DISSERTATION

CASE STUDY OF THE USE OF INSTITUTIONAL INFORMATION FOR
DECISION-MAKING IN THE STRATEGIC PLANNING PROCESS AT A

COMMUNITY COLLEGE

Submitted by
Rosanne Trovato Crossen

School of Education

In partial fulfillment of the requirements
For the Degree of Doctor of Philosophy
Colorado State University
Fort Collins, Colorado

Summer 2004

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



UMI Number: 3143819

Copyright 2004 by
Crossen, Rosanne Trovato

All rights reserved.

INFORMATION TO USERS

The quality of this reproduction is dependent upon the quality of the copy
submitted. Broken or indistinct print, colored or poor quality illustrations and
photographs, print bleed-through, substandard margins, and improper
alignment can adversely affect reproduction.

In the unlikely event that the author did not send a complete manuscript
and there are missing pages, these will be noted. Also, if unauthorized
copyright material had to be removed, a note will indicate the deletion.

®

UMI

UMI Microform 3143819
Copyright 2004 by ProQuest Information and Learning Company.

All rights reserved. This microform edition is protected against

unauthorized copying under Title 17, United States Code.

ProQuest Information and Learning Company
300 North Zeeb Road
P.O. Box 1346
Ann Arbor, Ml 48106-1346

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Copyright by Rosanne Trovato Crossen 2004

All Rights Reserved

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



COLORADO STATE UNIVERSITY

May 13, 2004

WE HEREBY RECOMMEND THAT THE DISSERTATION PREPARED
UNDER OUR SUPERVISION BY ROSANNE TROVATO CROSSEN ENTITLED
CASE STUDY OF THE USE OF INSTITUTIONAL INFORMATION FOR
DECISION-MAKING IN THE STRATEGIC PLANNING PROCESS AT A
COMMUNITY COLLEGE BE ACCEPTED AS FULFILLING IN PART
REQUIREMENTS FOR THE DEGREE OF DOCTOR OF PHILOSOPHY.

COMMITTEE ON GRADUATE WORK

(Please print name Y —
under signature) C e o

B e Bance ‘HCL\\
M Chtep fFhlass
74 Qa.uu/;

“TimsThy Gray TDavies

Defartment Head/Ditr“éct((r /;cé Lo Bk~

i

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



ABSTRACT OF DISSERTATION
CASE STUDY OF THE USE OF INSTITUTIONAL INFORMATION FOR
DECISION-MAKING IN THE STRATEGIC PLANNING PROCESS AT A
COMMUNITY COLLEGE

This case study’s purpose was to better understand how one community college’s leaders
used institutional information when making decisions for their strategic planning process.
Of particular interest was how these decision-makers used institutional information to
shape their decisions while establishing strategic priorities. The study goals were to
explore the strategic planning process and evaluate how institutional information was
used for decision-making. The study described the strategic planning process and how it
operated; discovered the institutional information types available and how leaders used
this information to make strategic plan decisions; and gained insight into how using
institutional information during the strategic planning process impacted the college’s
decision-making processes.

Higher education institutions may address accountability demands and pressures
to explain how decisions are made, including those pertaining to the planning process,
through institutional research.

The case study findings were presented as a strategic planning process chronology
and discussions concerning the institutional information used for decision-making. First,
the strategic planning process chronology was marked by four significant incidents. The

significant incidents were the Planning Council creation, the Strategic Planning Council

creation, gathering institutional information that was placed into two large books, and

il
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taking the books to the Strategic Planning Retreat where the gap analysis was conducted
and strategic priorities drafted. The four significant incidents mark places along the
strategic planning process where institutional information was important to the strategic
planning process. Second, the case study discussed using institutional information for
decision-making and extended into exploring how using institutional information for
decision-making during the strategic planning process impacted IICC’s decision-making
processes.

The study found institutional information was used by the institution studied
throughout the strategic planning process. The institutional information drove strategic
planning decision-making. The college wanted to use institutional information in the
process, collected it, and used it to determine institutional gaps which led to drafting the
strategic priorities. The strategic planning process impacted the college’s decision-
making processes because the institution has more sophisticated decision-making
processes. Decision-making is more developed, more complex, and more refined. In

order to now make decisions, institutional information is consulted.

Rosanne Trovato Crossen
School of Education
Colorado State University
Fort Collins, Colorado
Summer 2004
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CHAPTER 1: INTRODUCTION
Background

Higher education institutions are constantly making decisions. Organizational
governance models are used to study higher education institutions to explain decision-
making processes. Accountability pressures drive the necessity to understand university
and community college decision-making processes, resulting in an increased demand on
decision-makers to support their decisions with institutional information. This research
study focused on the strategic planning process at one community college while it
explored using institutional information for decision-making.

Decisions are made on a continual basis within community colleges. Fryer and
Lovas (1991) note with regard to decision-making:

Everyone in every community college makes decisions all the time — consciously

and unconsciously, deliberately and by indecision. ... We believe that institutional

governance — the organization’s official processes for deciding and

communicating — creates conditions and establishes a climate within which these

and many other decisions are made. (p. 8)
Fryer and Lovas also point out although institutions often display organizational charts
one rarely sees institutional decision-making charts. Langley, Mintzberg, Pitcher, Posada,
and Saint-Macary (1995) observe researchers continue to seek answers for how decisions
are made within organizations. These authors believe decision-making,

Must be studied in toto and in vivo, at the individual level to include insight and

inspiration, emotion and memory, and at the collective level to include history,

culture, and context in the vast network of decision making that makes up every
organization. (p. 261)
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In other words, one must examine how individuals within an organization and the
organization itself make decisions in various contexts. Decision-making processes are
important to community college functions (Lunenberg & Omstein, 1991).
Organizational governance models are used to describe decision-making
processes. These models aid in understanding how institutional research impacts higher
education decision-making processes. (Levine-Donnerstein, 1988). The models used
most often to describe higher education institutions are the bureaucratic, collegial,
political, and organized anarchy. The models assist in understanding community college
governance (Caldwell, 1981). These four models were examined in the literature review.
Some researchers believe organizational governance models often overlap; other
higher education institutions often exhibit several organizational structural models
operating concurrently (Benjamin & Kerchner, 1982; Giesecke, 1994). Benjamin and
Kerchner (1982) assessed decision-making models and found individuals tend to bring
together various pieces or overlap different models when making decisions. Giesecke
(1994) believes several decision-making models may operate concurrently in large
organizations that have a complex structure like higher education institutions.
Accountability pressures on higher education institutions underscore the need to
understand decision-making processes. Reasons given to explain higher education
accountability pressures which ultimately impact how decisions are made include:
external pressures related to outcomes and effective resource management; competitive
pressures created by knowledge and technology explosions; governmental agency

pressures related to operational matters; population diversification pressures; increased
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financial constraint pressures; and consumer expectation pressures (Delaney, 1997,
Keller, 1993; Matier, Sidle & Hurst, 1994).

Since higher educational institutions have increased accountability demands, it is
necessary to provide worth and value evidence (Knight, Moore & Coperthwaite, 1997).
“The fact that community colleges are community-conscious and are obligated to validate
their programs and services against community needs and expectations has led to a
substantial need for institutional research” (Chalker, 1980, p. 49). The accountability
pressures demand explanations surrounding decision-making processes that could assist
institutional information.

Understanding decision-making processes is an issue for community colleges
(Banks & Colby, 1989; Keller, 1993; Terrell, 1991). The success or failure of colleges in
today’s volatile and competitive environment is tied to the ability of administrators to
make good decisions (Mann, 2001). Cope (1987) believes “information is the heart of the
decision process” (p.79). Mann (2001) points out that the importance of using data in
decision-making was recognized at the federal government level in 1995 with the
National Postsecondary Education Cooperative (NPEC) creation. He states, “It was
created ‘to promote quality, comparability and utility of postsecondary data and
information that support policy development, implementation and evaluation,” and
emphasize the need for ‘better decisions through better data,” (NPEC, 1998)” (p. 20).

Therefore, “close collaboration between decision-makers and institution research is
necessary so that research can be adapted to meet the needs of the specific institution and

its administrators” (Tosh, 1996, p. 38).
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Research needs to be conducted by higher education institutions because it is
useful in developing institutional goals and objectives, making policy decisions, and
making decisions for various institutional issues (Alfred, 1976; Carter, 1986; Chalker,
1980; Lohmann, 1998; McLaughlin, Howard & McLaughlin, 1998; Matier et al., 1994,
Ramsey, 1981; Saupe, 1990). Swanson (1965) states colleges are encouraged to make
efforts to use research findings. “Research is a management tool that planners can use to
make key decisions as well as bring the necessary change as a result of those decisions”
(Ramsey, 1981, p. 26) and “planning is the framework for deciding” (Fryer & Lovas,
1991, p. 8). Therefore, research takes a key role in an institution’s planning for long-
range development (Ramsey, 1981; Tosh, 1996). Spencer (1995) observes, “strategic
planning has become the cornerstone of college and university planning” (p. 12). The
primary strategic planning purpose is linking an institution’s future with anticipated
changes that allow for acquiring resources more quickly than their depletion (Cope,
1987). Strategic planning is a way to achieve agreement on institutional long-range goals
and provides decision-makers a recommended action plan when prioritizing resource
allocation (Tosh, 1996). Information data gathering regarding both internal and external
institutional operations is one requirement for strategic planning (Cope, 1981). “Strategic
planning is dependent on information” (Tosh, 1996, p. 30). Institutional research in
higher education and the information it generates is one way to support strategic
decision-making (McLaughlin et al., 1998). This is important because those who control
information and its delivery have the potential to control decision-making (Matsen,
1991). This study fi)cused on the role institutional information played in one community

college’s strategic planning process.
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Community colleges responded to demands to bring institutional research into
decision-making processes by éither establishing or strengthening the'institutional
research role (Banks & Colby, 1989; Nichols, 1990). New roles accepted by institutional
research directors and their offices require an understanding how institutional research
functions within community colleges (Delaney, 1997). Knight et al. (1997) explain most
accrediting associations set forth stipulations regarding institutional research use.
Therefore, the aim for institutional research, after complying with state and federal
agencies, is to provide an institution with a process for introspection, validation, and
evaluation. Institutional research offices gather, analyze, and integrate institutional
information (Lewis & Barr, 1988). Garbinski (1982) provides a useful description of
institutional research: “It is the process of gathering data, converting it into information
needed for decision making, and evaluating the effects of these decisions on the mission,
plans and operations of postsecondary educational institutions” (pp. 1-2). In order to
accomplish these functions institutional researchers use statistical methods, institutional
information, historical data, operations research and economic theory, data from
questionnaires and surveys, and other methods (Saunders, 1979). The analyses and
studies produced then provide the foundation for making decisions and recommendations
based on this information (Lewis & Barr, 1988). The goal for the institutional researcher
is to gather the information that may be used immediately for making decisions (Yancey,
1988). Delaney (1997) states that as institutional research moves into the 21* Century,
researchers need to be more aware of their role and contribution in the decision-making
process. This study could serve to increase the understanding for using institutional

research and information it supplies to decision-making processes.
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The literature review demonstrates that organizational governance models have
been utilized to explain decision-making in community colleges during the last 50 years.
The literature suggests more than one model operates in the community college when it
comes to making decisions. The literature review also explored the institutional research
role as the information supplier for community college decision-making and point out is
the lack of research into the strategic planning process and the use of institutional
research information. This study increases the understanding of how decision-makers use
institutional information while planning.

Institutional research information’s role for decision-making research can be
classified into four categories and are discussed here. The first institutional research
studies category exﬁmines the role of institutional research in decision-making (Garbinski
1982; Matsen, 1991; Rowh, 1988; Swanson, 1965). The findings suggest institutional
research is used to support some decisions made in community colleges. For example,
Matsen (1991) found that qualitative information was viewed as being more important
than quantitative information in the decision-making processes of three Pacific Northwest
colleges. Swanson (1965) suggests that future research include examining how
institutional research findings are used in the decision-making process.

The second research studies category exploring information from institutional
research offices investigates kinds and sources of institutional information used for
decision-making (Mann, 2001; Putnam, 1994; Sandness, 1969). These studies suggest
while numerous institutional information studies are available for decision-making,
decision-makers may have difficulty finding data necessary for decision-making and their

decision-making may be related to their confidence level for who produced and presented
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the information. Even so, colleges that were considered to be more effective used
objective data while making decisions.

The third research studies category of using institutional research office
information explores the availability and usefulness of institutional research information
for decision-making (Green, 1988; Roueche & Boggs, 1969). Given the number of
decisions made at colleges, little direction for making decisions came from institutional
research and an administrator’s tenure influenced how useful they found data.

The fourth research studies category for institutional research information
explores the relationship between institutional research and decision-making for planning
(Chalker, 1980; Tosh, 1996). Chalker (1980) and Tosh (1996) suggest institutional
research offices can be more involved when decisions are made and found a weak
connection between research data and planning/decision-making for a particular program
on one college’s campus.

To sum, previous research found institutional information: was in some way used
or involved in the decision-making process (Chalker, 1980; Matsen, 1991; Putnam, 1994;
Sandness, 1969; Swanson, 1965); did not supply any direction or support for decision-
making (Roueche & Boggs, 1969; Rowh, 1988; Tosh, 1996); or was unclear in its role
and influence (Garbinski, 1982). Research studies into using institutional information
from offices of institutional research and their results are explored further in the literature
review. The review found previous research studying using institutional information
when making decisions by community college leaders has not examined a strategic

planning process.
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In conclusion, higher education institutions may address accountability demands
and pressures to explain how decisions are made, including those pertaining to the
planning process, through institutional research. The information generated through
research and used by leaders is critical in ultimately determining the institutional
effectiveness (Mann, 2001). Institutional research has become a viable higher education
component and may be used in decision-making. Rice (1979) suggests a need exists to
bring institutional research into decision-making processes. Understanding these
processes is vital to understanding how higher educational institutions currently are
managed and how these institutions plan future directions (Garbinski, 1982). The focus
on accountability has led to operational procedures acceptance such as strategic planning
that require research data to support decisions (Tosh, 1996). Even with all that is being
done by institutional research to generate information for decision-making and use in the
strategic planning process, research explaining how this information is used for strategic
planning has not been reported. Garbinski’s (1982) observation from over twenty years
ago is still relevant: “Since little formal research about decision making in higher
education and institutional research (together or separately) has been done, further
research could take any direction” (p. 99). Ball (1994) suggests in-depth decision-making
processes at a single community college studies since these could provide researchers and
administrators with a greater processes understanding that might result in modifications
to an institution’s governance structure in order to arrive at the desired decision-process

goal.
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Purpose Statement
The case study research project purpose was to better understand how one
community college’s leaders used institutional information when making decisions for
their strategic planning process. Of particular interest was how these decision-makers
used institutional information to shape their decisions while establishing strategic
priorities. The study goals were to explore the strategic planning process and evaluate
how institutional information was used for decision-making. The study described the
strategic planning process and how it operated; discovered the institutional information
types available and how leaders used this information to make strategic plan decisions;
and gained insight into how using institutional information during the strategic planning
process impacted the college’s decision-making processes.
Research Questions
This study answered four questions regarding Institutional Information
Community College’s (IICC’s) strategic planning process. The following are the research
questions:
1. How did IICC’s strategic planning process develop?
2. How did IICC’s strategic planning process operate?

3. What was the institutional information used by IICC’s Strategic Planning
Council?

4. How was the institutional information used by IICC’s Strategic Planning
Council?

Definitions of Terms

The following definitions are those most relevant to the study purpose.
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Institutional Decision-Making

Institutional decision-making is defined as identifying concerns; implementing
problem solving; establishment of missions, goals and objectives‘, making policy, and
developing institutional plans (Lewis & Barr, 1988).

Institutional Research Office

An institutional research office is that part of an higher education institution that
identifies, gathers and provides information that supports planning, policy formation, and
decision-making (Lewis & Barr, 1988; Saupe, 1990). The role, function, and office
purpose when assisting decision-making involves information systems use, evaluating
programs, designing and implementing surveys, conducting and analyzing research,
critiquing research, and the forming emerging issues (Lewis & Barr, 1988).

Institutional Information

Institutional information is the data and information known about an organization.
Data are the measurement of items that have been extracted and analyzed and
information is the presentation of the measurement as a summary and in an accessible
form (Johnson & Kristovich, 2000; Lewis & Barr, 1988).

Strategic Planning Council

The 18-member council appointed by IICC and designated the sole purpose to

design the strategic plan.
Study Delimitations

This project conducted a case study analysis of one community college, IICC,

located in the United States. Within the institution, the study population was the 18

member Strategic Planning Council. Membership included faculty, executive-, and mid-
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level administrators (including the Director of Institutional Research and Planning),
classified staff, and Board of Trustees.
Study Assumptions

1. The primary research study assumption was that decision-makers use
institutional information for decision-making. In this case study, IICC consulted
institutional information during its strategic planning process. It was assumed the council
membership used institutional information given to them by the institutional research
office. The underlying belief was leadership consults institutional information when
making critical decisions regarding the future of their institution.

2. The secondary research study assumption was that the strategic planning
council members would candidly disclose information, including their thoughts and
feelings on whether and how institutional information influenced their strategic plan
design decisions.

Significance of the Study

Community colleges operate as organizations to provide higher education.
Organizational governance models provide decision-making descriptions based on how
an organization functions. Chester Barnard (1938) was first to place decision-making at
the center of executive functions within organizations (Langley et al., 1995). Since
Barnard’s time, researchers continue to seek answers for how decisions are made within
organizations (Langley, et al., 1995). The leaders’ ability to make sound judgments in
decision-making process will impact the future community colleges (Zeiss, 1986).
Crucial to the decision-making process is the information decision-makers have

available. This information is generated within these organizations by institutional
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research offices. Delaney (1997) suggests institutional research offices role can be
enhanced in decision-making. Institutional research might accomplish this goal through
seeking an understanding of decision-makers’ information needs and taking the initiative
to provide an understanding for the data and studies relevance. Therefore, these offices
may prove a great available asset to administrators (Zeiss, 1986).

Cope (1981) notes the need for research into the area of strategic planning
focusing on the information used is necessary. The basic elements required for strategic
planning, as described by Cope, include data on both the internal operations (especially
strengths and weaknesses) and the external environment (especially threats and
opportunities). Through the research conducted here, some understanding was gained
regarding information necessary and practical for decision making. Understanding the
strategic planning process provides insights into the institutional information used by
decision-makers in determining the institution’s future course and may assist other
community college leaders in making decisions for their strategic planning.

Researcher’s Perspective

I was interested in understanding how leaders utilize institutional information in
strategic planning process decision-making process so that I might discover ways to
encourage other leaders to consider using information generated by institutional research
offices. As a former Director of Institutional Research and member of a strategic
planning council for a community college, it was my responsibility to collect and
generate institutional information for federal reporting, conduct surveys for the state and
intra-organizational groups or individuals, answer data and information requests, and

consider the future of a community college. These experiences raised questions in my
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mind as to how institutional information was or could be used by leaders within the
community college, particularly during planning processes. I would like to be able to
assist decision-makers in using institutional information as they come to their decisions.

This project returned me to the community college I attended several decades ago
and where I also was employed as an adjunct faculty member for several years. During
my affiliation time, I was not actively involved in planning processes. Between August
2001 and May 2004, the time of the research study, I had no educational or employment
affiliation with the study institution. I became interested in this research design after
having moved from the state where this institution is located and also having served as a
faculty member and on the administrative staff at another institution.

It was my hope this research study answered as well as raised new questions

surrounding using institutional information by decision-makers in strategic planning.
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CHAPTER 2: LITERATURE REVIEW

The literature review for this study first explores organizational models and the
decision-making processes for each model. Furthermore, the research studies examining
decision-making for these models in the community college is also presented. Finally, the
role institutional research takes in the decision-making process with regard to generating
and supplying information will also be given. Section one defines decision-making and
describes several organizational governance models and the decision-making processes
used most often when studying higher education institutions. Section two presents
research studies that explore organizational governance models and decision-making
processes in the community college. The last section describes community college
institutional research offices and the role these offices have in campus decision-making.

Organizational Governance Models

Numerous models exist that describe the governance structure and decision
making processes used in organizations (Angiello, 1997; Johnson, 1994). How decisions
are made is related to an organization’s structure (Angiello, 1997; Fryer & Lovas, 1991).
This research focused on the decision-making process at one community college, the
literature reviewed here explored organizational governance models most often used to
describe higher education institutions and their decision-making processes. After an
.extensive organizational theories and governance in higher education review, Angiello

(1997) concluded the bureaucratic, political, and collegial organizational models are most
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commonly used. In addition to these models, the organized anarchy model was presented
because it is commonly found in higher education institutional studies (Angiello, 1997).
The four models were considered separately in this discussion. In practice, 1ﬁodel
combinations sometimes exist within higher education institutions (Benjamin &
Kerchner, 1982; Giesecke, 1994). To follow is a decision-making definition and decision-
making processes background information. This first section concludes with the
bureaucratic, collegial, political, and organized anarchy organizational governance
models and the decision-making processes as they operate within each model discussions.
Decision-Making Defined

Organizational decision-making literature is consistent in defining decision-
making: the process of selecting from alternatives resulting in a choice (Angiello, 1997;
Baker, 1992; Feldman & Kanter, 1965; Fryer & Lovas, 1991; Lunenburg & Ornstein,
1991; Taylor, 1965). 1t is the commitment to an action that completes the process
(Langley et al., 1995). Thereby, decision-making is the process or causing of making a
choice from alternatives.

Background to Decision-Making Processes

When making a decision, the processes are the logical steps or methods a
decision-maker employs to arrive at a choice. Decision-making processes are vital to any
organization because decision-making is an important organizational function. How
organizations make decisions can affect organizational objectives (Giesecke, 1994).
Decision-making processes have been described as running along a continuum from the
classical or rational model to the irrational or garbage can model (Langley, et al., 1995;

Lunenburg & Omstein, 1991). The discussion here begins with the early classical/rational
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model and describes why this model’s decision-making process does not provide a
realistic picture for higher education institutions.

The classical or rational decision-making model is an early model used to explain
this phenomenon within organizations. It serves as the idealistic decision-making model.
Other models that move away from the idealist circumstances for decision-making will
also be presented. These have been classified as behavioral models and attempt to explain
how decisions are made when the rational model is unable to explain decision-making.

As early as 1910, John Dewey introduced the decision-making concept as stages
that conclude with a solution (Langley et al., 1995). Later, Simon (1960) established
organizational theory research by presenting his decision-making model involving three
activity phases; intelligence, design, and choice. Decision-making begins when the
decision-maker uses intelligence to scan the environment in search of situations where
decisions need to be made, designs and analyzes alternative activities that one might take,
and finally chooses from those designs an action course.

Mintzberg (1976) used three stage phases or components to study organizational
and administrative leaders’ decisions. The first phase identifies where a problem or
opportunity is pinpointed. The developmental phase formulates old or new designs of
possible actions. Finally, the selection phase occurs when the solution is selected. Ducker
(1974) designed a six step decision-making process. Defining the problem, analyzing
problem, designing alternative solutions, selecting the best solution, converting the
solution into an action, and monitoring and appraising the decision results. The specific
steps or stages used in decision-making process assist in describing how an organization

functions and are critical to understanding how organizational models function (Angiello,
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1997). The underlying theme to decision-making processes is the range of rational
thinking by the decision-maker(s) (Lunenburg & Ornstein, 1991).

The common theme for describing decision-making is that a problem exists that
needs a solution and a rational process can be used to find the solution. What varies in
describing the decision-making processes within the organizational models is the amount
of rationality present. Decision-making rationality has been broadly classified into two
major categories, rational and behavioral (Lunenburg & Ornstein, 1991).
Classical/Rational Decision-Making Process

Allison (1971) describes the classical/rational decision-making model as the
rational actor model that operates under the group assumption that decisions are made
rationally. Rational thought and action processes are involved during every decision-
making process stage. Benjamin and Kerchner (1982) list stages a decision-maker goes
through as “define common goals, select alternative means to reach those goals, weigh
alternatives, assess risks, set priorities for actions, sequence tasks, and calculate
probabilities for maximizing gain and minimizing losses” (p. 4). The belief is that actions
result in efficient and effective decisions. The classical/rational decision-making model
design assumes perfect information is known, all alternatives and their consequences are
foreseen, and the decision-maker wants to maximize an objective (Lunenburg &
Ornstein, 1991). Since these circumstances rarely exist within organizations, an
alternative model attempts to explain situations where the decision-maker does not have
an opportunity to implement rational thought and action processes during each decision-

making step.
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Behavioral Decision-Making Process

The behavioral decision-making model describes situations when absolute
rational processes are not possible, which is often the circumstance in higher education.
Lunenberg and Ornstein (1991) describe this situation for school administrators by noting
that they may be unaware of problems; may not seek all possible solutions; and “are
limited by time constraints, cost, and the ability to process information” (p. 163). Simon
(1976) used the phrase “bounded rationality” to explain what happens when a decision-
maker does not have the perfect circumstances available to make the best decision.
Feldman and Arnold (1983) discuss the main points of this concept. They note it is
impossible to know all solutions, to know which alternative surpasses others with a
favorable outcome, and to know the true nature of the problem. The consequence is that
decisions are based on insufficient information. To deal with not having the ability to
have perfect rational decision-making, Simon (1978) put forward the idea of “procedural
rationality” where decision-makers look toward decision-making procedures. These
procedures “are aimed at adequate acquisition and processing of relevant information”
(Lunenberg & Ornstein, 1991, p. 165). Shaw’s (1980) behavioral model discusses the
“retrospective rationality” concept with regard to decision-making. This occurs when the
decision-maker justifies the decision after it has already been made. Johns (1983) notes
that decision-makers tend to be defensive regarding their decisions. Furthermore, they
like to take credit for good decisions and deny involvement when the outcome is not
successful (Greenwald, 1980). Decision-making can also occur with small changes or
“muddling through.” Lindblom (1959) calls this form of decision-making

“incrementalizing.” Lunenburg and Ornstein (1991) explain this process as where a
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sequence of alternatives are compared for making a decision takes place until an
alternative is selected. Lastly, Cohen, March, and Olsen’s (1972) garbage can model for
decision-making is a part of the organized anarchy organizational governance model.
This model describes situations at the opposite end of the continuum from the neatly
ordered classical/rational to situations where problems and their solutions do not follow a
logical steps sequence. Essentially, problems, solutions and the decision-makers are
deposited and mixed into a so-called “garbage can” where these elements combine while
not following a rational sequence.

Thus, decision-making processes describe the stages and the thought processes, as
they fall along a continuum from rational to irrational. How these operate within an
organization is a reflection of the institution’s organizational structure. Relevant to this
study were the decision-making processes taking place within these organizational
structures. Therefore, the discussion presented defined each model, briefly discussed the
.model and how it has been used to describe higher education institutions, the decision-
making processes operating within the model, and any critical comments found in the
literature.

The Bureaucratic Model

The bureaucratic organizational governance model describes a formal
organizational structure. It is also referred to as the organizational process model
(Benjamin & Kerchner, 1982). A bureaucracy is generally defined as an organization that
is formally and hierarchically structured that has numerous levels; this structure consists
of rules and procedures; tasks, responsibilities and authority are distributed to the

individuals, offices, or organization departments with the entire structure being held
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together by the administration (Hirsch, Kett, & Trefil, 1988; Peabody & Rourke, 1965,
Stroup, 1966).

The bureaucratic model developed from the work of Max Weber, the pioneer of
bureaucratic theory. In Economy and Society (1922), Weber argued:

That a permanent, well-educated, conscientious, ‘non-partisan,” Prussian-style

bureaucracy professionally committed to implementing whatever decisions the

legitimate rulers of the state might arrive at was the best organizational form yet

discovered for the rational and efficient pursuit of collective social goals in a

modern society with a specialized and highly efficient division of labor. (Johnson,

1994)
Even though Weber did not specifically mention higher education institutions in his
work, the application of his bureaucratic theory concepts to academics evolved as these
organizations became the focus of more research (Angiello, 1997). Blau (1973, 1974) and
Stroup (1966) support the idea that higher education organizations operate as
bureaucracies. Blau (1973) conducted research on universities and colleges comparing
these organizations to government bureaus and concluded that there were similarities in
their organizational structures. Stroup (1966) believes these institutions operate within a
society that functions as a bureaucracy and higher education organizations mimic this
structure. Furthermore, researchers argue this model operates within higher education
institutions by pointing to their organizational characteristics, which define the
organization as a bureaucracy.

The bureaucratic model’s institutional characteristics are: having a clearly defined
mission; having the underlying assumption of rational decision-making; hiring and
promoting are based on an individual’s qualifications; locating authority in top positions

that then flows downward through the organization; and defining roles and tasks clearly

(Angiello, 1997). Policy decisions are made within the upper echelon and communicated
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through established channels. Angiello (1997) notes power in this model is equal to
authority. The model’s formal hierarchical nature is reflected in organizational tasks
broken down into smaller units (Allison, 1971). Benjamin and Kerchner (1982) note
specialists within the organization in smaller groups are then able to work on problem
solving. The formal nature is also seen in the “roles, rules and routines as the keys to
organizational actions” (Giesecke, 1994, p. 29). The decision-making processes are
summarized as being rational and maximizing because

Rational decision making presumes that responsibility for a decision rests within a

specific place in the organization structure and that authority commensurate with

the scope of the decision has been delegated to a particular office holder or group

... the designated office holder makes the final decision. (Angiello, 1997, p. 188)
Furthermore, the bureaucratic model is based on the assumption that information is
available for analysis use when determining possible alternative courses of action.
Angiello states this model is considered the most efficient and effective. Even so, critics
believe the bureaucratic model does not adequately describe higher education institutions
and the decision-making processes.

Coplen (1994) states although the bureaucratic organizational governance model
may have dominated community coi]eges in the past, it is no longer appropriate for this
organizatioh. Other critics do not believe it provides the best overall decision-making
description within higher education even though some institutional components operate
bureaucratically. Bess (1988) states due to the variety and number of disciplines,
information is unable to flow through the bureaucratic hierarchical structure. Hence, the

collegial organizational governance model describes what some believe is the collective

decision-making nature found within higher education organizations.
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The Collegial Model

The collegial model is also referred to as the “community of scholars” model.
Goodman (1962) and Millet (1962, 1978, 1980) indicate no clear definition is used to
describe the collegial model. Bess (1988) writes it can be a set of cultural norms and
values, a decision-making structure, or the mode of interaction between faculty and
administration. Baldridge (1971b, 1971c, 1977) and Baldridge, Curtis, Ecker and Riley
(1977a, 1977b) interpret this model three ways. The first is a full participation in the
academic organization and control is by members. Second, it is sometimes seen as an
ideal educational institution that provides personalized attention. Last, the collegial model
views authority not arising from one’s position within the organization but from faculty
knowledge and professionalism. Even though a variety of interpretations exist, the
collegial model is generally defined as scholars using consensus in the decision-making
process (Angiello, 1997; Cellucci, 1989; Eastcott, 1977). The “community” consists of
professionals whose roles may not always be clearly defined. Therefore, consensus is the
manner faculty and administrators must use in order to make decisions. The power any
one individual has within the decision-making process depends on that person’s
professional competence for a particular decision (Eastcott, 1977).

The collegial model’s critics claim consensus may be difficult to reach in large
and complex organizations, often the case for higher education institutions (Angiello,

1997). The inability to have consensus can make it difficult for an organization to
accomplish its commonplace tasks. The collegial model received criticism from

Baldridge (1971c). He believes the collegial model does not provide an adequate
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decision-making process when operating in higher education institutions description.
Baldridge believes these institutions are better described using the political model.
The Political Model
The political model is based on the decision-making group processes within
organizations (Eastcott, 1977) and assumes complex organizations may be seen as
miniature political systems (Baldridge, 1977), such as higher education institutions.
The political process model begins with the emergence of some issue which
attracts the attention of various groups with competing interests. The first struggle
is over where, that is, with which individual or group, the decision regarding this
issue should rest. Next, the issue escalates and the question may become general
question of authority as opposed to a specific issue. The interested parties may
look for allies and form coalitions to work toward a common goal. Bargaining and
negotiation take place; threats and coercion may be employed. Mediators may
emerge. Eventually, compromise is reached and the decision is turned over to the
authority structure, the bureaucracy, for implementation. (Angiello, 1997, p. 100)
This model grew from dissatisfaction with the purely classical rational model used to
describe decision-making. This occurred because the rational model does not adequately
explain decision-making in public institutions and does not explain power differences in
organizations (Giesecke, 1994). The alternative perspective to the rational model was one
that viewed the decision-making process as socially interactive. March and others in the
early 1960s, collectively considered a subversive group, were the first to describe the
political model (Langley, et al., 1995). Their work was the view that decision-making
was collective. Emphasis was placed on how problems and solutions came out of
organization parts and how these came together as decisions (Langley, et al., 1995).

Baldridge (1971a), who is also considered to be one of the first td compare higher

education institutions to political structures, notes that the complex organizational
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structures produces sub-cultures with their own interests that use pressure, power, and
force in the decision-making process. In this model,

The organization is described as a coalition of diverse interests. Organizations

have multiple goals while participants are seen as having consistent, yet different

goals. Behavior is purposeful and individuals act to achieve their own objectives.

However, because the decision-making process involves multiple participants

with conflicting objectives, decision makers may be uncertain as to how any

given action will impact the process. (Giesecke, 1994, p. 33)
Therefore, power results from one’s ability to influence the membership in successful
decision-making groups, such as, the governing elite (Angiello, 1997; Eastcott, 1977).
The result is the decision-making process is filled with negotiations and bargaining along
with political influence (Angiello, 1997; Eastcott, 1977). To sum, the political model
moves away from the formal and rational decision-making structures and emphasizes the
active nature of individuals when decisions are made in organizations. Moving even
farther away from the rational decision model is the organized anarchy organizational
governance model that considers decision-making to take place in a chaotic state or
“garbage can.”

The Organized Anarchy Model

The organized anarchy model is based on the view that organizations have unclear
goals, individuals in the organization do not know how their behavior will impact
outcomes, and interests are generally fluid and changing (Giesecke, 1994). This model
developed from the idea that purely rational decision-making is almost impossible for
educational leaders to conduct. This model was an early attempt to understand why
decision-making processes were not orderly: specifically, why some organizations lack

clear goals, why ambiguity exists around objectives, why technology is unpredictable,

and why there are obscure methods for evaluation and feedback (Benjamin & Kerchner,
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1982). Cohen and March (1974) believe since higher education institutions do not have
goals that are well defined and are inconsistent and ambiguous, authority centralization in
a bureaucratic system is limited. They believe individuals pay attention part of the time to
part of what is going on and this complicates decision-making. Benjamin and Kerchner
(1982) agree with the view that the educational organizations operate within what Cohen
et al. (1972) describe as the garbage can model.

The garbage can decision-making processes model occurs when a problem is
mixing with various solutions and participants and causes chaotic decision-making
(Cohen et al., 1972). Decisions come from one of four “streams” (problems, solutions,
participants, and choice opportunities) that operate independently in an organization
(Cohen & March, 1974). The “mixing of problems, solutions, and decision participants
results in interaction patterns leading to decisions that often do not follow the classical
decision-making model sequence” (Lunenberg & Ornstein, 1991, p. 166). Stress is
viewed as the overriding factor influencing how decisions are made. Due to the chaotic
nature of organizations, individuals pursue their own goals and decisions are made based
on timing (Giesecke, 1994). Solutions attach themselves to the problems in the “garbage
can” (Angiello, 1997).

The organized anarchy model is criticized because it is often used as a scapegoat
to explain what cannot be explained: “Whatever researchers fail to understand using more
traditional theories can be safely dumped into the garbage can” (Langley, et al., 1995, p.
262).

The organized anarchy, political, collegial, and bureaucratic organizational

governance models are used often in higher education to describe organizational
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structures. The other purpose for which these models are used is when studying
organizations, including higher education institutions in an attempt to explain decision-
making processes. Research exploring organizational governance models to explain how
decisions are made in the community college are explored in the following section.
Decision-Making Research for the Community College

Few studies explore organizational governance models in an attempt to explain
community college decision-making. The general consensus derived from the research is
that one organizational governance model alone usually does not explain community
college decision-making processes. vIndividual studies are discussed in this section.
Presented first are those studies that included both the community college and university;
next are those that investigated more than one community college; and finally, those
studies that focused on a single community college.

Some researchers considered the community college and university together when
they investigated the decision-making process and organizational structures. Benjamin
and Kerchner (1982) included participants from California higher education institutions,
half of whom represented community colleges. This study explored the decision-making
models individuals had in mind regarding a public policy on early childhood education.
The 22 participants were given a 15 key component description of 4 decision-making
models: the rational, bureaucratic, political, and garbage can. A structured Q-sort was
used to collect responses. For this method, the researchers designed cards that had
statements that were presorted by an expert judges panel. The participants were given the
cards and asked to sort them into piles that described their decision-making experience. A

score was generated for each participant for each model. These individuals participated in
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a post-sort interview regarding their decision event experience, the theories, outcomes of
the decisions, and their thoughts on the Q-sort technique.

Benjamin and Kerchner (1982) caution against the generalizability of their results
because they believe if the organizational setting had been different, the participants’
perceptions would have been different. They found state employees, office of education
workers, and representatives of the university chancellor’s office viewed policy decision-
making as rational. Furthermore, Benjamin and Kerchner affirmed multiple decision
mode research and writing that states individuals have varying ideas for what they are
doing. When making decisions, individuals bring varying decision ideas to the decision-
making process. Finally, they found individuals are capable of effortless integration of
various decision-making models into their minds.

Dougan (1984) used both the community college and university as the setting for
an investigation into decision-making processes through organizational governance
models. His study focused on thé political model, which he compared to the bureaucratic
and collegial models. The study participants were officers from business, academic, and
student affairs at private and public baccalaureate degree granting institutions and public
community colleges. A randomly selected sample was mailed a survey that posed several
critical incidents, each describing problems in higher education. Using two-way analysis
of variance for significant differences, he found the political decision-making model was
not the dominant model used for decision-making by these administrators. Dougan did
find the political, bureaucratic, and collegial models were useful decision-making
frameworks. Additionally, he found academic and business officers did not differ

significantly with regard to using the bureaucratic model and were more likely to use this
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model than the officers from the student affairs offices. The participants from the public
institutions did not differ significantly when using the political model and were more
likely to use this model than those participants at private institutions. Those individuals
who were employed as business affairs officers were more bureaucratic in their decision-
making; academic affairs officers were more bureaucratic and collegial; student affairs
officers were more collegial in their decision-making.

To sum, one model alone was not able to explain the decision-making processes
occurring at these higher education institutions. While the studies of Benjamin and
Kerchner (1982) and Dougan (1984) included participants from the community college
and university, other researchers have focused their attention on the community college.
Next the studies that explore fnore than one community college are reviewed.

Hunn (1991) examined administrators and faculty perceptions at two Kentucky
community colleges to determine the governance structure and opinions on how the
institutions were managed. The political, bureaucratic, and collegial organizational
governance models were the focus of her analysis. She used a survey instrument and
analyzed it using a Chi-square test. Hunn concluded the two community colleges did not
conform to any of the three models explored. Even so, faculty and administrators at one
institution did have significant differences in their opinions on decision-making issues.

White (1991) studied decision-making and governance structures for a state
mandated program review for two Florida community colleges. He applied three
organizational governance models: bureaucratic, political, and organized anarchy. These
along with policy implementation views were analyzed using the case study research

design that included extensive interviews. He used content analysis to analyze the data
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collected. The results suggest the decision-making process is complex, and it is difficult
for one model to describe the behaviors of these organizations. Even so, White concluded
that political and anarchic behavior rather than bureaucratic were more commonly found
for how decisions were made around the state mandated review program for these
colleges.

In an analysis of decision-making in community college districts in Texas, Ball
(1994) designed 12 vignettes that were considered by respondents who classified the
vignettes as reflecting either the collegial, political, or bureaucratic models. He designed
a computer coding system to classify approximately 500 individual vignette responses as
belonging to either of the models. The results indicate the decision-making processes in
the community college districts were very complex. Ball did find older districts tended to
use the bureaucratic model more than younger ones. Even though it was possible to
assign a particular model to an individual’s response to a single vignette, it was
impossible to assign a model to an individual decision type.

Abungah (1996) investigated the relationship between community college culture,
decision-making processes, and organizational effectiveness using the bureaucratic,
collegial, political, and anarchy organizational governance models. Two-year colleges in
the Houston Metropolitan Area were studied. Abungah surveyed a stratified random
sample of full-time faculty and administrators. Multiple regression analyses were used to
analyze the survey responses. Among other findings, Abungah found “a significant
number of respondents felt that their college was not only using collegial decision models

but also anarchic models to make decisions” (p. 127).
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Narrowing the study site focus, Caldwell (1981) conducted an ethnographic field
study at a single institution. She examined the bureaucratic, participational (collegial),
and political models with regard to professional/bureaucratic intéractions between the
college president and the institution’s board of trustees and what variables were critical to
their interactions. The data collection sources included interviews, observations and
document analyses to gain an understanding of the relationship between the president and
board. The results indicate classical bureaucratic theory operated within the sphere of
influence occupied by the board of trustees and the sphere of influence occupied by the
president and administration was rational, programmed, unencumbered, and
nonprescriptive.

Jackson (1983) looked at the decision-making process used in the Essex County
College, New Jersey governance structure. Baldridge’s political governance structure
model was examined. Jackson’s case study used interviews, questionnaires, document
study, and participant observation. The information acquired from these sources was
analyzed looking for any common threads of concerns, perceptions, and historical
perspective regarding the college’s governance structure. It was found that shared
decision-making was able to keep tension and conflict to a minimum during turbulent
times at Essex County College.

Also focusing on one community college, Cellucci (1989) conducted a decision-

making processes case study for admissions placement testing procedures. The decision-

making processes were compared with the bureaucratic, collegial, and political
organizational governance models. She used data from key informant interviews,

participant observations, and written documents. Cellucci found aspects from the three
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organizational models present in the admissions placement testing procedures decision-
making process. When she triangulated the research data, Cellucci concluded the
bureaucratic model seemed to best describe decision-making processes at the college

studied.

To sum, decision-making processes studied through organizational governance
models for community colleges suggests more than one model generally functions within
these institutions. Central to decision-making is the information that individuals have
available for use in decision-making. Community colleges have become aware the
information generated from their institutional research offices has a role in the decision-
making process. This role will be examined in the next section.

Institutional Research in the Community College

The following discussion first presents a definition for institutional research. The
discussion explores the historical development of community college institutional
research offices. This is followed by an examination into the role of institutional research
offices and the types of research conducted through these offices. The institutional
research discussion concludes with an analysis of the decision-making process at the
community college.

Institutional Research Defined

Those who have written about institutional research have defined it in various
ways. Roueche and Boggs (1969) reflect on other researchers’ works to define
institutional research “as research conducted by an institution for obtaining information
to use in making plans and solving its problems” (p. 107). Saupe (1990) refers to it as the

research conducted by higher education institutions to provide information to support

31

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



planning, policy formation, and decision-making. Middaugh (1990) takes the perspective
institutions are continually changing; therefore, institutional research must be described
with a working definition. At the time of Middaugh’s work, institutional research was
defined as the total activities that empirically describe all colleges and universities
functions (educational, administrative, and support). The research activities explore the
functions from inside and outside the institution using data collection and analytical
analyses to support the decision-making process. The Association for Institutional
Research (AIR) supports the institutional researcher profession and operates to aid in the
understanding, planning, and operation of higher education by institutional researchers,
planners, and decision-makers (AIR, 2003). To sum, institutional research is information
generated and analyzed then used by colleges and universities in making decisions. The
next section outlines how institutional research and their offices developed in the
community college.
Historical Development of Institutional Research

Higher education institutions increased in number after World War II, resulting in
the growth of institutional research as an administrative function. During this period,
pressure was being placed upon higher education managers to provide direction for
growing institutions and account for human, financial, and physical resources the
institutions were receiving to justify continued support (Peterson, 1999). The pressure
was evident for the community college and in the increased institutional research office
responsibilities. The 1950s brought data reporting responsibilities to administrators. The
1960s saw the beginning “of state and federal reporting requirements associated with

civil rights guidelines, along with accountability for financial aid and vocational program
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funding, created opportunities for interpretation of the new data beyond the ‘counting’
activities initially carried out by registrars” (Losak, 1994, p. 302). The 1970s economic
recession placed efﬁciency demands on these institutions where the institutional research
role became more evaluative and quantitative. During this time, Alfred (1976) observed,
“institutional research has become more sensitive to the need for empirical information
pertaining to the characteristics of the community college as an organization responsive
to community and legislative agencies” (p. 2). The demands for quality in the 1980s
developed the need for analytical and comparative studies and planning and policy
analyses by institutional research offices. Banks and Colby (1989) note this decade saw
almost all states mandating accountability measures to assess and document educational
performance. Accountability was accomplished through colleges performing any of the
following research, “a longitudinal approach to measure institutional or program effects
on student outcomes; assess student performance in transfer, vocational and basic skills
programs; or evaluate the strengths and weaknesses of the college’s instructional
programs and student services as they relate to the effectiveness of the institution” (Banks
& Colby, 1989, p. 2). Since the 1990s, colleges have had educational challenges placed
upon them that have led to institutional redesign of these institutions. Institutional
research offices have become the industries analyst that is anticipatory and proactive
(Peterson, 1999). Furthermore, the outcomes assessment movement has become an
important higher education topic. Nichols (1990) wrote assessment continues to grow and
institutional research offices will be presented with opportunities to expand their role.
These offices more than likely will accomplish this when being placed in the spotlight for

institutional scrutiny because of greater demands placed on their office. Nichols adds the
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difficult outcomes assessment and the need for skills that may not exist within a research
office, will further present opportunities for these offices to grow and develop. The need
for more higher education institutional research is evidenced by the expansion of the
institutional research office role. The role that these offices play within the community
college’s organizational structure will be discussed in the next section.
Role of Institutional Research Offices

In the last 50 years community college accountability demands have forced these
higher education institutions to assess and provide evidence for an educational function.
Many colleges have responded by developing, expanding, and refining institutional
research offices. Institutional research’s role is diverse and varies from institution to
institution (Losak, 1994; Matlock & Hogg, 1978). Oftentimes, the role is determined by
the organizational structure (Matlock & Hogg, 1978). For example, if the office is located
in the college’s academic division, it will probably be more involved in research specific
to academics. The institutional research role has expanded from documenting student
demographics and program review to institutional assessment and evaluation of its
overall effectiveness (Banks & Colby, 1989). Matier et al. (1994) provide an institutional
research expanded role summary and point out the main institqtional research purpose is
to support decision-making.

Institutional researchers collect, compile, manipulate, analyze, synthesize, report

and disseminate a vast array of vital data pertaining to a particular institution. A

significant component of this function is the reporting of census and quasi-

assessment data to comply with the demand of external regulatory agencies at the

national and state levels that are also often of value in informing internal planning

and decision making processes. In addition, voluntary data sharing consortia as

well as routine and ad hoc surveys that come from hither and yon most naturally
fall within the purview of institutional research offices to coordinate or complete.

@ 9
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Institutional researchers do more than gather data and design reports: they play an
important role in determining which issues will be brought to the attention of the
institution and “what is known — and not known — about those issues” (Nichols, 1990, p.
10). Losak (1994) believes institutional research can be more effective if it works with a
college president who sees the decision-making data value. The specific types of research
conducted by institutional research are discussed next.
Types of Research Conducted

Quantitative and qualitative research generated through institutional research
offices are conducted for numerous reasons and takes on a variety of research forms
(Saupe, 1990). One form of applied.research is designed to answer questions regarding
planning, policy, or decision-making. Institutional research is sometimes evaluative.
Under this form, information is used to review and make programs or organizational parts
judgments. Another research form is basic research. This occurs when incidental findings
from another project or research undertaken without a specific question or problem where
general institutional information is gleaned. Institutional research may also take a
problem identification form where it identifies areas that may be cause of concern.
Through action research, when the institutional researcher is an integral part of the
project beginning with problem identification and ending with recommendations
implementation, institutional research has the ability to have an impact. Finally, it may be

found in policy analysis decisions. Regardless of the institutional research form, it is

considered as an introspective process to explore what is known about the different

institutional parts (Losak, 1994).
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Many research study types are conducted by institutional research offices.
Roueche and Boggs (1969) describe these as studies conducted by institutional research
offices falling into one of the following seven categories: students, faculty, instruction,
curriculum and programs, student personnel services, institutional operations, and other
(e.g. campus environment). Research requests may be separated into reporting and
empirical research projects. Reporting projects focus on responding to federal, state, or
institutional offices and/or agencies for information. For example, the Integrated
Postsecondary Education Data System (IPEDS) of the National Center for Education
Statistics (NCES) collects basic data that identify, describe, count students, monitor
changes, and provide information for policymakers at postsecondary institutions. “The
data can be used for peer analysis; for sampling postsecondary institutions; and for
decision-making” (IPEDS, p. 1). Other research projects examples conducted by
institutional research offices include state and institutional surveys on students and
faculty.

Institutional research offices also respond to empirical research questions aimed at
addressing specific informational needs. Empirical research is generally undertaken for
one of two reasons. The first “is to accumulate knowledge that will apply to a particular
problem in need of solution or to a condition in need of improvement.” (Johnson, Joslyn
& Reynolds, 2001, pp. 2-3). For example, a data request on enrollment statistics over
time to explore trends in this area. This is often referred to as applied research. Hart
(2000) describes the applied research purpose and features as producing
recommendations or solutions to problem(s) faced by people. Johnson et al. (2001) point

to the knowledge gained as being used in altering real-world conditions or situations.
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Johnson, et al. (2001) describe another reason to conduct empirical research is for
intellectual curiosity. This is referred to as pure, theoretical, or recreational research. For
example, research used to answer questions regarding student enrollment numbers in
particular programs for an academic year.

To sum, the increasing accountability demands made on community college’s
from internal and external forces have led these institutions to use research-based
institutional information for reporting and also when making decisions. Blai (1973)
believes the effort to encourage research findings use is vital to the institutional research
effort. Lewis and Barr (1988) advocate the institutional research use for colleges’ to
answer questions about the institution, and for trustees and administrators to use
institutional research for informed decision-making and policy formation. Research
studies into how institutional research information has been used in decision-making
processes at community colléges will be explored in the next section.

Institutional Research Information and Decision-Making in the Community College

The community college research literature presents studies that explore
institutional research, the information institutional research generates, and how
institutional information is used in decision-making processes. The research literature
discussed in this section has been arranged into one of four categories. The four
categories describing institutional information when making decisions are: the role of
institutional research decision-making; the kinds and sources of institutional information
used for decision-making; the availability of institutional research information for
decision-making; and the relationship between institutional research and decision-making

for planning. Some studies presented explored this phenomenon not only at the
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community college, but also at the university at the same time and are included in the
discussion.
The Role of Institutional Research in Decision-making

Swanson (1965), Garbinski (1982), Rowh (1988), and Matsen (1991) each
explored the role of institutional research in decision-making. Their findings suggest
institutional research is used to support some community college decision-making.

The earliest study found investigating institutional research and its role in the
decision-making process was Swanson (1965). His study concerned developments in and
plans for junior college institutional research. He sent an inquiry ‘form to all two-year
institutional chief administrators that were listed in the 1962 American Association of
Junior Colleges directory. The responses analyzed came from approximately one-half of
the institutions belonging to this association. Swanson also visited six colleges to study
their institutional research programs. One investigation area was into how institutional
research findings were used. With regard to this study area, he found “Two out of three
colleges used findings in making decisions, in improving instruction, in establishing
policies and procedures, in establishing goals, in preparing for accreditation, and in
planning for future needs” (p. 183). Swanson also found that institutional research
ﬁhdings were not well distributed, there was little use of the information at the local or
interinstitutional level and little institutional research was used for long-term planning,.
He observed “studies were typically initiated ‘on the spur of the moment’ to provide a
basis for immediate decision making” (p. 186).

Garbinski (1982) identified and analyzed the influences on decision making and

institutional research services, as some of the variables affecting decision making. Chief

38

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



administrative officers from the Middle States Association (including junior and
community colleges) were randomly selected to participate. A mail questionnaire asking
them to describe their decision making posed hypothetical situations. Garbinski (1982)
found “the role and influence of institutional research in decision making remains
unclear” (p. 99).

In order to study institutional research and its role in decision-making, Rowh
(1988) examined the institutional research job roles in two-year colleges accredited by
the Southern Association of Colleges and Schools. Surveys were sent to 326 institutions,
301 responded (92.3%). The findings supported the hypothesis that a significant
difference existed in the duties performed by institutional researchers and the ones they
thought they should be performing. Rowh found one factor that contributed to the
difference between what institutional researchers were doing and what they thought they
ought to be doing was the institutional researchers’ projects were not used often enough
to support deciston-making.

Similar to the research conducted by Rowh (1988), Matsen (1991) also examined
the roles of information providers (institutional researchers and administrative computing
professionals). This study investigafed these roles at three Pacific Northwest community
colleges. Surveys and in-depth interviews were included in this case study. Matsen
concluded information providers role characteristics are related to the college’s culture.
Additionally, some computer information systems used at these colleges might not be
appropriate for some decision-making cultures. Matsen noted that most administrators
wanted someone to interpret computer information systems data by turning raw data into

information that could then be used when making decisions. Nevertheless, Matsen found
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qualitative information was found to be more important in the decision-making process
than quantitative data.
The Kinds and Sources of Institutional Information used for Decision-making

Sandness (1969), Putnam (1994), and Mann (2001) studied the kinds and sources
of institutional information used for decision-making. Their findings suggest that while
numerous institutional information studies types are available for decision-making,
decision-makers may have difficulty finding the data they need to make decisions and
their decision-making may be tied to their level of confidence with who produced and
presented the information.

Sandness (1969) examined data kinds and sources used in decision-making
processes by college and university presidents who were American Association of State
Colleges and Universities members. The presidents were asked to respond to a
questionnaire regarding their usual organizing and gathering data for making decisions
practices. They were asked questions either regarding information types they used for
decision-making or who had the responsibility for making information available.
Sandness found studies using institutional data were in the areas of student studies,
budget analysis, curriculum analysis, faculty characteristics, institutional projections, and
space utilization were those regularly reviewed by presidents when making decisions.
Reports generated from off-campus sources like state coordinating bodies were also
helpful when making decisions. However, there were no set patterns for gathering data.
Furthermore, Sandness found no overall pattern that would suggest who had the

responsibility for providing data to the president and that they had difficulty finding data
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for decisions. Even so, the institutional research office reported having the responsibility
for preparing data for long-range planning.

The role of formal and informal information sources for three small private
colleges’ trustees over the issue of whether these institutions should close, merge, or
attempt to survive as they existed, were studied by Putnam (1994). This multiple case
study analysis examined minutes from meetings, interviews with trustees, and the results
from a detailed survey of all board members to gain insight into how the trustees would
make their decision on the fate of these institutions. Putnam found the formal and
informal information sources were vital in decision-making during a crisis situation. Even
so, the confidence level held by the board members for the information was tied to who
produced and presented the information, the college’s presidential leadership role, and
the members’ personal and emotional investments created the decision-making process.
Putnam summarizes the decision-making processes as non-linear and unpredictable.

In 2001, Mann conducted an exploratory study to describe, compare, and analyze
specific kinds of data used for decision-making by 19 community colleges, located in 4
states. He constructed a decision-making survey that was intended to identify the data
types used by administrators when making decisions and calculated frequencies,
descriptive statistics, factor analysis, bivariate correlations, and ANOVA. Mann used a
modified version of an organizational effectiveness assessment instrument. He found
administrators of more effective colleges relied upon objective data more so than
subjective data for decision-making; administrators of less effective institutions relied on
subjective data; both the effective and less effective colleges relied on a mix of input,

process, and output data in making decisions; and that the administrator’s experience,
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college size and complexity, and gender had an impact on perceptions of effectiveness
and data use.
The Availability of Institutional Research Information for Decision-making

Roueche and Boggs (1969) examined the availability of institutional research
information for decision-making. The results of their study suggest that given the number
of decisions made at colleges, little direction for making decisions came from
institutional research. The role and influence institutional research has on decision-
making is unclear. Green (1988) explored data availability and usefulness and found an
administrator’s tenure influenced whether data was useful.

In 1969, Roueche and Boggs created information that would indicate the
institutional research studies availability for decision-making and planning, describe the
emphasis of this research, and what factors influence the number of institutional research
studies conducted. A stratified random sample of colleges listed in the 1967 Junior
College Directory was taken based on enrollment size and control (private or public).
Roueche and Boggs found the reports generated by institutional research offices were
non-specific and fell into these categories; students, faculty, instruction, curriculum and
programs, student personnel services, institutional operations, and other. They concluded,
considering the number of decisions made at colleges for planning and problem solving,
minimal direction came from institutional research.

Green (1988) surveyed Stillman College administrators to determine their
perceptions on availability and usefulness of current and historic institutional data. Using
a Likert-type scale, Green calculated group means on a usefulness scale and conducted an

analysis of variance for significant differences among three administrative level groups.
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Green found an administrator’s tenure influenced whether or not data was useful. Green
suggests administrators need access to data whether or not it is useful for planning and
decision-making.

The Relationship Between Institutional Research and Decision-making
for Planning Decisions

Chalker (1980) and Tosh (1996) studied the relationship between institutional
research and decision-making focusing on planning. Their work found institutional
research offices can be more involved when decisions are made and there is not a strong
connection between the use of research data and planning/decision-making for a
particular program on one college’s campus.

Chalker (1980) surveyed rural junior colleges that were accredited by the
Southern Association of Colleges and Schools. This study attempted to identify the
relationship between institutional research and the planning structure along with
determining the role of institutional research at these colleges, among other items studied.
Selected junior college presidents in the Southeast were sent a survey. The results were
analyzed using totals, percentages, chi-square, and by enrollment figures. Chalker found
the institutional research office was a supplier of information for decision-making and
could be more involved in decision-making processes.

Focusing on one large urban community college campus in the northeast, Tosh
(1996) explored research data use as the foundation for the planning/decision-making
process along with what types of data were being used. This qualitative study was based
on the Cooley and Bickel (Tosh, 1996) Model of Decision-Oriented Educational
Résearch. The 12 facuity and administrators involved with the developmental education

program were interviewed twice regarding their data role perceptions for the
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developmerital education program planning/decision-making processes. Tosh found
although faculty and administrators thought the data useful and interesting, there was not
a strong connection between the research data use and the planning/decision-making
processes. She notes the lack of data did not prevent decisions from being made, and that
decisions were based on intuition, anecdotal information, and consensus.

In conclusion, the community college literature explores the institutional research
role, the institutional information it supplies for decision-making, the availability of
institutional research information for decision-making, and the relationship between
institutional research and decision-making for planning decisions. The findings suggest
institutional research is used to support some decision-making. However, little was used
for long-term planning and projects were not used often enough to support decision-
making. Furthermore, although much institutional information was available for decision-
making, decision-makers had difficulty locating the information necessary to make
decisions. Finally, previous research has not found a strong connection between
institutional information and the planning/decision-making processes at community
colleges. Even so, decision-making occurs and is often based on intuition, anecdotal
information, and consensus. The literature, however, has not focused on the use of
information from institutional research for an entire campus’ strategic planning process.
This study will increase understanding of the role institutional research information plays
in decision-making by exploring a single community college’s use of institutional

information for strategic planning decision-making.

44

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



CHAPTER 3: METHOD

The case study research project purpose was to better understand how one
community college’s leaders used institutional information when making decisions for
their strategic planning process. Of particular interest was how decision-makers used
institutional information to shape their decisions while establishing strategic priorities.
The study goals were to explore the strategic planning process and evaluate how
information was used for decision-making. The study described the strategic planning
process and how it operated; discovered the types of institutional information available
and how leaders used this information to make strategic plan decisions; and gained
insight into how using institutional information during the strategic planning process
impacted the college’s decision-making processes.

Research Design

A qualitative design was chosen for several reasons. First, I entered the research
process, as the instrument through which the data was collected and analyzed. I
conducted the interviews and coded the data using constant comparative analysis. I
incorporated the information contained in the documents into the analysis. Second, I
created a field log, interview journal, and reflexive journal that were used when I
interpreted the data. Third a qualitative design was selected for this particular study
because I had available sufficient time and resources to complete the research project.

The college being studied had not placed time restrictions on my access to campus.
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Fourth, I had time available to conduct the research and financial resources for travel to
the campus in order to conduct in-person interviews. The institution’s receptivity allowed
for a qualitative design. The college’s willingness was evidenced by the fact that the
institution had granted permission to pursue the study. The fifth reason a qualitative
design was selected was that findings were presented from the individuals who were
directly involved in the college’s strategic plan development and design perspective. This
research presents a complex, holistic picture based on the analysis that reports how 1
understood the individuals who participated in the strategic planning process views
(Creswell, 1994, 1998; McMillian & Schumacher, 1997; Merriam & Simpson, 1995).

In addition to the five reasons a qualitative research approach was selected,
several aspects made the case study design appropriate. A case study: is an exploration of
a “bounded system” and sheds light on a phenomenon or social unit such as an
individual, group, institution, or community in its real life context; it uses in-depth data
collection; it results in detailed and rich information; and it provides a foundation for
future research (Creswell, 1998; Gall, Borg & Gall, 1996, Leavitt, 2001; Merriam &
Simpson, 1995; Stake, 1995; Yin, 1994). This research case study evaluated and
described Institutional Information Community College’s (IICC’s) strategic planning
process as a bounded system. The study examined the strategic planning process and how
institutional information was used by individuals involved in the strategic planning
process to make decisions. Adhering further to the case study design, the study used
interviews, documents, and journals for in-depth data collection. As a case study, the
results contain detailed and rich information about using institutional information when

making decisions in the strategic planning process by IICC’s leaders. The case study also
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provides a foundation for future research inquiries regarding an institutions decision-
making using institutional information for strategic planning processes.

The community college studied is located in the Midwestern United States.
IICC’s 18 Strategic Planning Council members were invited to participate, 10 agreed and
were interviewed. Interview data was analyzed using constant comparative analysis.
Additional research data was collected from documents.

Research Questions

This study answered four questions regarding IICC’s strategic planning process.
The following are the research questions:

1. How did IICC’s strategic planning process develop?

2. How did IICC’s strategic planning process operate?

3. What was the institutional information used by IICC’s Strategic Planning
Council? ’

4. How was the institutional information used by IICC’s Strategic Planning
Council?

Participants
Seventy-three people, representing all staff categories, were involved in IICC’s
strategic plan development. Eighteen served as Strategic Planning Council members, the
remaining fifty-five served on the council’s work groups. The individuals invited to
participate in this study were 18 Strategic Planning Council members. Representatives

from faculty, executive- and mid-level administrators (including the Director of
Institutional Research and Planning), classified staff, and the Board of Trustees served on

the council.
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The decision to invite the 18 Strategic Planning Council members to participate in
the study was purposeful based on the belief that they had the information necessary to
answer the study research questions (Creswell, 1994; Merriam & Simpson, 1995; Patton,
1990). The preferred purposeful sampling strategy as described by McMillan and
Schumacher (1997) was chosen since it is a comprehensive sampling strategy where
“every participant, group, setting, event, or other relevant information is examined” (p.
398). It was expected that this small sample size would allow for in-depth IICC strategic
planning process analysis (Miles & Huberman, 1994).

The participants were invited to partici