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ABSTRACT
DEVELOPMENT OF A BLACK STUDENT ENROLLMENT':
ENROLIMENT MANAGEMENT EFFORTS AND

ORGANIZATIONAL CULTURE AT THREE CHURCH-
RELATED LIBERAL ARTS COLLEGES.

By
Peter M. Harkema

The purpose of the research was to examine the enrollment
management plans and activities of three church-related liberal arts
colleges directed at developing a black student enrollment. The
research also sought to understand how the organizational culture of
these institutions fostered or impeded development of a black student
enrollment.

The research on enrollment management plans and activities was
guided primarily by the theories of Donald Hossler, an Assistant
Professor of Higher Education and Student Affairs at Indiana
University. The models developed by Richard C. Richardson at the
National Center for Postsecondary Governance and Finance, Arizona State
University, guided research on organizational culture.

The case study of Anderson University, Calvin College and De Pauw
University, was accomplished in the spring of 1990. These institutions
were selected because of their liberal arts and church-related
character, and because each deliberately determined to develop a larger
black student enrollment. The researcher interviewed the President,
administrative and faculty leaders as well as black staff and students;
and collected strategic plans and enrollment data.

Evidence from the three case studies supported claims made in much
of the literature that implementation of a comprehensive enrollment

management approach is inadequate to develop a black student enrollment



unless accompanied by strategies that take into account the weaknesses
of an organizational culture to support such enrollment development.
The research examined each of the elements of a typical enrollment
management approach and the relationships between various elements.
Strong retention programs and congruence of institutional admissions
standards to enrollment objectives are two factors contributing to
enrollment success.

The need to consider how the mission and history, particularly the
church-related character of liberal arts colleges, will support or
impede black student enrollment is a primary task for institutions.
Institutional leadership must be willing to manage the culture of an
institution toward these enrollment objectives and in so doing, require

internal accountability for efforts undertaken.
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CHAPTER ONE
OVERVIEW OF THE STUDY

Statement of the Problem

There are few success stories of enrolling and retaining black
students at predominantly white institutions. Whether considering the
broader range of institutions (Fleming 1984) or a narrower slice of
American independent higher education (Niklaus 1981; Allen 1985), the
problems of the black student at these institutions are difficult at
best. Factors such as high costs, alienation from the campus and lack
of a sizeable group of black peers or faculty role models camplicate the
life of the student and stand out as challenges to any institution that
wishes to change enrollment patterns (Sedlacek 1987; Nettles 1988).

Significant demographic shifts in the U.S. population further
complicate what appears to be a discouraging situation. In May of 1988,
the Commission on Minority Participation in Education and American Life
of the American Council on Education reported that an enormous shift in
the U.S. population is taking place. In 1988, 14 percent of all adults
and 20 percent of all children under seventeen are either 3lack,
Hispanic, American Indian or Asian American. Twenty five of the largest
cities and metropolitan areas already enroll 50 percent or more of their
public school children from those minority groups. By the year 2000, 42
percent of all public school children will be minorities (Commission on
Minority Participation in Bducation and American Life 1988, 2).

Harold Hodgkinson of the Institute for BEducational Leadership notes
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that "59 percent of the children born in 1983 will live with only one
parent before reaching age eighteen . . . The percentage of blaék
children living with one parent who are poor is much higher, and those
children who stay in poverty for more than four years (only one in three
poor children does) are heavily black" (Hodgkinson 1984, 3-4). 1In 1986,
31.1 percent of Blacks had incomes below the poverty level — nearly
three times the rate for Whites (Statistical Abstract of the U.S. 1988,
435). Median black family income was only 57 percent of Whites, $17,604
compared with $30,809 (Statistical Abstract of the U.S. 1988, 427).

This discouraging scenario continues when examining the
relationship between high school completion and college participation
rates. Solomon Albeiter reports a positive trend in the proportion of
black eighteen to nineteen year olds graduating from high school
(Albeiter 1987, 1-3). Black high school completion rates moved steadily
upward throughout the 70s and 80s (see Table 1) with a slight dip in
1988 for low income students.

One would expect that improved high school completion rates would
lead to greater college participation. However, college participation
of Blacks eighteen to twenty-four years old fell significantly from 33.4
percent in 1976 to 28.1 percent in 1988, while rates for white students

increased from 33 percent in 1976 to 38.1 percent in 1988. (see Table 2)



Table 1
High School Completion Rates of Dependent 18-24 Year Olds
Selected Years 1976 to 1988

Income, Race
Ethnicity 1976 1982 1987 1988
All Races: .
Total - 82.3 81.5 82.7 82.4
Low 64.7 62.8 67.1 64.2
Middle 85.7 84.9 84.7 85.7
High 93.9 93.9 94.4 94.1
White:
Total 85.1 84.3 84.5 84.2
Low 68.4 65.6 67.5 64.6
Middle 86.6 85.7 85.5 86.4
High 94.0 93.9 94.4 94.2
Black:
Total 67.1 68.3 74.0 72.9
Low 58.2 58.4 66.1 61.3
Middle 78.6 80.4 79.5 83.5
High 88.1 95.3 92.8 93.7 _
Source: American Council on BEducation: Eighth Annual Status
Report: Minorities in Higher BEducation. Table A-5.
Table 2
College Participation Rates of 18 to 20 Year Olds
by Race/Ethnicity
Selected Years 1976 to 1988
1976 1980 1984 1988
All Races: 33.1 31.8 33.2 37.2
White: 33.0 32.0 33.7 38.1
Black '33.4 27.7 27.2 28.1
Source: American Council on Higher Education Eighth Annual
Status Report: Minorities in Higher Education.

Table 1.

College participation rates for black males fell even further; from 35.4
percent in 1976 to 25 percent in 1988. Black females fared better,
falling from 32 percent to 30.5 percent. Total black enrollment over
the ten year period 1978-1988 in higher education increased 7.2 percent
from 1,054,000 to 1,130,000; however this compares to an 11.8 percent
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increase for whites, 63.1 percent increase for Hispanics and 11.5
percent increase for Asians (Evangelauf 1990).

Other data concerning black students are also enlightening. 1In
1986, 1,081,000 Blacks enrolled in institutions of higher education:
20.9 percent enrolled in independent institutions and 79.1 percent
enrolled in public institutions (U.S. Department of Education April,
1988) . Black participation in the armed services increased from 399,729
in 1980 to 410,901 in 1986. (Albeiter 1987, 4) Vocational and
technical schools appear to be increasingly attractive to black
students. In Pennsylvania, for example, in 1976 7 percent of all Blacks
enrolling in post secondary education enrolled in proprietary schools;
by 1984 this had grown to 18.8 percent. (Albeiter 1987, 5)

Consideration of SAT scores of black high school students provides
an ironic twist to the high school completion - college completion
analysis. From 1982 to 1988, black SAT verbal scores rose from 341 to
353, and SAT math scores rose from 366 to 384. The percent of black
high school students enrolling in academic curricula also appears to be
rising. In 1972, 32.8 percent of black high school seniors were
enrolled in academic curricula (35.8 percent general and 31.5 percent
vocational), and in 1980 34.2 percent were enrolled in academic
curricula. (Albeiter 1987, 4) Ironically, while black high school
graduates seem academically better prepared for college, their rate of
enrollment in college is falling.

In addition to concerns about enrollment of black high school
students in college, the ability of colleges to retain black students is
problematic. Hispanics and Blacks who entered college completed it ‘at a
much lower rate than Whites, according to "High School and Beyond," a
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longitudinal study of 1980 high school seniors. This study revealed
that "by spring 1986, 44.9 percent of all students who entered a public
four-year, and 51.9 percent of all students who entered an independent
institution had received their bachelor's degree. . . . Completion rates
for independent institutions were slightly higher than public
institutions; however, the completion rate of Blacks was only 28.5
percent compared to 56 percent for Whites"™ (U.S. Department of Bducation
February, 1988). The Commission on Minority Participation in Bducation
and American Life reported that in 1984-85 Blacks made up 9 percent of
all undergraduate enrollment; they received 8 percent of associate
degrees and 6 percent of the bachelor's degrees. (Commission on
Minority Participation in Bducation and American Life 1988, 12) 1In
addition Blacks are over-represented in two-year colleges where,
regardless of race or ethnicity, students are substantially less likely
than are four-year college entrants to complete four undergraduate years
(Astin 1985, Cross and Astin 1981, Tinto 1987).

Table 3
Percentage of College Students Enrolled
in Different Types of Institutions, Fall 1978,

by Racial or Ethnic Group
c Institutions Private Institutions

Other Other
Four Year Two Year Four Year Two Year
%EFGE Univergsities Institutions m]ﬁlgggs Universities Institutions m;ﬁes
us [ ] [ ] L ] L] * .
Blacks 9.7 30.6 39.3 4.3 13.5 2.7
Hispanics 8.6 25.0 53.3 4.1 7.9 1.1
American
Indian 12.5 22.4 53.0 2.9 7.1 2.1
All Student 18.4 25.2 34.5 6.4 14.1 1.4

Source: Dearman and Plisko (1980, table 3.5).
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One of the most substantial problems Blacks encounter in pursuing
higher education, especially in the independent sector, is the high cost
of education. The American Council on BEducation reported that 43
percent of black high school graduates, but only 15 percent of white
high school graduates, were in the lowest income quartile. Seventy one
percent of black high school graduates are in the first two income
quartiles compared with 39 percent with Whites (Carter and Wilson 1989,
37). Table 1 illustrates the relationship between incame and high
school completion. Table 4 reveals the 1988 college participation rates
by income of white and black high school graduates.

Table 4
1988 College Participation Rates Of Dependent,
High School Graduates By Income

White Black
Total 52.9 Total 35.5
Low 38.8 Low 30.3
Middle 51.0 Middle 36.3
‘ High 63.2 High *
Source: Eighth Annual Status Report 1989, Minorities in

Higher Education.

* Number of cases is too small to produce reliable data.

Given the socioeconomic differences between Blacks and Whites, the
cost and corresponding availability of financial aid is a plausible
explanation for some of this difference. "The continuing problem of
lagging minority enrollment can be explained in part by the failure of
federal student assistance appropriations to keep up with inflation"
(Lee et al. 1985, 13). The shift from reliance on grant assistance to
" loan assistance is another important factor. Mortensen reports that
from 1980-86 the number of needy students receiving grants fell 15

percent while the number of these students receiving loans rose 7
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percent (Mortensen 1990). Although the cost of college tuition rose 64
percent between 1980-87, the maximum Pell Grant increased by only 20
percent (Atwell 1987). The United Negro College Fund and the National
Institute of Independent Colleges and Universities found in a recent
study that "the proportion of student aid recipients at historically
black colleges who were dependent on loans rose from a base of 4-5
percent in 1979-80 to 46 percent in 1984-85" (Kirschner and Thrift 1987,
17).

In addition to demographic and socioeconomic data, any explanation
for black participation at predominantly white institutions must
consider institutional environment. Sedlacek catalogues twenty years of
research on black students attending predominantly white institutions
(Gedlacek 1987). The focus of his research was upon noncognitive
variables having an impact upon black students. From his examination of
the research conducted since about 1965, he concluded that "Blacks
continue to have difficulties with self concept, racism, developing a
comunity. . ." Fleming, who studied black students at predominantly
white institutions stated that ". . . the problem is one of
institutional abandonment, isolation, and bias in the classroom -
factors that create a hostile interpersonal climate" (Fleming 1984,
155). Allen, sociologist at Calvin College, noted that the evangelical
college resembles other predominantly white institutions of higher
education and "has minimized or ignored minority participation in
establishing or reforming its social structure in the direction of
racial and cultural pluralism" (Allen 1985, 67).

The problem of enrollment and retention of black students in all

institutions of higher education, but even more so in the independent
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institutions of higher education, but even more so in the independent



sector, is a national concern. While the national consciousness about
black educational achievement may have risen slightly in the past few
years, there is little progress in developing creative public policy
solutions or in achieving institutional change on liberal arts

campuses. However, there is enough evidence of success to demonstrate
that while the problem is intractable it may not be an impossible one to

solve,

Purposes of the Study

The primary purpose of the research was to examine the enrollment
management plans and activities used to develop black student enrollment
at three predominantly white church-related liberal arts colleges. A
second purpose was to consider the extent to which the objective of
developing a black student enrollment is fostered or impeded by
institutional culture.

The research was guided by the enrollment management theories of
David Hossler. Hossler is an Assistant Professor of Higher Education
and Student Affairs at Indiana University. His comprehensive enrollment
management model includes the following functions: leadership support,
strategic planning, institutional rasearch, admissions and recruitment,
financial aid and institutional pricing, retention including academic
support and some student development activities such as orientation, and

residence hall programming.



5.

6.

7.

8.

9

Exploratory Questions Regarding Enrollment Management

What strategic plans guide the institution's efforts to
develop a black student enrollment?

what institutional goals have been established for developing
a black student enrollment? To what extent has the
institution achieved its objectives?

Which institutional functions are included in the enrollment
management effort to develop a black student enrollment?

How is the enrollment management system arranged?

Bow do admissions policies and recruitment practices address
the challenge to develop a black student enrollment?

What scholarship and financial aid programs foster or impede
black student enrollment?

What efforts does the institution employ to retain black
students and what evidence is there of the success of such
efforts?

What institutional research supports efforts to develop a
black student enrollment?

What academic course or program alterations, faculty hiring or
other academic policy changes resulted from the institution's

goal of developing a black student enrollment?

The second purpose of the research was to consider the extent to

which the objective of developing a black student enrollment is fostered

or impeded by the institutional culture. The ideas developed by

Richardson at the National Center for Postsecondary Governance and
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Finance at Arizona State University during his three year study at ten
universities guided the research. Richardson studied the organizational
influences on the baccalaureate achievement of underrepresented

minorities (Richardson 1989a, 1986b).

Exploratory Questions Regarding Institutional Culture

Since Richardson's Model for analyzing institutional culture relies
heavily on an assessment of institutional progress in areas associated
with enrollment management, many of the exploratory questions listed
earlier will elicit the information necessary to make judgments about
institutional culture. For example, indicators titled objectives for
minorities, minority initiatives, minority participation and academic
program all have direct association with enrollment management (see
Appendix A). Additional exploratory questions are:

1. BHow many black faculty, administrators and support staff -are
employed?

2. How does the history of the institution contribute to
developing a black student enrollment?

3. Bow does institutional leadership support efforts?

4., How do black faculty and administration feel about their
involvement within the institution?

5. Are the implementors of various enrbl]nent management
strategies supportive of developing a black student

enrollment?
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6. How were faculty involved in institutional efforts to develop
a black student enrollment?
7. How does the institution encourage black cultural awareness

through institutional sponsored lectures, films and concerts?

Theoretical Basis for the Research: Enrollment Management

The theory of enrollment management is a comprehensive, systems
approach to institutional enrollment control which serves as the basis
for the primary focus of this research. Enrollment management is a
useful lens through which to examine enrollment of black students at
church-related liberal arts colleges for two reasons. First, it is an
effective concept in managing total enrollments. Second, enrollment
management represents a comprehensive theory that takes into account the
complex structure of colleges and universities, and the complex nature
of the college enrollment process.

A brief history will help give context to use of more complex
approaches to enrollment management. In the late 1920s and 30s
responsibility for enrollments in colleges and universities began to
focus on administrative specialists. While enrollments dipped for a
time during the depression and recruiting became necessary, most of the
early history of college admissions was a selection or gatekeeping
function. However, with the demographic shifts in the traditional
college age cohort and concerns about the increasing cost of higher
education, the simplicity and passive nature of the admission office was

replaced by increasingly complex marketing systems. These marketing
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systems often were narrowly promotional, and sales oriented. For many
in academe the concept of marketing connoted hucketerism and
insensitivity to the academic process (Grabowski 1981). "Colleges are
going to survive and prosper in direct proportion to their academic
quality. No amount of image building through advertising can overcome
the problem of a poor product® (Hintz 1987, 96).

One of the first formal appearances of the term "enrollment

management® was in a 1981 College Board Review article (Hossler 1986,

viii). Since that time the college enrollment process progressed from
the narrowly promotional to much more systematic approaéhs. Hossler
played a key role in developing the enrollment management concept. His
work provided the theoretical basis for the primary focus of this study.

Hossler refers to enrollment management as a complex and holistic
approach to analyzing and influencing college enrollments (Hossler 1986,
10). Traditionally, enrollment management had reflected the structural .
norms of higher education administration. Functions were independent
and by and large isolated from each other, at best loosely linked.
Admissions took care of enrollment, financial aid provided assistance,
and the Dean of Students was responsible for the residence halls,
orientation and extra curricular activities. Hossler defines enrollment
management ". . . as a process or an activity that influences the size,
the shape, and the characteristics of a student body by directing
institutional efforts in mrketing.,' recruitment, and admissions as well
as pricing and financial aid. 1In addition, the process has significant
influence on academic advising, institutional research agenda,

orientation, retention studies, and student services" (Hossler 1984, 4).
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The objective of an enrollment management approach is to change the
frame of reference of the college. Admissions officers typically look
at college students through the lens of the admissions office,
considering how prospective students might view the institution.

Hossler encourages institutions to attempt to understand how students
experience the campus and to look at the campus through the eyes of the
student.

In summary, the enrollment management theory encompasses a
camprehensive and systematic approach to enrollment planning. Its
success is dependent on strategic planning and a well developed
institutional research base as well as systems of communicating the data
and its implications. The system involves programs for attracting
applicants and matriculants, influencing the college experience and
measuring outcomes of such an experience. Various enrollment management
systems are related to institution's perception of their enrollment

situation and the willingness of institutions to change.

Theoretical Basis for the Research: Organizational Culture

Richardson developed a model which "suggests that universities can
attain parity in participation and achievement rates for minority and
non minority students only when there is a fundamental adaptation of
organizational culture®™ (Richardson 1989, 34). He gave six visible
indicators of organizational culture and within each established stages
of adaptation with which to measure the degree to which an institution

is adapting to achieve parity (see Appendix A).
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A summary of Richardson's description of the six visible indicators

and their corresponding stages of adaption follows (Richardson 1989, 34-

35).

Gbjectives for Minority Students. When confronted with
external pressures for improved success, institutions first
concern themselves with recruitment strategies in order to
increase participation rates. Retention strategies become
important to help newly recruited clientele cope with an
unresponsive institutional environment. If external pressure
continues the direction of adaptation moves toward concern
with academic achievement as measured by proportions of
minorities who graduate.

Nature of Minority Initiatives. In early stages of

adaptation, minority initiatives are fragmented and

disconnected. As pressure to achieve both access and quality
goals build, conflict can intensify and the institution
becames aware of the need for redefinition of values and
norms. Initiatives become more comprehensive and systematic.
Minority Participation in the Organization. An important
indicator of adaptation in organizational culture is the
increasing significance of the minority presence. The actual
number of minorities is one factor. More importantly,
minority participation becomes integrated throughout an
institution; in academic departments, support services and
administrative functions.

Academic Programs - Scheduling and Content. As an institution

progresses through stages of adaptation, greater attention is
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given to curriculum modification as a strategy and to
developing other academic programs which provide minority
students opportunity to achieve academic success.

5. Faculty Assumptions, Values and Behaviors. The adaptation
process for faculty members appears to move from resistance to
disengagement to eventual support.

6. University Environment. In some sense, this is a compilation
of the other five indicators. It includes faculty attitudes,
minority participation, development of academic programs and
an improving minority enrollment.

Richardson expanded his ideas into a Model of Institutional
Adaption to Student. (see Appendix B) Richardson contended from his
case studies that you can determine the relative position of an
institution in its efforts to adapt to student diversity by observing
the interventions it undertakes. "The environment an institution
provides for minority participation and achievement can be viewed as the
observable product of an invisible culture” (Richardson 1989,3).
Progress toward changing this environment is directly related to
institutional willingness to manage this invisible culture: it is not
automatic nor irreversible.

Richardson observed that there are three requirements for
institutions desiring change in environment. First, an institution must
adopt improving minority participation and graduation rates as one of a
small number of ir;stitutional priorities. This requires strategic
planning and allocation of scarce discretionary dollars. Second, data
must be gathered and distributed relative to the institutional

environment. Information about current and past trends for minority
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students must be available and not concealed. Third, systematic efforts
to alter culture to support minority achievement require coordination
and can not be fragmented (Richardson 1989, 15).

Richardson's model provides three stages (see Appendix B) to assess
institutional progress in adapting to student diversity. The key
institutional descriptor in Stage 1 is reactive. Typically institutions
who attempt to adapt begin by reacting to external trends (i.e.
demographics etc.) or internal pressures to be diverse. Characteristic
of this stage is poor planning and little consideration between the
available pool of students and the campus environment. The result often
is a mismatch between institution and student and poor retention.
Strategies most often considered in Stage 1 are in the area of
recruitment, financial aid and changing admissions standards.

Stage 2 is strategic in nature and characterized by more
institutional coordination and a more comprehensive perspective on
adapting the institution. The objective for Stage 2 institutions is to
change students so they are more prepared for the institutional
enviromment, and to change the environment to make it less difficulf: to
negotiate for minority students. Strategies characteristic of Stage 2
institutions are mentoring and advising programs, residence hall and
other student services programs to encourage integration, orientation
programs to assist student transition and outreach programs in the
community to broaden the pool of prepared students. Richardson observes
that institutions reaching Stage 2 often have developed a new group of
minority leaders, and recognize the need for academic practices to
change as well as better student preparation.

Finally in Stage 3, institutions have made a fundamental shift in
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organizational culture. The key institutional descriptors are
integrating and adaptive. Few institutions progress to Stage 3 and
become "truly multicultural® (Richardson 1989, 11). To achieve such
progress, efforts of student affairs professionals must be augmented by
faculty involvement and changes in academic practices. Academic
assistance programs must be mainstreamed to all students, the curriculum

revised and all students prepared to be sensitive to student diversity.

Method of Inquiry

Given the researcher's objectives, the case study methodology was
appropriate. Robert Yin delineates situations to which case study is
best suited. These situations occur when "a 'how' or 'why' question is
being asked about a contemporary set of events over which the
investigation has little or no control™ (Yin 1987, 20). This ex post
facto methodology (Kerlinger 1964, 359) can follow a descriptive,
explanatory or exploratory path. None of these paths is mutually
exclusive; however, the exploratory strategy most nearly fits the
researcher's.

Blumer's discussion of social interaction is helpful in providing a
theoretical basis for this methodology. Blumer explains that if one
really wants to understand the meaning of events and interactions, it is
necessary to establish a process of interpretation. In other words, the
researcher must get close to the interactions either by direct
observation or contact with those involved in the interactions. "In so

far as sociologists or students of human society are concerned with the
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behaviors of acting units, the position of symbolic interaction requires
the student to catch the process of interpretation through which they
construct their actions" (Blumer 1962, 101).

The primary purpose of this study was to explore enrollment
management plans and activities, and secondarily to consider the degree
to which institutional culture fosters or impedes development of a black
student enrollment. The case study methodology provided the freedom to
explore the varying dimensions and linkages within an institution's
enrollment management system. In the role of participant observer on
each of the campuses, the researcher was able to gain some sense of the

supportive nature of the institutional environment.

Program of Inquiry:

The research was based on the experience of three predominantly
white church-related liberal arts colleges. Each of the colleges uses
the enrollment management concept and has intentionally worked toward
developing a black student enrollment. _'me colleges are similarly
located with none of them in a major metropolitan area.

Anderson University is a church-related liberal arts college
located in Anderson, Indiana; a city of 70,000 people. The university
is affiliated with the Church of God. Anderson has an undergraduate
enrollment of approximately 2100 students of whom 3 percent are black.

Calvin College is a church-related liberal arts college located in
Grand Rapids, Michigan. Grand Rapids is a city of approximately 250,000
people and is the headquarters of the Christian Reformed Church which
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owns and operates Calvin College. Calvin's undergraduate enrollment is
4100 students of whom 1.5 percent are black.

De Pauw University in Greencastle, Indiana (population 9000) is a
liberal arts college affiliated with the United Methodist Church. De
Pauw enrolls about 2300 undergraduate students and of those, 2 percent
are black.

The primary purpose of the research was to examine the enrollment
management plans and activities of these three institutions; and
secondarily, to consider the extent to which the objective of developing
a black student enrollment was fostered or impeded by the institutional
culture.

The research technique relied principally on visits to each
campus. During these visits the research focused on four activities:

1. Oollection of past and current documentation. This collection
of information included examination of institutional history,
mission statements, special committee or task force reports on
minority enrollments, strategic planning reports, admissions
policies and action plans, organizational charts, retention
studies, academic course descriptions, and the results of any
other institutional research or evaluation effort. The
documentation served a corroborative purpose and provided
insight into both the systems utilized and the support for
institutional efforts.

2. Develop an enrollment and financial aid data base. To
accomplish this objective the researcher needed admissions
reports giving enrollment statistics, academic and demographic

descriptions of black students, results of retention studies,
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as well as financial aid program and annual financial aid
award histories.
Interviews with faculty and administration. While interviews
had a focused objective, the researcher did not structure the
interview so as to eliminate the possibility of fruitful
tangents and personal reflections. In addition to gleaning
information on enrollment management systems, the interviews
provided a better understanding of the organizational culture
and its support for black student enrollments. All interviews
were taped and transcribed. The following is an interview
list of persons or their equivalent:
President
Provost
Dean of Students
Director of Admissions
Director of Financial Aid
Student Development staff responsible for:
- Orientation
- Residence life
- Academic support and advising
- Minority student programs
Selected faculty to include most if not all black faculty
Selected members of past or current committees related to
enrollment management
Black administrators

Black student leaders
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4. Direct Observation. The researcher kept a journal of
observations made during each visit. This was particularly
important since the researcher interacted extensively while on
campus, and attempted to understand the degree to which the
campus reflects a supportive environment for black students.
Observations were made after each formal interview to capture
certain important nuances of the interactions.
Particular attention was given to institutional support for
multicultural development as evidenced by on campus speakers,
films, exhibits or othef events either current or in the
recent past.

In summary, the study examined each institution and its enrollment

management system, but also through interview and observations gained a

sense of the institutional culture regarding black student enrollments.



CHAPTER TWO

REVIEW OF THE LITERATURE

Enrollment Management and Related Activities

Enrollment Management is a holistic approach to analyzing and
influencing college enrollments (Kemerer 1982; Hossler 1984, 1986). The
objective of the enrollment management approach is to change the frame
of reference of the college. Oliver and Brown (1988) and Graff (1986)
noted that there is not one but several successful approaches to
enrollment management. Traditionally, the admissions office is the
center of activities. Tinto (1987) in his examination of retention put
the admissions office at the "very core of institutional efforts to
educate and retain the individuals" (Tinto 1987, 183). Enrollment
management organization within an institution should reflect the
enrollment environment of the institution. The more serious the
enrollment concerns, the more involved the organizational response
(Kemerer, Baldridge and Green 1982).

Hossler, in recent reflections on enrollment management, said that
there are three perspectives from which to view enrollment management.
First, the operational, which asks the institution to consider the
structural and personnel implications of their strategies. The
operational perspective considers the cooperative nature of enrollment
efforts. Second, the strategic perspective focuses the institution

toward its research agenda and asks how the institution can ensure a

22
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match with potential student markets. The third perspective is a
quality concern noting the importance of developing institutional
distinctives (Hossler 1988,3).

Much of the literature discussing responses for institutional
enrollment concerns affirmed a comprehensive, institution-wide
approach. In a study of 668 institutions, Goldgehn concluded that the
greatest opportunity for meeting enrollment objectives lies in a
coordination into an overall marketing plan (Goldgehn 1989). Erdmann
affirmed the central role of the admissions office but argued that
"quaranteeing®™ an institutional enrollment required a total
institutional effort (Erdmann 1980). In their study of ten
universities, Richardson and de la Santos observed that institutions
with successful efforts to enroll ethnic minority students employed a
camprehensive rather than a fragmented strategy (Richardson 1987).

Literature discussing enrollment of ethnic minority college
students also affirmed the need for a comprehensive approach to
institutional enrollment planning (Kelly 1989; Oliver and Brown 1988).
The American Council on Education cites the "piecemeal approach many
institutions have taken to increase minority enrollment (Green 1988,
2). The report underscored the importance of a comprehensive approach
and stated, ". . . institutions that have been successful in improving
minority participation have at least one important characteristic in
common: they have developed a comprehensive and institution-wide
approach” (Green 1988, 7).

Sister Kelly, President of Mount St. Mary's College, often
mentioned as a success story in bringing multicultural diversity to the

campus, gave an operational description to "comprehensive.” Kelly noted
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that "our very assumptions need to be challenged, our curriculum needs
review and revision, and our campus environment must be reassessed as we
address the educational needs of this new and diverse population who
will be arriving on our campuses” (Kelly 1989, 16). Similarly, Lester
of Equity Institute listed "a comprehensive, focused and well-publicized
long-term plan for change” as one of seven essential components in
becoming a multicultural organization (Lester 1990, 104).

Elements included in an enrollment management approach are
admissions, financial aid and pricing, institutional research, academic
support and advisement, orientation, career development and student
development (Kemerer, Baldridge and Green 1982; Hossler 1986; Graff
1986) .

Enrollment management as a theory has two essential prerequisites
that give it integrity and administrative reliability: strategic
planning and institutional research and evaluation. Strategic planning,
said Kotler, "is the process of developing and maintaining a strategic
fit between the institutional mission, supporting goals and objectives,
a sound strategy and appropriate implementation" (Kotler and Fox 1985,
73). Once again, Kelly assisted by giving definition to strategic
planning. "As each college develops programs for educating minority
students, it is important that the mission of the institution be the
basis for those programs. Our unique differences serve students well,
and the programs must reflect each college's characteristics and the
demographics of the particular area" (Kelly 1989, 16).

Many authors pointed to the need for institutional self study or
audit before systems are designed and objectives set (Grabowski 1981;

Bruker and Taliana 1985; Affleck 1987). When looking at certain
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segments of the student pool, such as black students, research is key in
evaluating a differentiated approach (Lay and Maguire 1981). Geltzer
and Ries noted the importance of using market research to understand
student and other constituents perception of the institution. Research
such as this assists in "positioning”™ the institution toward a
particular market (Geltzer and Ries 1976).

Litton, Sullivan and Brodigan noted the need for institutions to
build a data base for enrollment management, beginning with available
data within the institution. Institutional research, they said, must be
"ongoing and evolutionary."™ Most often market research experts are not
needed (Litton, Sullivan and Brodigan 1983). Accurate assessment
precedes good policy making (Lee and Rice 1990). An interesting
strategy suggested by Sedlacek and Brooks in their study of the impact
of the SAT test on student performance is to use data collected in
research actively rather than passively. They encouraged policy makers
to strategize use of data to gain maximum benefit in efforts at
institutional change (Sedlacek and Brooks 1973).

Hossler used theories of organizational development in higher
education to explain the more integrated nature of enrollment
management. He drew particularly from the ideas of Gratz and Salem and
their analysis of systems approaches in higher education. Gratz and
Salem described an organizational system as "a set of interrelated or
interacting components” (Gratz and Salem 1981,4). In enrollment
management the objective is to systematically link all of the policies
and functional areas that have an influence on enrollments. The key to
this approach, and what makes it a system, is the extent to which the

components interact with one another. As noted earlier, college
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administration traditionally is loosely linked, but the successful
enrollment management system establishes tighter coupling between
functions (Weick 1976, 2-3). "Systems theory shifts the focus of
activities from each separate part to the whole and to the relationships
among the parts that comprise the whole"™ (Hossler 1976, 14).

Ihlanfeldt (1980) encouraged a vital linkage between admissions and
financial aid, and others noted the necessity of integrating faculty
into the process (Ihlanfeldt 1980; Remerer 1984; Graff 1986). Speaking
from the presidential point of view, Rainsford pointed to the need for a
"synergism bringing together the disparate functions."™ The enrollment
management organization must be "hard at the center and soft at the
edges” implying the need for strong leadership (Rainsford 1988, 342).
Agreeing with Litton (1983) concerning the diffused nature of higher
education, Graff described higher education as a "collection of fiefdoms
with little focus." He advocated a team perspective and notes that
developing a structure to fit the institutional situation is critical
(Graff 1986, 89). In developing an enrollment management approach for
black students, external linkages, sometimes referred to as bridge
building are important (Allen 1985; Oliver and Brown 1988, Provencia
1990).

Communication and cooperation are vital to the success of the
system. "A system is constrained by the quality and quantity of the
inputs available to it" (Gratz and Salem 1981, 4). The meaning for
enrollment management seems obvious. However, the cyclical system of
inputs influencing outputs, in turn providing feedback, is complex and
requires disciplined management. Gratz and Salem refered to this as a

cybernetic system.
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In summarizing enrollment management as a systems approach, it is
critical to note that "enrollment management models focus on systems
within the institution, rather than the substance within the
institution" .(Hossler 1986, 46). Each institution has a tradition and a
mission that underlie the planning and ongoing decision-making. As the
enrollment management system uncovers various needs and concerns among
students, the potential for tension between this more substantive
quality of the institution and the structural characteristics of
enrollment management increases. This very important factor must be
kept in mind in analyzing the behavior of church-related liberal arts
colleges in relation to black students, since their tradition seldom
includes significant contact with black culture.

Gratz and Salem suggested a methodology for analyzing systems which
Hossler adapted to enrollment management (Gratz and Salem 1981, 4-5;
Hossler, 14-15). Three elements are necessary.

1. 3tructural Analysis - How are the elements of the systems
arranged? For example, how are the admissions and financial
aid offices linked to foster communication and cooperation?

2, Functional Analysis - How effectively does the system achieve
its purposes? To what extent do inputs of an enrollment
management system (recruitment, financial aid, student
activities, retention programs, etc.) produce the desired
enrollment outputs?

3. Process Analysis - How does the system change over time? What
role do personnel and organizational changes play? How does

the enrollment management system change naturally over time?
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Recruitment

Recruitment strategies are one element of the enrollment management
strategy for developing a black student enrollment. Oliver and Lester
(1988) noted two significant barriers to recruiting black students. The
first barrier is ideological and is represented most often by protest
from faculty using issues such as quality, equality and fairness to
restrict recruitment efforts. They refered to this as an egalitarian
versus inegalitarian struggle. Another ideological barrier is
represented in the affirmative action versus no affirmative action
debate. Should institutions redress past injustice by adjusting
admissions standards, for example? The second barrier is faculty who
confess support for bringing diversity to the student body but take no
action (Oliver and Lester 1988, 40).

In a rare attempt, Oliver and Lester developed six general
principles upon which an institution can develop a black recruitment
effort (Oliver and Lester 1988, 44-45).

1. Efforts must involve the majority community - both faculty
and administration - in visible roles.

2. Conversely, the strategy must not be disproportionately
dependent nor solely based on minority participation.

3. Institutions should develop and facilitate linkages within
and between minority social networks on campus.

4. Efforts must be diverse in nature to enlist broad
participation.

5. Recruitment programs should include an active service

camponent so as to demonstrate an attitude of caring to

prospects.
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6. Recruitment must be part of a comprehensive recruitment
and retention program.

Black admissions counselors are often a key factor in developing a
recruitment strategy for black high school prospects. Moore and
Carpenter (1985) pointed to a communications gap between minority
student expectations and institutions that can best be closed by face to
face communications. This commnication requires a high trust factor
(Swann) between a black high school student and the admissions
counselor. Others have argued that college choice is a family affair
(Zemsky and Oedel 1983, 29). In their most helpful book on college
choice the authors illustrated that a sense of affiliation often is
rooted in family values and social tradition. Working with families has
proven to be very successful for institutions wishing to develop an
Hispanic enrollment (Provencio 1990). Faculty are important in the
communications process as well (Kemerer 1984; Dorsey-Gaines and Lewis
1987).

A recruitment strategy frequently debated among admissions
professionals is the use of publications directed at a black student
audience. Davis-Van Atta studied the response to an Oberlin College
publication for black prospective students, and concluded it should not
be used as an initial appeal and care must be given in constructing the
message so as not to offend high ability black students who may not be
interested in academic support services (Davis-Van Atta 1987). Among
those reflecting on design of an ethnic minority student recruitment
program most encouraged development of a publication addressing the
needs and services for specific ethnic minority groups and also

suggested a clear statement within general publications addressing the
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institution's interest in and support for ethnic minority students
(Phelps, Swann; Young; Moore and Carpenter 1985; Davis-Atta 1987;
Provencio 1990).

There is potential for miscommunication and misunderstanding in
commnication to prospective black students. They have high
expectations regarding institutional response to their needs. They
expect institutional flexibility and acceptance of their lifestyle and
values (Gibbs 1973). Boiven and Darling, in their research on racial
attitudes at church-related and secular institutions, made an appeal to
church-related institutions to communicate clearly with black
prospective students, since they found no significant difference in
racial attitudes between the two types of institutions. In a study of
nineteen predominantly white institutions, Jones found black students .
chose white institutions because of recognized quality and reputation
(Jones 1979). Boyd, in a 1973-1977 survey of black college students who
participated in the A Better Chance program, found that academic
reputation was mentioned by over 76 percent of the students in private
colleges as a reason for their college selection as compared to 50
percent in public colleges (Boyd 1981). In an interesting study of
black students considering enrollment at the University of Massachusetts
Amherst, Oteri and Maloney found that students were less likely to
consider the university after they learned of a racisf incident on

campus (Oteri and Maloney 1990).
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Admissions Standards

Often the most controversial element in an institution's enrollment
management effort to develop a black student enrollment is establishing
admissions standards. In his very important book on minorities in
United States higher education, Astin pointed out that black students
are more likely to enroll at institutions with open admissions such as
two year colleges. This "hierarchical ordering" of U.S. higher
education forces "clustering at the bottom" and demonstrates the need
for reexamination of attendance patterns of black students (Astin 1982,
168). "Higher education in the U.S. has come to embrace many of the
competitive and mentocratic values that characterize American society.
Thus testing, admissions, and grading are designed not to facilitate the
educational development of the student but rather to sort and select
students. Such practices not only operate to the special disadvantage
of minorities but also tend to subvert the institutions educational
mission" (Astin 1982, 168).

Nettles noted the expansion and diversity of the 1970s and 1980s
has been replaced by a new emphasis on raising admissions standards.
This contributes to overall black enrollment declines (Nettles 1988).
Fewer black high school students are in college preparatory curricula
than white students (see table 5), and SAT scores of black students are
consistently lower than white students (see table 6). Richardson,
however, cautioned that admitting minority students by waiving regular
admission standards is unwise (Richardson 1987). The City University of
New York embarked on a very controversial open admissions project in

1970 with the expressed purpose of increasing minority student
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enrollments. Lavin argued that there was no definitive evidence of
decline in academic standards, while the policy did succeed in
increasing minority student populations. Open admissions was not a
revolving door and in fact graduation rates after 5 years were near

national averages for open admission students (Lavin 1979).

Table 5
High School Program of Black and white Students
1985 SAT Test Takers

Total Percent White Black
College Prep/Academic 78.5 81.2 65.1
General 14.0 12.5 19.2
Vocational 6.9 5.9 14.5
Other .06 .04 1.2

Source: Profiles: College Bound Seniors. L. Ramist, and S. Albeitor,
Reports 1977 through 1986, New York: The College Board.

Table 6
Average Verbal and Math SAT Scores
of Black and white Students for Selected Years 1976-85

Verbal Math
White Black White Black
1976 451 332 493 354
1978 446 332 485 354
1980 442 330 482 360
1982 444 341 483 366
1984 445 342 487 373
1985 449 346 490 376

Source: Profiles, College Bound Seniors. L. Ramist, and S. Arbeiter,
Reports 1977 through 1986, New York: The College Board.

Not surprisingly, many studies reported black students performing
better in more selective institutions. Boyd's research in 1973, 1975

and 1977 of A Better Chance students found those attending private and
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more selective institutions had higher college grade point averages and
were more involved in campus activities (Boyd 1981). In a University of
Georgia study, researchers found no significant difference in student
grade point average or attrition with black and white students, and
attributed this to the more selective admissions standards (White
1981). In a similar study of fifteen North Carolina universities,
selectivity was found to be positively related to retention (Ayers
1983). Nettles and Johnson also conclude from their research in
southern universities that Blacks were more satisfied in selective
institutions (Nettles and Johnson 1987). Each of these studies
confirmed research by Astin (1975) and Noel (1985) in which they
concluded that attrition is inversely related to high school GPA and
standardized test scores.

High school grade point average is positively related to the
progression rate toward graduation of black students. Nettles (1984),
Astin (1972) and Tinto (1975) found high school grade point average to
be a better predictor of college academic success than standardized
tests. Sedlacek and Brooks in a smaller study at the University of
Maryland also found SAT scores to be less accurate predictors of college
academic success (Sedlacek and Brooks 1973). When controlling for
family background and standardized test scores, Thomas found no
significant difference in college academic achievement between black and
white 1972 high school graduates (Thomas 1981). Thomas' research
further reveals that 68 percent of Blacks and 21 percent of Whites
scored low on achievement tests in high school.

In a 1969 survey of eighty-seven colleges, only thirty-nine

reported using different criteria than high school grade point average
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and standardized test scores in admissions (Sedlacek and Brooks 1970).
In a further survey of 109 institutions, researchers found a leveling
off of use of predictors other than grade point average and standardized
tests (Sedlacek, Brooks and Mindus 1973). According to. Dr. Clinita
Ford, Director of the National Conference on Black Student Retention
says "testing has a devastating effect"™ on access to higher education
for black students (Cox and Matthews 1990). Summarizing his research on
black student access, Morris concluded that heavy reliance on entrance
testing places black students at a disadvantage in college entrance.
"No achievement test in higher education seems to accommodate the social
and racial inequalities among institutions, rather than rectify such
inequality" (Morris 1981, 73).

Many advocate use of variables other than high school grade point
average and standardized test scores in co<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>