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ABSTRACT
Four MSU graduate students conducted a study of the
overall effectiveness of the Advance by Choice (ABC)
program at Montana State University (MSU).
The study was
divided into two parts.
This professional paper is a
result of this study of the ABC program.
Part I contains
the joint study undertaken by the four graduate students
which aimed at determining the perceptions and issues of
ABC's stakeholding audiences.
Chapter One describes the
ABC program and explains its purpose and operation.
Chapter Two explains the methodology used, steps under¬
taken, and a summary of findings regarding stakeholders'
perceptions and issues related to ABC.
Chapter Three
contains, in their entirety, the responses of the 66 stake¬
holders interviewed.
Chapter Four concludes Part I with
recommendations for further examination of the ABC program.
Individual members of this four-person study selected
separate areas for further examination.
Accordingly,
Part II of this paper examines the present ABC budgeting
process.
Chapter Six divulges that line-item budgeting has
long been the preferred method of budgeting at all levels
of government, as well as private institutions.
Moreover,
Chapter Six discusses the long history of attempted budget
reform since the initial Federal Uniform Budget and
Accounting Act of 1921.
Chapter Seven presents ABC's
present budgeting process: its history, its link to the
federal government, and its difficulties.
Chapter Eight
outlines the initial steps that the ABC program should take
toward the attainment of a more rational budget process:
determining environmental trends, assessing institutional
strengths and weaknesses, and determining a strategic
direction.
Chapter Nine discusses how the author of this
study outlined an optimum budget and suggests how the ABC
program can rank their program projects to establish a more
strategically directed program.
Chapter Ten addresses the
second major problem that the ABC stakeholders voiced; the
relocation or remodeling of present ABC facilities.
Finally, Chapter Eleven presents a synopsis of all recom¬
mendations necessary to implement a strategic planning
budgetary process.
Specifically, Chapter Eleven concludes
that the strategic planning budgetary process would benefit
the ABC program in planning for the future, accruing needed
finances and ensuring the longevity of the program;
emphasizing flexibility and responsiveness to environmental
changes.
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INTRODUCTION

The purpose of this study is to determine the overall
effectiveness of the Advance By Choice (ABC) program.
study is divided into two parts.

The

Part I was undertaken

jointly by David Kemppainen, Monica Perchaluk Kemppainen,
Susanna Trujillo, and Susan Webber for the purpose of
determining the perceptions and issues of ABC stakeholding
audiences.

As a result of the findings uncovered in

Part I, each of the above researchers has undertaken a more
indepth examination of a particular subject.

In this

particular professional paper Monica Perchaluk Kemppainen's
exclusive work, Part II, begins on page 62.
The function of the ABC program is to deliver a set of
services to targeted groups of high risk students for the
purposes of academic retention and graduation.

It is

important to note at the outset that the findings of this
study indicate that overall the ABC program is meeting the
needs of its clients very well.
asset to the university.

The program is clearly an

However, there is room for

improvement, as is the case in any modern complex environ¬
ment marked by limited resources, diversity, unknown causes
of need, and the necessity for coordinating services
amongst differing jurisdictions.
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From the beginning this study has been agency oriented.
That is, the intent has been to provide information and
recommendations to the ABC program that are useful.
Consequently, the agency staff has been involved in the
project from the beginning.

Briefly, Part I of this study

is a responsive form of evaluation designed to address the
perceived needs and issues of the program as defined by the
stakeholding audiences of the ABC agency.

Toward this end

66 interviews were conducted for Part I.
Part I of this study is organized as follows: Chapter
One contains a description of the ABC program, its purpose,
clients, and operation.

Chapter Two explains the method¬

ology used, a description of all steps undertaken to
complete Part I, and a summary of the interview findings.
Chapter Three contains the full text of the 66 interviews
categorized by common themes.

Chapter Four concludes

Part I with a set of recommendations for further examina¬
tion of the program.

These recommendations then become the

focus of Part II of this study.

In this particular

professional paper, Part II will address budgeting and
financial problems.
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PART I
DETERMINATION OF ADVANCE BY CHOICE
STAKEHOLDER ISSUES

4

CHAPTER ONE
THE ADVANCE BY CHOICE (ABC) PROGRAM
The Advance By Choice (ABC) program is funded (100%)
by a federal grant through the United States Department of
Education for the purpose of improving the retention rate
of low income, physically handicapped, and first generation
college students.

In response to student attrition rates

at Montana State University, the Director of the Center for
Native American Studies (CNAS) and the Assistant Dean of
Students & Services wrote the first federal grant in 1977
for the development of the ABC program.

Upon approval of

the grant, the program was implemented on September 1,
1978.
While MSU does not specifically track each entering
student group, it estimates that 37% of the entering
students do not continue at MSU after their first year.
Statistics are not available for underprepared students
within the applicant pool.

According to federal regulations

governing the ABC program, the applicant pool consists of
first-generation, low-income, and physically/learning
handicapped students.

Within the applicant pool there are

three groups who the ABC program considers to be target:
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Native American, older, and disabled students.

Information

collected on Native American students who entered MSU
during fall quarter, 1985, shows that 50% left the
institution within the first year.

Older and disabled

students tend to stay in school at a slightly higher rate
than American Indian students.
Administration
The Advance By Choice program is under the auspices of
the Division of Student Affairs and Services and maintains
administrative liaisons with the Departments of English and
Mathematical Science, which are within the College of
Letters and Sciences.

The Grants and Contracts officer

reviews the program's fiscal commitments for compliance
with university, state, and federal requirements.
Personnel appointments are cleared by the Affirmative
Action/Human Resources officer and/or MSU Personnel office,
dependent upon action to be taken.
The ABC Director is directly responsible to the MSU
Assistant Dean of Students and Services, but ultimate
authority over the program rests with the office of the
United States Department of Education—the program's
funding source.
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Purpose
As stated in the 1986 grant proposal for federal
assistance, the main goal of the ABC program is to "result
in an increased retention and graduate rate of identified
participants."

In addition, the grant proposal states that

Advance By Choice is a comprehensive program for the
purpose of "(1) identifying and selecting 300 eligible
participants;

(2) conducting a needs assessment of

supportive services for each selected participant; and
(3) providing a comprehensive program of counseling,
instruction to improve participants' skills, and other
activities and services that enhance the cultural and
academic experiences of program participants."
It is important to note that the number of clients
served is dependent upon the grant award.

For example, the

program was funded to served 300 participants in 1978 as
opposed to 290 in 1989.

According to the grant proposal,

"multi-year grant periods are commitments from the U.S.
Department of Education for MSU to operate the project
during the grant period.

Each project year is distinct in

that yearly allocation levels (funding) are determined by
yearly Congressional authorization levels."
A chronology of ABC's funding levels and number of
clients served appears in Table 1.
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Table 1 .

Year

Funding Levels and Number of Clients Served by
the Advance By Choice Program, 1978- 1989.
Grant Award

Number Funded
to Serve

Number
Served

2-year grant period
1978
1979

$136,253
153,571

300
300

270
303

300
300
300
300

499
474
360
382

270
270
270

302
370
329

290
290
290

345
322
300 to date

4-year grant period
1980
1981
1982
1983

158,527
164,868
158,273
158,273

3-year grant period
1984
1985
1986

163,273
170,620
162,283

3-year grant period
1987
1988
1989

173,896
197,208
205,096

It is noted that currently the ABC program is funded
to serve 290.

According to the most recent federal

evaluation of the program, ABC participants for 1988-89
were selected from the following categories:
Low income and first generation students .
Handicapped
Low income only
First generation only
American Indian
Asian
Black
Hispanic
White .

211
19
45

49
54
3
1

2
264

Male
Female . . .

148
176
Eligibility

Program participants are eligible for ABC's support
services if they meet one or more of the following
criteria, as outlined in the 1986 federal grant proposal.
These criteria are:
1. Physically/learning handicapped: a person who, because
of a physical and/or learning disability needs
specifically designed instructional materials or
programs, modified physical facilities, or related
services in order to participate fully in the experi¬
ences and opportunities offered by postsecondary
educational institutions.
2. Low-income: any individual whose family's taxable
income did not exceed 150% of the poverty level in the
calendar year in which the individual participates in
the program.
3. A "first-generation college student" means a person
neither of whose parents received a bachelor's degree.
In addition, there are three subgroups within the applicant
pool who are targeted by ABC for specific attention:
American Indian, older, and disabled students.

The ABC

Director states that "the program identifies American
Indians through a self-disclosure statement by the student
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applicant."

No other documentation is required of American

Indian applicants.

According to the 1986 grant proposal,

"older students" are those over 25 years of age who are
mostly vocational rehabilitation/industrial injury clients,
displaced homemakers, or displaced workers.

Disabled

students, for all intents and purposes of the program, are
very similar to "physically/learning handicapped" students.
The 1986 grant proposal states that "students are more
likely to leave college due to non-academic reasons than
for academic causes, according to national retention
studies."

Thus, the ABC program developed specialized

services for the purpose of addressing the nonacademic
needs of the applicant pool.

Examples of these needs are

facing an unfamiliar environment, distance from extended
family, interpersonal conflicts, doubting one's ability,
realistic employment goals, and job readiness.

The Operation
What follows is how the Advance By Choice program
works for its clients:
1.

A prospective participant is informed of ABC

program services through the numerous communication
networks at MSU.

Some of these networks are the Return to

Learn program, American Indian orientation, campus
newspaper, ABC newsletter, flyers and posters, MSU's
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departmental-facuity-staff referrals, word-of-mouth, and
the university orientation process.
2. If the student elects to visit the ABC office to
obtain information on ABC support services, the program
secretary performs the initial screening process.

For

example, if a student needs tutoring services, the
secretary will connect the student with an ABC counselor.
However, students do visit the office on a walk-in basis
simply to have their questions about MSU answered.
3. After the initial connection is made, the
counselors and other ABC staff (Director and/or Learning
Skills Coordinator) continue the screening process to
determine program eligibility.
4. If the student is declared eligible for the
program (based on the aforementioned criteria), a needs
assessment is performed by one of the ABC staff persons to
determine how the student can best be served by the
program.
5. Once the needs assessment is completed, a plan of
action is developed by the staff person and the client.
For example, if personal or academic counseling is needed,
an ABC counselor is assigned to the student.

The student

and counselor will set up counseling sessions based on
their respective time schedules.
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Another example might be a student needing either
English or Math tutoring assistance.

An ABC counselor is

assigned to the student, who confirms that the student has
taken and passed the necessary prerequisite courses (as
outlined in the MSU undergraduate catalog) before tutoring
assistance is made available to the student.

Moreover, the

student is required to visit with the counselor every two
weeks for the purpose of discussing the effectiveness of
the tutoring services.

Once the prerequisite requirement

has been confirmed, the student is issued the schedule for
group tutoring sessions.

Sessions meet two hours per week

at various times—both students and tutors set the time
schedule for these group sessions.

(See Appendices A and

B, ABC Factsheet and Tutoring Questionnaire).

Tutors
It is important to note here that tutors of ABC must
be approved by the respective MSU department before being
employed by the ABC program.

In addition, ABC tutors are

paid by the program for services rendered only to ABC
student participants.

However, ABC tutors can also be

employed either by ASMSU, the Math Learning Center, or as
graduate assistants of a specific university department.
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Additional Services
Through the needs assessment process, ABC counselors
also connect student participants to other study skills
services, which are available in the form of either video
tapes, audio cassettes or workshops.

However, these

materials are also available to any MSU student, not just
those enrolled in the ABC program.
In addition to all of the aforementioned services, ABC
offers other services related to diagnostic testing in
English, math and study skills, test analysis, study
groups, and assistance with financial aid forms.

The ABC

program also coordinates services with MSU's Disabled
Student Services office for students in need of either
special equipment or assistance.

This office is housed

within the Resource Center, which also provides services
for veteran and older students.

Furthermore, ABC staff

refer student participants to university and community
resources.

Some examples of university resources include,

but are not limited to, the Women's Resource Center, Career
Services, and the Student Health Center.

Examples of

community resources include, but are not limited to,
private practicing therapists or counselors, Alcoholics
Anonymous, and adult/community education classes at Bozeman
High School.
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CHAPTER TWO
METHODOLOGY AND SUMMARY OF INTERVIEWS
Methodology
In this chapter the methodology used for Part I will
be explained and all steps taken to implement and conclude
that methodology will be delineated.
The methodology used for this project is encompassed
within a form of program evaluation referred to as
responsive (or naturalistic) evaluation (Stake, 1967, 1975;
Patton, 1975, 1978; Parlett & Hamilton, 1972; Cuba &
Lincoln, 1981).

Responsive evaluation is a departure from

the more traditional form of evaluation that is associated
with the scientific paradigm where there is an attempt to
measure the accomplishment of specific objectives.

While

this form of evaluation is often useful the findings are
frequently not used nor considered useful for the ongoing
process of program management (Cuba & Lincoln, 1981).
Responsive evaluation trades off measurement precision for
the purpose of increasing the usefulness of findings to
those persons responsible for carrying out the program.
An important assumption underlying responsive
evaluation is that if the findings are to be used then the
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research must respond to the observations of those who have
a stake in the program.

The research design for responsive

evaluation emerges as the evaluation is being conducted
where the organizers of the research become the concerns
and issues of stakeholding audiences.

If the stakeholders

think that the specific objectives of the program need to
be measured then the evaluator responds with this form of
research.

Since the design is emergent it is not possible

to determine beforehand what each step of the evaluation
process will entail.
Another assumption that underlies responsive evaluation
is that the stakeholding audiences are in a position to
know more about the strengths and weaknesses of the program
than is the evaluator/researcher.

Consequently, open-ended

interviews of the stakeholders are conducted by the
researcher in order to uncover any problems that need to be
addressed.

Further, perhaps more importantly, the

interview questions must be open-ended so that the natural
biases of the researcher do not lead the response of the
stakeholder.

In other words, the researcher never begins

the interview with a set of structured questions.

In

effect, the purpose of this form of evaluation is decided
by the audiences who have a stake in the program.

And if

the interview questions are decided by the researcher then
the frame of reference does not come from the stakeholders.
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Closely paralleling the preceding is the assumption
that the responsive evaluator can only get at and learn the
perspective of the stakeholder unless he or she is actively
engaged with the stakeholder.

In other words, the

researcher cannot learn about stakeholder perceptions by
designing a written survey instrument that is then
administered by the evaluator.

In such a case the

evaluator performs as an external agent with very limited
contact with the stakeholder or evaluand.

In responsive

evaluation, the researcher is actively engaged and
stimulated by the responses of the subjects.

In other

words, there is a great deal of intersubjective communica¬
tion that occurs between the researcher and subject in
responsive evaluation.

Naturally, this gives rise to the

question of the objectivity of the results.

This form of

subjectivity can be a very limiting factor on objectivity.
Therefore, the interviewing methods used must be carried
out in a very specified way designed to eliminate as much
bias as possible.

The interviewing technique is fully

explained below.
Another assumption underlying responsive evaluation is
that the values of American culture are pluralistic, while
earlier forms of evaluation models assumed a consensual set
of values (Cuba & Lincoln, 1981).

This means that the

researcher in responsive evaluation can expect that there
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will be conflicts among different stakeholders when they
hold different value positions.

When values differ there

will be different information needs and that is accounted
for by eliciting the concerns and issues of all stakeholding
audiences.

Since all stakeholders are deemed important,

the information needs of the various stakeholders must be
responded to.
The steps that have been taken thus far in the
development of this study are given below in the order that
they have occurred.
Step 1.

The four students involved selected the ABC

program as a possible agency for this form of evaluation
because of their interest in this program.
Step 2.

The director of the agency was contacted by

Dr. Carlson for the purposes of probing the interest of the
director in this type of project and to explain the
research methodology.
Step 3.

A joint meeting was held between Dr. Carlson,

all four students, the ABC Director and all ABC staff.

The

purpose of the meeting was to explain the methodology and
to seek acceptance of the project.

If any significant

reservations had been raised at this meeting the project
would have been dropped immediately, since it is not
possible to conduct any form of meaningful responsive
evaluation if a very significant stakeholder, such as the
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agency directing the program, is not interested or has
grave reservations about the project.

The only issue

raised at this meeting by the staff concerned confiden¬
tiality of interview responses.

It was explained that no

individual staff persons would be identified in the
project, and that all interviewers were bound not to pass
on individual comments to any one outside of the research
project staff.

This joint meeting ended with approval of

the project.
Step 4.

A total of 70 stakeholders were identified.

"Stakeholding audience" is defined below and is followed by
an explanation of the process used in determining the
stakeholding audiences:
A stakeholding audience is a group of persons
having some common characteristics (for example,
administrators, teachers, parents, students,
sponsors, clients, and the like) that has some
stake in the performance (or outcome or impact)
of the evaluand, that is, is somehow involved in
or affected by the entity being evaluated (Cuba &
Lincoln, 1981).
Following the above definition, the relevant audiences
were individuals and/or groups that had some stake in the
performance, outcome, or impact in the Advance By Choice
(ABC) program.
In answer to the question, "How can an evaluator be
certain that he/she has identified all the stakeholding
audiences?", nine questions were used which enabled the
researcher to determine who the stakeholding audiences were
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(Cuba & Lincoln, 1981).

These nine questions and responses

follow.
1. Who developed, conceptualized, invented, planned,
designed, built, produced, the Advance by Choice Program?
There were two prime writers who developed, concep¬
tualized, invented, planned, designed, built and produced
the Advance by Choice Program. The initiators were the
Director of the Center for Native American Studies and the
Assistant Dean of Students.

After being funded, Mary Lukin

was hired to implement the Advance By Choice program.

She

has remained with the program since that time.
2. Who provided the funds and other resources for the
development?
The university originally provided the funds and other
resources for development of the ABC program.

Specifically,

the Director of the Center for Native American Studies and
the Assistant Dean of Students, provided the resources for
the Advance By Choice program development.
3. Who identified the local need to which the Advance
By Choice program is purportedly a response?
Originally, the writers of the first grant proposal
(Director of the Center for Native American Studies and the
Assistant Dean of Students) identified the local need.
With the last four grants, however, Mary Lukin has
identified the local need to which the Advance By Choice
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program is purportedly a response.

The local need is

identified in each grant proposal under the "requirement"
and "regulations" segments.

The grant proposal must

specifically identify those who can be served by the
purported program.

For the last four grant proposals, Mary

Lukin has gathered quantitative data identifying the MSU
population in need of program services.
4.

Who decided to apply the Advance By Choice program

to the local need?
Initially it was the Director of the Center for Native
American Studies and the Assistant Dean of Students who
decided to apply the Advance By Choice program to the local
need.

Since that time, data has been collected so that the

program can attend to specific needs of the community.
Initially, the program was less rigid (more flexible), but
in the last few years the program has been narrowed so that
it attends to the needs of a specifically described
population i.e. first-generation college attendance, low
income, disabled, etc.

(This results from the fact that

federal funding has been increasingly difficult to retain
since Reagan administration reductions in federally funded
programs.

A direct result from the aforementioned was the

introduction of rigid specifications for qualifying
applicants to the program.)
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5. Who provided the funds for the local application?
The federal government provides 100 percent of the
funds for the local application of the ABC program.
6. Who provided the facilities, supplies, and
materials that may be needed?
The university (the Assistant Dean of Students)
provided the physical facilities, the student records, and
the computer link-up (capital/physical expenditures).

The

federal government provides project dollars so that the
program has all of the operational requirements i.e
envelopes, telephones, etc.
7. Who contracted the evaluation?
Dr. Karen Carlson, David Kemppainen, Monica Perchaluk
Kemppainen, Susanna Trujillo, and Susan Webber initiated
the evaluation.

The evaluators contracted the evaluation

for the purpose of facilitating the completion of their
professional papers.

It should be noted, of course, that

the evaluators are not really a part of the stakeholding
audience.

In a real world situation, a stakeholder such as

the agency itself is the more likely contractor.
8. Who are the presumed direct beneficiaries of the
Advance By the Choice program?
The presumed direct beneficiaries of the Advance By
Choice program are students that are identified and meet
the requirements of this program, i.e. low-income, first-
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generation college students,

physically handicapped

students, Native Americans, and older students.
9.

Who are the indirect beneficiaries of the Advance

By Choice program?
The indirect beneficiaries of the ABC program are as
follows; a) society — well-educated students capable of
supporting themselves, b) MSU faculty — the affected
students become "better consumers" and, as a result, inter¬
act with faculty on a higher level, c)

financial aid — the

ABC program deals with the problems specific to the identi¬
fied subgroups, which allows the financial aid office to
deal only with the financial difficulties of the identified
individuals, d) the staff of the Advance by Choice program,
and e)

the university, in that there are increased

retention rates directly resulting from the ABC program.
Persons or groups identified in answering any of the
above questions were automatically included as relevant
stakeholders.
The evaluators also used the "ripple" technique, which
asks informants in already-identified audiences about
other, possibly overlooked, audiences.

This was accom¬

plished by asking, at the end of each interview, whether
there were any other groups that the individual could think
of who would benefit from the Advance By Choice program.
Any audiences that were identified in such a manner were
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considered for possible inclusion in the study.

As a

result of the preceding exercise the following six
stakeholder audiences were identified.

The number

interviewed is in parenthesis.
1) Beneficiaries (33 total interviewed)
* Native Americans (10)
* Older Students (16)
* Disabled Students (5)
2) Staff of ABC (5 total interviewed)
* Director (1)
* Program Secretary (1)
* Counselors (2)
* Learning Skills Coordinator (1)
3) ABC Tutors (8 total interviewed)
4) University Instructors—ABC related (6 total
interviewed)
* English Coordinator (1)
* English Instructor (2)
* English Instructor/Tutor (1)
* Math Instructor (1)
* TAG Course Coordinator (1)
5.

University Administration (9 total interviewed)
* MSU President (declined interview)
* Vice President of Academic Affairs (1)
* Dean, College of Letters & Sciences (1)
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* English Department Head (1)
* Mathematical Science Department Head (1)
* Dean, Office of Admissions (1)
* Grants & Contracts Officer (1)
* Dean, Student Affairs & Services (1)
* Assistant Dean, Student Affairs & Services (1)
* Affirmative Action/Human Resource Officer (1)
6.

Support Services (6 total interviewed)
* Director, Student Health Service (declined
interview)
* Student Financial Aid & Employment Officer (1)
* Director, Student Counseling Services (1)
* Director, Residence Life & Food Services (declined
interview)
* Director, Career Services (1)
* Director, Writing Center (1)
* Director, Women's Resource Center (1)
* Director, Orientation Services (1)
Step 5.

After determining the stakeholding audiences,

appointments were made and the open-ended interviews were
conducted.

A total of 66 persons were interviewed.

Thirty-three (33) of these represented beneficiaries.
Thirty-seven (37) other stakeholders were identified? of
these, three (3) declined an interview.

Due to the size of

the number of beneficiaries a ten percent sample of the
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three target groups (Native Americans, disabled, and older
students) was interviewed.

These persons were chosen at

random from client lists provided by the ABC agency.
Before proceeding with the sixth step in the project
process, the interview method will be explained.

(The

format and ground rules for the interviews may be examined
in Appendix C.)
The following three questions were asked:
1. Focussing your attention on your position in the
program, what would you say are the things that are helping
you be as effective as you are?

(University administration

and support services received a slightly different question
since they are not directly involved in the ABC program.
Thus, the following question was asked of them:

What do

you think is the significance of the ABC program at MSU?).
2. What is keeping you from being more effective in
your position here?

(Question for university administra¬

tion and support services was: What is your subjective
assessment of the ABC program?

In other, words how is it

doing in your opinion?).
3. Letting your imagination run free, if you could do
anything you wanted to about your situation here, what
would you want to do?
As noted previously, the open-ended questions are used
so that the genuine concerns and issues of the stakeholders
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will emerge.

Because the very presence of the interviewer

provides a subjective dimension to any interview, it is
important that the interviewer respond to the stakeholder
in as neutral a manner as possible.

It is particularly

important that the interviewer not lead the stakeholder's
response.

Consequently, the role of the interviewer in

responsive evaluation is to do no more than ask the
question and provide feedback in the form of only repeating
back the stakeholder's response verbatim.

The purpose of

repeating the response back verbatim is threefold:
(1) So that the respondent can hear exactly what he/she
has said for the purposes of an accuracy check.

This gives

the respondent an opportunity to change her/his response
and provides the respondent with an opportunity to clarify
and validate her/his own opinions.
(2) When, in the opinion of the interviewer, a response is
unclear, a simple repeat of the comment (ending in a
question tone) prompts the respondent to go further into
her/his comments adding clarity and depth to the interview.
(3) Frequently, the verbatim repeating back to the
respondent triggers additional observations and responses
that lend to the depth of the interview material.
It is very important that the interviewer not
paraphrase any of the respondent's comments since in
paraphrasing the interviewer selects her/his own words and
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those words may misconstrue or misinterpret the respondent1s
view.

It is noted that a main reason for the open-ended

interview, in contrast to the structured interview, is that
the structured interview always requires the respondent to
enter the frame of reference of the interviewer.

And the

interviewer's frame of reference may seriously misinterpret
the reality of the respondent.

This is a serious problem

if one's intent is to develop an evaluation project that is
responsive to the needs and reality of the stakeholders.
Step 6.

At the conclusion of each interview the

interviewer immediately translated her/his notes into data
statements and using note cards proceeded to record one
thought per card.

This facilitates the categorizing and

sorting process explained below.

(See Appendix D for an

explanation of the method of note taking that was used.)
Step 7.

After all of the interviews and data cards

were completed, the responses were grouped by stakeholding
audience in what appear to be common themes.

The purpose

of this categorization was to facilitate the determination
of whether or not there were any troublesome areas that
needed further examination.

A brief summary of the

findings follows and the complete categorization of the
responses by stakeholding audience is contained in Chapter
Three.

27
Summary and Findings
Question #1 . . . what would you sav are
the things that are helping you be as
effective as you are?
The majority of the students interviewed use the ABC
program as an academic (class scheduling, registration,
etc.) and personal counseling service.

Fewer of them

utilized the tutorial services, and it appears that only
the older students took advantage of the study skills
component of the program.

In addition, several of the

Native American clients mentioned two ABC staff members in
particular (both Native Americans) as helping them the
most.

This may suggest that clients are selective in whom

they will go to for advice, counseling, and assistance.
Overall, the service and atmosphere of the ABC office/
program, according to the clients, is very efficient and
congenial.
The ABC staff was asked the same question as the
clients regarding the program.

They saw the program as a

very valuable service to the students who qualify for it.
The survival and success of the program seems to be
attributed to the resourcefulness and leadership of the
director and the experience and continuity of the staff.
According to the staff responses, there has been little
staff turnover since the beginning of the program.
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The tutors responded to this question by referring to
their particular qualifications and experience in their
capacity of tutoring.

They had personal preferences

regarding the different methods of tutoring, but essentially
they did not refer to the general structure of the program
as helping them be more effective in their jobs.
The university instructors, in answering this
question, generally felt the support and accessibility of
the ABC counselors was helpful to them and the students who
participated in the program.

They liked the autonomy they

had with regards to the instruction in their particular
subject matter areas.

The English and math departments, in

particular, were commended for their support in assisting
the ABC students, thus the program.

Question #2...what is keeping you
from being more effective?
Perceived lack of effectiveness may be grouped in
three categories:

(1) personal problems and preferences,

(2) bureaucratic problems, and (3) insufficient funding.
Some of the responses relating to personal problems or
preferences were disliking the teaching approach of certain
ABC instructors, disliking the focus of the instructor
teaching a class, not managing time effectively, discomfort
associated with outside problems (lack of day care, spouse
abuse, alcoholism and the like), not being a good delegator,
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prejudice, and the student's cognitive limitations.
Bureaucratic problems noted were problems associated with
getting into restricted entry classes and the office being
too bureaucratic, since it takes a student two weeks and a
lot of paper work to get a tutor through the ABC program.
Funding problems noted were lack of numerous teachers, lack
of federal "liquid" funds, lack of funding to obtain
required capital expenditures such as computers, appropri¬
ately sized classrooms, and more private ABC office space.
Question #3...if you could do anything
you wanted to about vour situation,
what would you want to do?
One common theme that came up consistently was
directly related to the need to secure more funding for the
ABC program.

Examples included needing more money for

tutors, hiring more ABC staff, having unlimited funding so
staff can attend more conferences, and having more money so
more MSU students could take the writing sample test upon
entering the university.
Another theme addresses the need to expand the ABC
program in terms of facilities/space.

Some examples here

include needing more rooms for tutoring, securing additional
computer access time for ABC classes, and having more
privacy in the ABC office.
A third common theme involves expansion of ABC program
services.

A few examples include tutoring services through
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ABC during summer classes, hiring tutors who understand
Native American students, the need for ABC classes covering
subjects in addition to math and English, and providing
more one-on-one tutoring for students.
As noted previously, university administrators and
support services were asked slightly different questions.
In response to the questions "What do you think is the
significance of the ABC program at MSU?" and "What is your
subjective assessment of the program?" it is noted that the
program received very affirmative responses.

However, many

of the respondents addressed the program's success in terms
of its providing remediation services, efforts toward
retention, assisting Native American students, and other
ABC program goals without having any real knowledge of the
program and its specific efforts.

In other words, many of

these respondents were actually not very well informed.
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CHAPTER THREE
TEXT OF INTERVIEWS CATEGORIZED BY STAKEHOLDER AND THEME
Question #1
Focussing your attention on your position in the program,
what would you say are the things that are helping you be
as effective as you are?
Stakeholder: Clients-Older Students

Services:
ABC assists me with class scheduling and registration.
ABC assisted me in locating the local GRE testing center.
ABC helped me to get into 010, Oil, and 012 Math classes.
They've always been there when I've needed help—like in
math.
They gave me different math class options.
I have done better in math classes since the ABC program.
Previously, I had tried 010 Math by myself, but failed.
ABC helps me to be effective because I have teachers
helping me in specific subject areas.
In addition, the
office atmosphere is one of openness where I can come in
and speak with a counselor.
ABC was a big help, especially at the beginning of the
school year.
Having to attend the Math Learning Center certain hours
during the week forced me to do my work.
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Hath/Writing/Study Skills:
The Wednesday evening workshops have been helpful for
reading, writing, new ways to study, and relaxing before/in
exams.
The ABC class in 005 Math makes it easier for me to
understand math. The pace/material is slowed down so a
student can grasp the material.
ABC offers an 001 Writing class; it helped me with basics.
Their study skills workshops helped me a lot.
The group study skills sessions help to make me more
effective.
The study skills sessions on a weekly basis.
ABC Counseling and other Services:
ABC's counseling service has helped me academically.
ABC helped me to be more effective because they helped me
build confidence in an area that I was seriously lacking.
With me, personally, the counselors have helped me to
become more aware of who I am and helped me to come out of
my shell.
Being able to talk to my counselor regarding how I feel
about my curriculum or how things are going for the
quarter.
The encouragement of the counselors; they are there to
listen to any problem.
I get school-related counseling assistance.
Having an adviser who I can talk to and be open with.
The program helped me to gain confidence in school.
Counselors are aware of the students who come in; they keep
up the quality of the inner office.
ABC is exceedingly helpful and willing to assist me.
ABC made me comfortable about the whole university system.
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ABC has an atmosphere that has helped me to open up as a
person.
ABC has always been there for me both in academia and
family situations.
Getting extra instruction? it helped seeing there were more
students than myself who were having similar problems.
I needed the extra instruction because I'd been out of
school for eight years.
The instructors are real helpful? they don't make me feel
bad about asking any type of question.
Tutoring:
The math tutoring helps me.
Math tutoring helps me.
By going to a tutor connected with class helps me.
Otherwise, I don't think I could answer the questions right
away.
Tutors at ABC are good at what they do.
They explain
things I don't understand? they cover the material as many
times as it takes for me to grasp it.
Other:
The three math tests are helpful to those who are stuck.
If you fail the first test on Monday, you can take it again
on either
Wednesday or Friday.
The program has helped me? I don't use the tutors, but I do
use the advisers.
To me, the program helps me because of my prior lack of
education—my parents moved around a lot.
I probably wouldn't be in school if ABC hadn't first helped
me.
It was a great place for me to start since I started
college for the first time at the age of 30.
I did use it at first, but now I am a graduating senior and
don't use it much.

34
Information put out by ABC, especially that of the
Assistant Dean of Students about ABC.

Stakeholder: Clients-Disabled Students
Tutorials
The fact that I was able to get help in the subject I
needed help with.
The program met my needs.
Having a tutor.
Others
I don't know how to answer that.
Stakeholder: Clients-Native Americans
Counseling/Advice s
I also go there for academic advice.
They were there to give me help (academically).
The main thing I go there for is to be advised on classes
so I don't get into classes I could not take, that I am not
prepared for yet.
They don't force me to do anything, they just give me
advice.
I went there for advice, but haven't had any tutoring or
other services.
The counseling.
I go there for counseling and the use of their computer.
If there are personal problems that are interfering with
school, they (ABC) are good at directing me to help.
I get a lot of moral support from ABC.
Don't Use Its
I haven't ever used it, except for 005 Math.
I signed up, but didn't use any services.
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When I did use it, it was good because it made me get after
it.
ABC Staff:
One person who helped me the most is Kay McAllister in 005
(Math).
Just being able to go over there and talk.
When I first
started, I had a couple deaths in my family.
It was good
to go over and talk to Mary (Lukin).
The moral support and advice of Mary Lukin.
Mary Lukin is very helpful. When I make appointments with
her, she (usually) tells me how to get around my problems.
Kay McAllister is a big plus for 005 (Math) learning.
She's a good teacher.
Mary Lukin.
Other:
Every time I've gone to ABC, I've gotten immediate help
from them.
It's a good program.
It put me into a more personalized teaching/learning
situation.
The tutors.

Stakeholder: ABC Staff
Giving Students Help/Support:
As I see student's needs.
I see where I fit into (the
program)—be of assistance to students.
I feel good about a very valuable service. We give the
students a lot of help.
The program offers a support system for the students it
serves.
It (the program) allows those students who might not often
be successful, be successful.
Whether or not it's good help or bad help, it does help
some.
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The program helps a lot of students that qualify for it.
I*m not familiar with the qualifications though.
We take up the slack of academic advisors.
We pay more
attention to the students.
They are "at risk" students.
We pay more attention to the student's welfare.
Advisers,
as a rule, just pay attention to the rules of the program.

Politics/Federal Funding:
Funding security — not getting the axe.
When we were initially interviewed by the "Feds" he said,
"This project is presently at a point that you would expect
most projects to be in two years!"
When we first started this program I had to: 1) screen the
staff, 2) get physical facilities, and 3) get supplies.
After doing this, I had to negotiate finding a place.
I
learned the ins and outs of everything.
For example, I
learned where to get furniture for free.
We are working with a National Organization — we work with
"Feds".
There are guidelines for writing proposals.
If
you follow this guideline, they know what you are asking
for. It also helps you outline a more realistic program.
Overcome barriers with the program.

Previous Training/Experience/Support Courses:
Having been with the program for ten years.
When I was selected for the program (ABC) I had six (6)
years experience at UCLA, serving approximately 2600
students.
I learned a lot about evaluation (quantitative)
— how well we reached the goals of the program i.e.
retention studies, impact of success studies and student
feedback.
For student feedback, we presented a non¬
threatening atmosphere so that students would answer our
questionnaires. We developed a level of trust with
students so that we could find out how our program was
doing (positive or negative feedback).
The students liked
our honesty.
Through the MPA program, coursework, and networking, I
learned how to implement projects.
I started the MPA program, but didn't take comps or write
my professional paper.
The MPA classes that I did take had
a lot of stuff that has helped me in understanding the
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theories behind management. This helped me in administering
our office. The staff has commented on things that I have
gained through the MPA coursework.
When I was hired — approximately August 1 — I was
immediately put in contact with other directors in the
state.
This way I had someone to call.
At the time the
"Feds" provided training, so I was able to meet with the
project director at the regional conference.
They trained
us on a lot of things — since the program used to be
under "TRIO" — they had special training for directors.
This training was most helpful because there was not anyone
on campus who had to deal with what I do (No one on campus
does the things I do).
This was troublesome for me.
My past academic training makes me more effective. My
background is in counseling. It is nice to know how to
handle people in a crisis.
I'm the type of person who makes connections in order to
get things done. Now I am able to get the resources we
need— make them available — so that the program can run
well.
I've been in the job learning more about the campus
resources, which in turn helps me to be more helpful to my
students.
Link to Campus — Outside ABCs
Through networking, I have access to anyone I want or need
on campus.
Through inservice training and networking, I was given help
in interpreting regulations and implementing them to run a
good program.
ABC Staff/Leadership:
Supportive staff.
We have a great group here. They are innovative, self
starters.
Everyone worked on their sections — we were
ready to open the first day of school. We still have some
of the original staff around, but not many.
There is some
turnover, but for the most part our staff has longevity.
Specifically, I would like to compliment Kay McAllister on
her sensitivity and caring for her students, without
allowing herself to be manipulated by them.
This rubs of
on us (me).
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Mary (Lukin) has also done a lot, pointing out areas where
I can be of more assistance.
University take ABC seriously because of our consistency
and Mary's strong leadership.
Others
Clear expectations on the job.
Know that there is a need for the ABC program.
Effective prior performance.
being around next year.

This eliminates fear of not

We still don't have very nice facilities, but we are still
operating.
As I am in the program longer, I see how valuable my
position is.
I am the first person the students meet.First
impressions are important.
They (the students) make a
judgment about the program here.
Appreciative students.
Stakeholder: Tutor
Experience/Qualificationss
The background I have.
It (ABC) helps students get paid for their knowledge.
helps students help other students.

It

I am very familiar with the courses and tests make me
effective.
Tutorial Sessions:
The one-on-one situation with a student.
The methods of tutoring.
The meeting/class at the
beginning of the school year which added to my former
knowledge on how to be an effective tutor.
Doing one subject with 3-4 people assigned to you and the
ability to work independently with ho set rules.
I think group tutoring sessions help each student because a
student can see how somebody else solves a problem.
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The emphasis on group tutoring — if I can't come up with
answers others can.
Other:
I have been at three different schools and had tutors at
all of them.
This is the first program of its kind I've
run into.
The tutor room with chalkboard helps a lot.
Stakeholder: Instructors (University)
Counselors:
Concerned with students succeeding as human beings.
They
(counselors) go beyond academic counseling — holistic.
Counselor contact regarding individual students helps
coordinate student needs in English.
The support of the counselors.
Math/English Departments:
The writing center is supportive.
They don't have to offer
one class per semester because ABC doesn't give them
money.
English 001 classes are separate from the English
Department regarding assignment of instructors.
It's not
in the hands of the English Department.
Contact with other English instructors for information and
feedback on students to relay to ABC counselors — act as
mediators.
English Department cooperation — schedule flexibility with
students of ABC as well as other MSU students.
Lots of interaction and communication within the English
Department and with the ABC program.
The support of the TAG (Math) people.
Autonomy:
Freedom to develop my own classes.
I have autonomy. ABC does not tell me what to do.
They
don't tell me the goals in composition and reading.
They
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are open-minded to changing the structure according to the
student's needs.
I'm not overloaded; I'm given a lot of freedom with course
content.

Small Classes:
As a teacher, I like the small class size.
Working with and teaching small numbers of students.

ABC Staff:
People that I work with in the ABC program.
The holistic evaluation (ABC staff persons) vs. quantifi¬
able pre-and post-test evaluation.
Get support from ABC not the English Department.
I have access to staff in ABC program; quick responses to
any question.

Students:
Students can get study skills help.
Students are motivated to accomplish something.
My students who teach me lots of good stuff.

Other:
Availability of Writing Center computers.
We have the advantage that we are not brand new in the
program (long-term employment).
The structure.
There are four of us who concentrate on
developmental education, minus the English Department, who
is separate.
We rely on each other for feedback.
I've never felt frustrated with the program.
I think I am good at this job.
I work hard.
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Question #2
What is keeping you from being more effective in your
position here?

Stakeholder: Clients-Older Students
Soft Approach:
I don't like the "soft approach" of teaching; the
instructor treats us like babies.
I realize that the program is designed with a "soft
approach," but it isn't a good enough approach for me.
Study Habits:
Once I developed study habits, I felt ABC was effective.
I didn't have study habits; I wasn't used to being in a
classroom.
Nothing:
Nothing to report.
Nothing to say.
Nothing to report at this time.
Nothing.
Nothing.
I have nothing to say.
I don't have a problem with ABC at all.
Other:
What kept me from being effective was having been out of
school for so long.
"Restricted Entry" is a pain; if a person isn't one of the
first ones in s/he doesn't have a chance of getting in.
In the classroom, the instructor rushed through things that
I needed more clarification on and took too long on things
I didn't need.
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ABC got me boost in math until I didn't need their services
any longer.
Now, I am doing great in math.
Individual attention is more conducive to my needs.
TAG Math aides are not effective; there are too many people
and not enough tutors.
Stakeholder: Clients-Disabled Students
Others
Managing my time in a way that isn't always effective.
Nothing to do with the program.
Nothing.
Stakeholder: Clients-Native Americans
Personal:
Some personal problems, but academically I am doing pretty
good.
The only thing is me.
I am lazy about some things and
over-zealous in other things, especially classes.
All ABC can do is give you advice.

Its all up to you.

Others
My age.
I've been out of high school quite awhile. I had
to learn everything all over again.
Day care is a big problem.
There have been times when I have gone in and they have
been busy.
They need help.
Mary Lukin, as the Director,
has many jobs and can't be expected to see all the students
who want to see her.
I don't see anything they do that could hinder anyone.
When I need a tutor, I go to Dan (Voyich).
The ABC program
wanted you to go through their study skills workshops and i
already took a class for that.
Because of that I never
went over there for a tutor again.
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I usually meet with Mary Lukin, but I just haven't needed
them recently.

Stakeholder: ABC Staff
Lack of Privacy/Office Space:
We need to fix the physical office! We have no privacy.
Students ought not to feel like everyone can hear them!
We
need real doors and walls, but because money is the issue,
there is no way we will get these facilities.
The
University was generous enough to give us what we have.
Need more privacy with clients.
Budgeting:
Politics.
Because the program is federally funded we are
required to stay tight within the regulations.
Job needs to be full-time from one funding source.
Personal:
At this time, not having a higher degree within this
setting is detrimental.
But with my experience and my
reputation, I have been able to counteract that.
Another problem is that I am not a good delegator (but I
have gotten better).
For example, students used to depend
on me being a resource person with their housing problems.When they used me as a resource person it interrupted me.
So I trained people to answer the common questions so that
I wouldn't have to be there.
This makes me more effective
in other ways.
By training others to take responsibility
for what I had originally done I am delegating properly.
A
lot of the time, however, I'll just do it because it is
easier for me to just do it, rather than lay out the ground
work — when things have to be responded to quickly.
We have a really good network.
I can't do everything,
therefore I set priorities of what I can be involved in.
More importantly, I'm not feeling guilty about not doing
everything.
"Unless you take care of yourself, you can't
do anything for anybody else".
Initially I have to deal with: 1) being and Indian women,
and 2) the misconception that I was given the position
because I was a minority plus a woman.
The attitudes
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expressed make me seem like I'm proving myself, but I've
now been here for a long time.
Sometimes I feel that I am
an Indian woman, filling quotas for committees.
I feel
like I'm being called on to be the expert (Indian things,
woman's perspective).
According to somebody, I am not as effective as I could be
because I am abrasive, sharp, and demanding.
On the other
hand, through networking I had feedback that states...!
deal with a situation, and then move on. I can be this way
intentionally.
I have shortcomings too, that I have to deal with.
Others
More concentration (to retain) into the basic reason why we
are here.
Being computer unfriendly, which is difficult when you have
to work with people.
Leaving in two weeks — husband obtained employment
elsewhere.
Time, because I have a lot of duties.
take up a lot of my time.

Some days students

The program makes a big difference.
It helps the student
work within the system (university) and the student learns
how the system works.
The students who are eligible for the program are very
successful.
At least those I deal with.
More say or give more input into the program to make me
more effective.

Stakeholder: Tutor
Bureaucracy:
Not many students seek tutors because some complain that
the office is too bureaucratic.
It take two weeks to get a
tutor and a lot of paper work.
We don't have the funding to help one individual student
that's falling behind the group tutoring session.
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Students are evaluated for "no shows" or they must visit
the tutor's supervisor in order to remain in the program.
Other:
The students not studying or doing their assignments.
The tutor taking advanced courses and knowing more than the
level being taught.
This leads to inefficiency.
If you tutor more frequently, you learn to tutor better.
I'm inefficient because I'm doing research at the same
time.
I have trouble relating with students who struggle with the
very basics of Math...my methods don't apply to those
students.
For example, a student who is having a problem
with basic multiplication tables.
I worked there (ABC) last term and started this term.
I've
only helped a couple of students and they did quite well.
Understanding where the students are in lectures/class or
in the book.
Stakeholder: Instructors (University)
Budget:
We need more money for computers, for more tutors specially
trained in writing in order to help remedial writers.
I wish there was more money to take care of disadvantaged
students.
Other:
I don't like my setting (classroom) in Roberts Hall.
It
limits use of an overhead, the classroom has an echo, and
as a small group, we can't fill the space.
I wish all writing classes had access to the computer
writing service.
Hard to answer, I think I am being effective.
Lack of time.
of us.

There is not enough hours in the day for any
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There are things I have no control over such as abusive
spouses, alcoholism, rotten home life of students.

Question #3
Letting your imagination run free, if you could do anything
you wanted to about your situation here, what would you
want to do?
Stakeholder: Clients-Qlder Students

Need More Tutors/Instructors/Classes:
There should be at least two instructors per class.
Put alternate times on the weekly meetings for those of us
with children who can't meet at the one designated time.
When a group of students from a higher level class needs a
tutor, have more access to getting a tutor through ABC
rather than being sent to ASMSU and getting the run-around.
By the time we visited all people involved, it was too late
to even have a tutor.
Have more one-on-one tutors; there aren't enough.
More one-on-one tutors for Students Over Traditional Age
(SOTA's).
One-on-one instruction.
For speech, we need an 002 or 003 Speech class; it would
alleviate some of our anxiety.
They usually just deal with major subjects; they should
diversify.
The only improvement is to have more tutoring for different
courses, such as Engineering, Physics, etc.
Have tutoring services through ABC during summer sessions,
although I don't believe they have the funding.
Need tutor services available for all classes—not just
specific ones—or at least have study group sessions.
Have more money for tutors.
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Physical Facilities:
Have more rooms for tutoring.
I*d like to have more privacy when I go to the office.
Make the tutoring room larger or have more rooms available.

Nothing:
Nothing to add.
Nothing.

Other:
Make class sizes smaller.
Have ABC advertise more and let people know of their
services.
Give older students a little more time to take ABC class
exams.
ABC needs to let me know what my rights are as a student.
When selecting classes, be able to go to ABC for assistance
in addition to going to the department advisor.
It's too bad you have to qualify for this program.
It
needs to be opened up to other students—those who need
extra help.
During the week of orientation, allow ABC to spend more
time talking about their program.
Since ABC, ASMSU, and other MSU departments are all
involved with tutoring services, you'd think they would
work together.
Implement other instructors; it's not my fault if I can't
identify with a certain instructor.
I realize I'm not
always going to identify with others, but I'm not progress¬
ing as quickly as I wanted.

Separate Older Students:
Have two summer orientation sessions specifically for older
students—the one gets filled too quickly and SOTA's get
placed in with younger students.
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Separate older students in special classes; we have needs
separate from those of traditional-aged students.
Stakeholder: Clients-Disabled Students
Others
Tutors need to be in touch with courses they're teaching.
For example, the guy who tutored me was good at math, but
not up with the subject area I was in.
I'm not good on these kinds of questions; I don't know.
Nothing, really.
Stakeholder: Client-Native Americans
Don't Use Its
I'm glad its offered.

I've just never used it.

I have nothing to base an opinion on, but as far as using
the tutors, I pack them around like a trusty sidearm in
bear country, as a last resort.
I always have them.
I don't have any experience with their tutors or tutorial
situation, other than 005 (Math).
It was about as
effective as they could make it in dealing with the number
of students they have.
Budgets
They could provide better support services for single
parents especially through finances.
They could get me more money.
Follow-ups
I would like to see
still doesn't pass,
off with a tutor or
could be worked out

if a student goes through a class and
that ABC takes you in and starts you
works with the instructor, so problems
the next time around.

I think its important that they do more student follow-up.
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Resources:
They should have more space.
The computer should be open to the student or they should
provide computer services.
Them, being a tutor program,
computers would be the way to go, I think.
ABC Staff:
Hire another person.
I feel more comfortable with Mary
Lukin and Susan (?), than any of the others.
They should have at least one male counselor in there.
Tutor/Cultural:
I think Indians have a translation-type deal (problem) as
opposed to a learning disability.
If they had a program to
correct this or help it, this would be nice.
Better tutors or smarter tutors.
The (tutors) don't know
how to answer me or they don't understand my questions.
I
think its something to do with being an Indian and they're
not. (Several responses similar to this were made off the
record)
Other:
I wish I had a counselor by my side to tell me when I'm
going astray.
Sometimes I just need a stick to keep me
going on the right track.
Don't lose the personalized instruction that they have.
I would not make study workshops a requirement to use their
services.
I would make it an option.

Stakeholder: ABC Staff
Program Expansion:
I think sometimes we need more classes—Math and English
both, (however), more English than Math, but math also.
Like to require (all) students to do some of the things we
do in this program i.e. students who need help writing
should be required to take a writing class.
This would
leave us with better prepared students.
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The only think I would say is it is quite effective, but
too limited. I would like to see these services provided
to more students. Other students could benefit from these
services.
Financial:
Need unlimited funding to attend more conferences.
There are pros and cons to relying on "soft money" —
federal funding. This does not lead to a feeling of
stability. Fiscally we have increased more than other
units on this campus since 1982.
(Increased in federal
funding, where state funded projects have had decreased
funding.)
Need a higher salary.
Teaching:
Advising and teaching should be evaluated.
not be so stressed at this college.

Research should

With the Math Placement Center — people write a test, then
the student is recommended to a certain level. But is not
required to start at that level. Students would be
required to start at the level recommended. This may lead
to some misplacement, but in the long run, it will save the
student time and money.
Administrative:
I am completely satisfied with what I am — being in the
position as long as I have, has allowed me to fine-tune
things (not mundane things — we don't allow ourselves to
just be complacent). Our jobs are routine in one way, but
this allows me (and fellow workers) to branch out and
develop skills in other areas. Sometimes I have to push
co-workers. But, having contacts expands our resources.
In regard to our jobs, they are routine, but we do make
changes.
It is because of this routine we are allowed to
branch out. If we were starting the program over every
year, we would not be able to improve. Through the
program's longevity we have developed a stronger program,
we're not just keeping things going.
I do what I want to do. There are limitations i.e.
organization where the program is places some limitations,
but through networking I have access to anyone I want or
need on campus.
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Feel more freedom to add my ideas to the program as they
pertain to me.

Others
Wish for a better memory.
Restrict registration until you have the required English
and Math.
Have all the students responsible enough to check in
without us tracking them.
Difficult question because I see us doing such a great job
More training.
It is available but never attended.
More
training is needed to be more effective.
Also to allow me
to see where our program fits into other programs with
similar substance.

Stakeholder: Tutor

Specific Classes/Personal Preference:
I would sure like some help when tutoring students with
problems in basic Math, i.e. multiplication tables.
Basically, I'd like to tutor classes that are going to be
on the MCAT.
I would like to have a better choice of classes that I
would be tutoring.
I'd like to tutor organic chemistry, general chemistry 131
physics 205 and 207, physiology, and general biology.

Resources:
To have, on reference, the textbooks for each class in the
library or somewhere.
Personal copy of textbook.
We need more available time in tutoring room that has the
chalkboard.
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One-to-One Tutoring:
In certain cases, I'd like to see individual one-on-one
tutoring sessions.
I would like to have more one-on-one group sessions.
Other:
If I have time, attend lectures to help students more.
As far as I know, its (ABC) successful.
I don't know much about the program.
Stakeholder: Instructors (University)
Computers:
We need additional computers and space.
We need to schedule one class to the computer room once per
week each for two hours.
We need more computer access time for us as a class/group
(each quarter).
We need more computer time and access each quarter.
Prejudice/Cultural Background:
Change the prejudiced view of people: "dumb", "categorize",
"elitist".
Recruit some kind of person/program that would help me
understand students with physical disabilities or cultural
differences better.
I felt stupid not knowing these
things.
Writing Sample Test:
We need more money so more students could take the Writing
Sample test upon entrance at MSU.
I'd like to see every new, incoming student to MSU take the
Writing Sample test vs. only certain students.
As a result of the Writing Sample test, all incoming
students could see whether or not they were eligible for
ABC.
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Others
There are a lot of students who haven't developed
(a) writing skills, (b) thinking skills, and (c) living
skills—social skills.
We need to prepare students for
better thinking and impact more students.
If I could, reduce tension in the main office.

(ABC office)

Native American Studies (Dan Voyich) is great. He helps
the students fill out forms.
I call up Dan to isolate
problems. He is incredibly supportive.
Just keep growing.

(ABC)

I'd like to see college credit for 001 courses applicable
toward graduation—the courses would then be more meaningful
to students.
Question #1
What do you think is the significance of the Advance By
Choice (ABC) program at MSU?
(University Administration
and Support Services only)

Stakeholder: Student Support Services
ABC Director:
I respect the things the Director has done for Indian
students.
It is obvious, to me, that the Director loves his/her work
and the students speak highly of him/her.
Remedial Services:
The program is significant because it's a gesture towards
remedial students.
No other place can a student get remedial help.
To provide opportunities to obtain tutoring in Math and
English.
ABC is the primary academic assistance program at MSU.
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Targeted Groups:
ABC plays an important role for Native American and SOTA
students.
It's a program available to assist first-generation
students and those students in need of help.

Other:
It helps MSU's retention rate.
ABC serves a smaller number of students (350-400) than our
department.
This allows ABC to know the student much
better—a closer relationship with the student.
They are effective because of their longevity.
We just provide housing; we don't know which of our
students are involved with the ABC program; we have no need
to know.
Stakeholder: Administration

Benefits Students:
Assist students in the area of remediation.
It's been instrumental in providing additional resources
for students who need them in English and Math.
The impact gets them (students) over the anxiety of
learning.
ABC is one of the first contact points that gives students
a message that MSU is committed to its academic goals.
ABC enables students to learn and instills confidence in
them; students learn to learn.
ABC is significant as assistance because of its focus on
excellence; they don't coddle students.
Instead, they have
the attitude that students should not be excused from
academic rigor, which gives ABC credibility with the
academic community.
ABC also has a student adjustment element to it.
At ABC, students also get cultural identity help in
addition to support in mathematics.
It's been quite
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successful in providing extra support and help for this
group of students.

Retention:
It's an excellent program? it offers a service.
retention program.

It's a

ABC has a tremendous impact on students who would otherwise
not succeed at MSU.
ABC is a valuable program because of the attention they
give to those students who would not have made it otherwise.
ABC is the first line of retention; far fewer students
would be retained and graduated without ABC.
Only comprehensive retention program at MSU to provide
comprehensive services to an at-risk population.
Program is good because of what it provides to the less
disadvantaged students; it retains students and has an
impact on enrollment.

ABC Staff:
Have a close relationship with the staff of ABC? refer
students; it's a two-way street.
This all helps make us
more effective.
ABC provides a warm place for students to come to receive
services and information such as counseling and math/
writing tutoring.
Students aren't turned away or turned off by the staff,
although there is a qualifying criteria to be met for the
federal grant.

Other:
It (ABC) has an impact not only on students, but instructors
and tutors as well.
ABC is a good symbol for educational striving.
ABC is significant because of the commitment it has made to
EEC.
ABC is a vital and essential program at MSU.
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This program is not essential to the functioning of the
University? the University could function without this
program.
If there were no more federal dollars, the
University would still provide the services, but the
quality of those services would be less.
Did not know much about the program to give an interview.

Question #2
What is your subjective assessment of the ABC program? In
other words, how is it doing in your opinion?
(University
Administration and Support Services only)
Stakeholder: Student Support Services
ABC Staffs
ABC has a great staff.
Staff is very responsive to the students.
The staff knows the characteristics of its clientele.
I think the world of ABC's staff.
Their counselors/tutors are skilled.
ABC has problems internally (personality clashes,
moodiness, etc.) and some kind of intervention may be
necessary.
The Director is a powerful leader and good role model for
Indian students.
S/he knows some of the dynamics of lowincome clients.
Do^t Knows
I don't feel I'm informed enough to make a qualitative
assessment of the program.
Not really familiar with this program, but I hear it's
reasonably successful.
Other:
They are providing a service nobody else on campus provides
a specific group of people.
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ABC is also connected to the summer math camps; it reaches
students at an earlier age in school.
ABC does very well; great!

Expansion of Program;
It would be wonderful if MSU could expand services at ABC
for students who don't fit their criterium.
Would like to see institution (MSU) support ABC financially
so more students could use services.
Should be more students who would benefit from the program.
Stakeholder: Administration

Benefits Students:
This program meets the students' needs in a very satisfac¬
tory manner.
ABC is a well-structured tutoring and study skills program.
It assists Native American students in the non-traditional
areas of a Math and English background.
The math, writing and reading components are the only
preparatory courses on this campus for students in need of
help.
All students who take ABC English gain confidence by
conquering their fear of learning and their success rate is
high.

Financial:
It's expensive, but doesn't come out of MSU's budget.
However, it's money well spent.
If providing these services is successful, then maybe we
need to reevaluate the University budget.
Money for ABC
now comes from federal grants.
Would like to have more money available so the program
could be bigger.
I would like to see 40% of MSU student
population use ABC.
Get more equipment for learning and physically disabled
students, i.e., computers.
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ABC Staff:
ABC is doing very well; the Director is good at seeking out
aspects of the institution where she can make an impact.
ABC seems to have a good mix of employees who care about
students, yet don't coddle them, but they don't just throw
them in the water, either.
ABC has a great reputation on campus and, partly, that is
because it is staffed by different people with different
styles and expertise.
Always need more staff.
The Director is very successful in obtaining funds; s/he
should be complimented.
We are very happy with it!
I know the program is managed efficiently.
Staff is hardworking.
Skilled and caring staff.

Not Informed:
Some faculty at MSU don't necessarily know what other
student services exist on campus, in addition to
Admissions, Financial Aids, etc.
I'm not sure many of MSU's faculty/staff know who ABC
actually helps. They may get the idea that ABC only serves
Indian students.

Other:
The English programs are very gratifying for the instructors
who watch students conquer their fear of learning.
Do more directive career planning.
ABC has done a good job of qualifying students so they
don't waste their time on students who don't have the
attitude to be successful.
If it were MSU's money, we'd have better things to spend it
on than remedial levels of English and Math.
Bank of volunteers to serve students who cannot afford to
pay.
The budgetary work is impeccable.
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The Regional Representative had glowing praise for the
program.
In my opinion, ABC is doing very well.
ABC is doing a marvelous job.
I am truly thankful that the program exists on campus.
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CHAPTER FOUR

RECOMMENDATIONS FOR PART II STUDY
The final step to conclude Part I of this study was to
decide what aspects of the ABC program needed further
examination.

After the categorized issue areas were sorted

and typed they were passed on to the Director and ABC
staff.

A meeting was held between the agency staff, Dr.

Carlson, and the researchers for the purpose of gathering
agency input regarding the remaining research effort for
the project and so that the researchers could present their
ideas to the staff.

As a result of the above meeting and

the joint prospectus meeting between the students and all
graduate committee members, it was decided that the
following issue areas should be further examined by the
researchers.
1. Cultural communication problems between Native American
clients and ABC staff, tutors, and university
instructors.
2. Retention success of the ABC program.
3. Development of a budget proposal that would express the
optimum resources needed to improve the effectiveness
of the program.
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A thorough examination of ABC's current budgeting
process and an alternative method of budgeting is examined
at length in Part II of this document.
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PART II
STRATEGIC PLANNING: A RATIONAL BUDGET PROCESS
FOR THE ADVANCE BY CHOICE PROGRAM

63

CHAPTER FIVE

INTRODUCTION
As noted in Part I, ABC's stakeholders frequently
suggested that more funding was necessary to meet the needs
of their clientele.

Suggested use for additional funds

included hiring a wider range of teachers (i.e., those
having differing teaching deliveries), more tutors, and
more ABC staff.

In addition, numerous requests for added

funds were tied to capital expenditures, i.e., moving to
another facility or remodeling present facilities and
acquiring numerous computers for both ABC staff and
clientele.
The stakeholding responses seemed to suggest that
acquiring more funds could resolve any perceived problems.
It will be argued here that the difficulty is not just lack
of funding, but the methodology behind the ABC program's
present budgeting process.

Presently, funding requests are

considered in a fragmented, item-by-item manner that
discourages
1) analyzing whether or not a program should
change its present practices,
2) deliberate ranking of program priorities, and
3) purposive allocation of resources.
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The budget decision-making process can provide a
unique opportunity for program directors.

The author of

this professional paper maintains that an alternative
budgeting process that involves strategic planning would
assist ABC management to (1) better control the program's
destiny rather than following the lead of their fellow TRIO
managers (which will be defined later in this paper to be
the federal parent or "umbrella" program of the ABC
program),
program,

(2) perform an objective evaluation of their
(3) assess the program objectively by determining

the program's strengths and weaknesses, the strategic
direction of the program, and the present environmental
trends,

(4) develop a budgetary option mindful of present

issues and concerns held by program staff and clientele,
and (5) prioritize the program's projects conscious of
(a) the environmental trends surrounding the program,

(b)

planning for the future, and (c) a realistic fiscal
ceiling.
The ABC program currently uses a line-item budgeting
process that is incremental in nature and does not require
any form of planning assessment of program objectives in an
ongoing or systematic manner.

However, this does not

reflect negatively on the ABC program.

Line-item budgeting

has long been the preferred method of budgeting at all
levels of government as well as private institutions.
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There is also a long history of attempted budget reform and
the reasons for this will be spelled out in Chapter Six.
Chapter Seven presents ABC's present budgeting process: its
history, its link to the federal government and its diffi¬
culties.

Chapter Eight outlines the initial steps that the

ABC program should take toward the attainment of a more
rational budget process: determining environmental trends,
assessing institutional strengths and weaknesses, and
determining a strategic direction.

Next, Chapter Nine

discusses how the author of this study outlined an optimum
budget and suggests how the ABC program can rank their
program projects to establish a more strategically directed
program.

Chapter Ten addresses the second major problem

that the ABC stakeholders voiced; the relocation or
remodeling of present ABC facilities.

Finally, Chapter

Eleven presents a synopsis of all recommendations necessary
to implement a strategic planning budgetary process.
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CHAPTER SIX

AN OVERVIEW OF BUDGET REFORM
Literature Review
Proponents of budgetary reform suggest that the
budgeting process should be the principle strategic instru¬
ment in the tool kit of the public manager (Wamsley and
Hedblom, 1983).

However, it is widely held by budget

reformers that the predominant method of budgeting, the
line-item budget, is hardly such an instrument.

Rather it

is marked by incrementalism and predictability and is
devoid of any meaningful analysis.
Despite the criticism of this method of budgeting, it
was the first basic budget reform adopted in the United
States and is the principle method of budgeting used by
both private and public agencies.

Moreover, it is the

federally required method of budgeting for the ABC program.
It is the intent of this chapter to examine the line-item
method of budgeting and all four subsequent reform attempts
for the purpose of recommending a change in the ABC
program's budgeting process.
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Line-Item Budgeting
The categories contained in a typical line-item budget
include personal services (salaries, wages, contractual
services, benefits), operating expenses (travel, supplies,
printing and reproduction, rent, utilities, etc.) / arid
equipment.
Line-item budgeting was established by the Federal
Uniform Budget and Accounting Act of 1921.

Prior to this

time, there was no uniform method of budgeting or
accounting for the expenditure of funds.

All federal

agencies adopted their own systems and neither the
President nor Congress had any control over this process.
The 1921 Act was a result of the progressive reform
movement that grew out of the perceived widespread
corruption in government in the early 20th century.

The

1921 Act established a standardized budgeting and
accounting system for the purposes of controlling public
programs and to prevent corruption.

This method of budget¬

ing quickly spread to both municipal and state governments.
The line-item budgeting process is often promoted
because it is thought to be the simplest approach to
budgeting (Muston, 1980).

This form of budgeting provides

for excellent control of resources, ensures that funds are
used for the predicted project, and protects fiscal
resources (Babunakis, 1976) .
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Schuh and Rickard outlined why governmental entities
prefer the line-item budgetary process.
For one thing, they are easy to understand.
It
does not take much of an accounting background to
understand the concepts underlying line-item
budgets.
Second, they are easy to construct.
Basically, managers make adjustments for
inflation from one year to the next rather than
step back and review the entire operation for
which they are responsible.
Third, for those who
are interested in amassing resources, this
approach facilitates that end.
New resources are
added to a department's budget whenever possible,
without serious questions being raised about
other programs and activities that the department
undertakes (1989, p. 476).
(Emphasis added)
Despite its simplicity and widespread use, almost as
soon as the 1921 Act was passed critics began to press for
further reforms in the budgeting process.

The following

reasons have been provided as appropriate rationales for
additional changes.
First, line-item budgeting is criticized because the
formulation of an upcoming year's budget is usually
developed according to the previous year's budget.

In

affect, line-item budgets tend to repeat themselves (with
adjustments for inflation) with no alternative courses of
action offered to a manager (Schuh and Rickard, 1989).
Second, the line-item budgeting approach has a
tendency toward increasing what is already being done,
rather than questioning the present practice of the program
or what the program should be doing.

In other words,
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programs are not analyzed and are quite capable of becoming
static.

Additionally, Babunakis states in his book

entitled Budgets that oftentimes, if a program is getting
on in years, even though the original objectives and goals
for procuring funding are still used, they may be obsolete
for the present program (Babunakis, 1976).
Third, the line-item budgeting process does not
encourage long-range planning.

Since, as mentioned above,

budgets tend to repeat themselves after adjustments have
been made for inflation, the manager is not encouraged to
estimate a program's budget requirements beyond the next
fiscal year (Babunakis, 1976).
Fourth, line-item budgets encourage competition for
funds.

It is Babunakis's opinion that departments strive

for as large a resource allocation as possible, regardless
of whether the resources are being well spent or if there
is any duplication of services by other departments.
Traditionally, each program protectively prepares its own
budget request, without trying to collaborate.

Moreover,

the protective preparation of unitary budgets promotes
ignorance of the present activities being offered by other
programs (Babunakis, 1976).
Fifth, the extreme control emphasized in line-item
budgeting limits managerial flexibility, which most
managers feel essential in most management situations
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(Lynch, 1985).

Additionally, the recording of all trans¬

actions for every line-item is cumbersome and requires many
employees, even in the era of the computer.

As a result of

the government's stress on fiscal control, many of the big
policy decisions tend to be ignored.

Thus, the government

tends to become less responsive to the problems of society
(Lynch, 1985).
A discussion of the successive budgetary reforms that
have been attempted since 1921 in order to address the
above concerns follows.
Performance Budgeting
Originally, budgets were used to compare the present
budget's funding with the budget of the previous years.

In

the era during which this budgeting procedure was
implemented, the central budgeting offices predominantly
strove for strong spending control (Wamsley and Hedblom,
1983).

However, the Hoover Commission of 1949 expressed

its belief (in the Accounting Procedures Act of 1950), that
the budgeting process could be used as a management tool
(Wamsley and Hedblom, 1983).

The Commission felt that the

budget document itself would be a more understandable and
usable document if the concentration of the budget document
was reconstructed and compiled along the lines of work
programs and functions rather than things acquired.
would provide a more analytically useful document.

This
They
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felt that a performance budget would "facilitate
congressional and executive control by clearly showing the
scope and magnitude of each Federal activity" (Hoover
Commission Report, as reported in Mosher, 1976, p. 209).
Although this was a shift toward activities that a program
performed, one still had to surmise why activities were
being carried out (Wamsley and Hedblom, 1983).

A long

lasting "albatross around the government's neck" that
resulted from the Accounting Procedures Act of 1950, was
the federal government's emphasis on efficiency.

Moreover,

this reform was short lived.
Planning, Programming, Budgeting System
What Allen Schick refers to as the "third stage" of
budgeting reform was the development of program budgeting
or PPBS (planning, programming budgeting system)
1966).

(Schick,

Program budgeting changed the focus of the Bureau,

of Budget from "... activities, outputs, products, and
efficiency to functions, objectives, outcomes, and effec¬
tiveness" (Wamsley and Hedblom, 1983, p. 335).

PPBS was

concerned with the objectives or purposes that a government
entity was to perform.

Program budgeting consists of five

components: "identifying goals, analyzing current programs,
developing a multiyear plan, analyzing and selecting alter¬
native programs, and evaluating programs"

(Schuh and
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Rickard,

1989, p. 477).

Reformers thought that the PPBS

reform would bring greater rationality to the public
policy-making process (Lynch, 1985).
major flaws:

However, PPBS had two

(1) it was difficult to perform an accurate

cost benefit analysis to determine a program*s exact value
preference, especially when the objectives of the program
were nonquantifiable, and (2) it was difficult to implement
program changes if the program dissolution would constitute
political suicide.

PPBS was based on rational decision¬

making, not on politically astute decision making (Wamsley
and Hedblom, 1983).

This reform was implemented during the

Johnson Administration and was also relatively short lived.
Zero-Based Budgeting
Unlike PPBS which emphasizes planning, zero-based
budgeting (ZBB) is similar to performance budgeting in that
it is concerned with managerial efficiency.

However, ZBB

shares PPBS's concern for the analysis of evaluating alter¬
native methods of program delivery (Wamsley and Hedblom,
1983).

Moreover, ZBB's evaluation approach is meant to

involve lower level managers (Wamsley and Hedblom, 1983).
For example, ZBB uses lower level managers so that several
alternative budgeting options can be constructed? lower
management determines what types of services can be offered
at separate funding levels.

Usually, three different

levels of funding are calculated: minimum, current, and
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optimum.

ZBB was introduced into government by President

Carter in 1976 and was also short lived.
Strategic Planning Budgeting
In the early 1980's the development of "strategic
planning" was the latest budget reform effort.

Strategic

planning is praised because it "focuses on the activities
of the organization with environmental demands, emphasizing
flexibility and responsiveness to changes in the environ¬
ment,..." (Schuh and Rickard, 1989, p. 465).
Strategic planning emphasizes the importance of
planning in the budget process.

More importantly, strategic

planning stresses the need for programs to learn to manage
rather than administrate their program.

The difference

between the two terms, management and administration, are
outlined by Richman and Farmer in the following manner:
Management involves strategy, innovation.
initiating and bringing about change, creative
problem solving and decision-making, actively
seeking other alternatives and opportunities,
negotiating, resolving conflicts, dynamic or
active leadership, diplomacy, statesmanship, and
a high degree of risk taking and entrepreneurship.
Administration implies more routine decision¬
making and operations. and the implementations of
goals, priorities, and strategies, usually
determined by others.
It is more concerned with
following predetermined policies, procedures, and
regulations.
It tends to be much more adaptive,
passive and reactive than management, and it is
much more of a closed system concept primarily
concerned with internal efficiency and
operations.
It is also more concerned with
internal monitoring and control than with
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external environmental change and strategic
planning (1974, p. 14 - 15).
(Emphasis added)
The common elements stressed in the planning process
of strategic planning have been identified by Schuh and
Rickard in the following manner:
The elements include examining critical trends in
the environment and assessing threats and oppor¬
tunities, assessing institutional strengths and
weaknesses. determining strategic direction based
on the institutional mission and assessment of
opportunities and strengths, establishing program
priorities. and reallocating finances from lowpriority programs to high-priority programs
(1989, p. 467).
(Emphasis added)
Strategic planning emphasizes that a program should be
sensitive to environmental trends affecting one's program.
By environmental trends, strategic planners mean that a
program should focus on broader institutional goals rather
than just focusing upon unitary program goals.
The second step in strategic planning consists of
assessing institutional strengths and weaknesses.

This

means that one determines what is done by the program, why
it is done, how well it is done, as well as how services
are organized and funded (Schuh and Rickard, 1989).
The third step in the strategic planning budgeting
process is determining what strategic direction a program
should choose, in other words, determining whether or not
one wishes to accept the present environmental trends and
whether or not one chooses to do something to address the
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current problems.

Deciding whether or not to address

present environmental trends is up to the individual
program.

No program has to address environmental trends,

but this should at least be a consciously made decision.
The fourth step in strategic planning is establishing
a program's priorities according to the following questions:
(1) Is the program function essential or peripheral to the
institution's mission?

(2) Does the program in question

consistently maintain a high standard of excellence?
(3) To what degree is the service that is provided by the
program available outside the institution?

(4) What are

the client, institutional, and social demands for the
services provided by the program?

(This may be determined

by the number of students served, the number of visits,
etc.)

(5) How effective is the program in providing the

most service for the least money? (Pillinger and Kraack,
1980) .
The fifth and last step in strategic planning is the
reallocation of finances from low-priority programs to
high-priority programs.

In this step the program takes

into account (1) the environmental trends,

(2) the institu¬

tion's weaknesses and strengths, and (3) the strategic
direction the program has chosen.

With all of this in

mind, the program then rates its project priorities in
descending order, so that a program can determine their
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essential priorities.

During this prioritization the

program is ever conscious of the environmental trends of
the parent institution.

Moreover, once a program's prior¬

ities are established, it is possible to determine which
projects should be implemented on a more lengthy basis.
What this means is that the prioritization process can aid
a program in deciding which project should be implemented
according to a one, two, three and/or four year schedule.
This process of implementing projects on a long-term basis
(or long-term planning) is an alternative to overloading an
upcoming budget with exorbitantly priced environmental
trend solutions..

This step aids the program in determining

the feasibility of its program projects, should it
experience a limitation in funding.
In conclusion, various budgeting reforms have evolved
over the years since line-item budgeting was first initiated
in 1921.

Performance budgeting, PPBS, and ZBB have all

been tried at the federal and state levels.

Largely

because of the political context of government budgeting
and other problems associated with the management of these
reforms, none of these three attempts at increasing
rationality in the budget process has been effective.
Strategic planning has not been attempted on any large
scale basis, and there is little information available on
the extent or effectiveness of its implementation.
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However, it appears to integrate the political context into
its process, thereby making it a potentially more valuable
and successful budgetary tool.

Consequently, it is being

recommended here in an attempt to provide more rationality
to the decision making and budgeting process for the ABC
program.
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CHAPTER SEVEN

THE ABC BUDGETING PROCESS
The Advance By Choice (ABC) program appears to be
caught in a double bind.

More specifically, they must

monitor and control expenditures as required by line-item
budgeting while also attempting to achieve certain
predesigned objectives.

That is, the ABC program is trying

to "manage" under a sort of performance budgeting scheme,
but all they have to work with is a line-item budget
(Haines, 1990).

In other words, the budgeting process does

not assist them in a rational manner to achieve their
objectives.
The ABC program initially developed its program in
compliance with the rules outlined by its "parent program"
TRIO.

TRIO is an acronym which has no discernible meaning.

However, the TRIO program is the federal "parent/ umbrella
program" of the ABC program.

Directors of Upward Bound,

Talent Search, Special Services, and Educational
Opportunity Centers are considered TRIO Directors.

The

TRIO program, through their TRIO Directors Manual,
specifically requests that an initial program grant
application and/or a yearly program proposal contain an
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outline detailing their initial program goals and
objectives.

These program goals and objectives are to be

written in broad terms, addressing the following areas:
(1) goals,

(2) objectives,

(3) resources available,

(4) activities needed to accomplish the objectives,

(5) the

percentage of time each staff will work on objectives, and
(6) evaluation of the activities to determine that the
objectives be completed.
Moreover, the Federal Department of Education states
that, when deciding upon future program funding, they will
determine whether or not to continue a program's funding
based upon "evidence of satisfactory progress toward
accomplishing the goals and objectives written in the
original proposal" (Department of Education, ASPIRE, 1985,
p. 13) .
In addition to the aforementioned federal require¬
ments, the TRIO program requests that subsidiary programs—
the ABC program—collect specified data so as to report on
the program's effectiveness to the Department of Education.
This collection of specified data is requested so that
accurate records are kept with regard to all matters
covered under the federal grant agreement.
However, in contrast to the aforementioned federal
requests, which resemble aspects of a form of performance
budgeting, the TRIO program also requires the adoption of
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the line-item budgeting process.

The adoption of the line-

item budgetary process ultimately places the ABC program,
as with most governmental agencies, in a difficult position
trying to "manage" under a sort of performance budgeting
scheme while working with a line-item budget.

History
The TRIO concept comes from the Johnson Administra¬
tion's War on Poverty program.

During the 1960's, Congress

recognized that certain populations had been denied access
to what was deemed "valid participation" in American
society because of race discrimination, segregation and
poverty (Department of Education, Association of Special
Programs in Region Eight [ASPIRE], 1985).

Accordingly, the

concept behind the TRIO program is outlined in the TRIO
Director's Manual:
The concept of TRIO is to provide the young, and
not so young, who for social, economic, or racial
reasons and/or discrimination, have not had the
opportunity to pursue an education, specifically
a postsecondary education (Department of
Education, ASPIRE, 1985, p. 4).
The TRIO program consists of the following array of
programs: Talent Search, Upward Bound, Special Services for
Disadvantaged Students, Equal Opportunity Centers, and Staff
Development Activities.

The aforementioned programs

constitute federal aid efforts for economically
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disadvantaged students (Department of Education, ASPIRE,
1985) .
The philosophy behind the TRIO programs is outlined in
the TRIO Director's Manual.

It reads as follows:

The philosophy behind the TRIO program is that
the traditional education system, because of
inadequate understanding of the needs of the poor
and minority population, denies access to post¬
secondary education to these populations;
further, that a postsecondary education is a
primary tool for upward mobility within our
society (Department of Education, ASPIRE, 1985,
p. 5).
The ABC program identifies itself in their Federal
Assistance Application form (located in their 1987-1990
Budget Proposal) as a subsidiary to the Special Services
for Disadvantaged Students program.

This program is

described in the TRIO Director's Manual in the following
manner:
The Special Services for Disadvantaged Students
Program was authorized by Congress in the Higher
Education Amendments of 1968.
Special Services
is intended to extend the encouragement and
academic support provided by the Talent Search
and Upward Bound Projects to disadvantaged
students who are enrolled in a postsecondary
program.
Special Services Projects provide
academic and other support services including
instruction, academic guidance, tutoring,
personal counseling, and other activities
intended to impact positively on the retention of
disadvantage college students (Department of
Education, ASPIRE, 1985 p. 6).
Additionally, the TRIO program provides ABC with limited
staff training grants and determines the student population
to be served.

In regard to the student population of TRIO
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associated programs (ABC), since 1980 the eligibility for
the program includes only low-income, first generation
college students, and/or physically handicapped (which
include learning disabled).
The TRIO program is funded through the Division of
Student Services, Office of Higher Education Program,
U.S. Department of Education.

In 1985 there were

approximately 1,300 TRIO Projects at 800 institutions and
community agencies (Department of Education, ASPIRE, 1985).
Department of Education
The role of the Department of Education is outlined in
the TRIO Director's Manual in the following manner:
The role of the U.S. Department of Education is
to administer programs authorized by Congress.
This includes the development of regulations
based on the enabling legislation development of
budgets for the administrations request to
Congress for the many divisions under the
Department of Education and administering funded
programs.
The TRIO Programs are under the
Division of Student Services Office of Post¬
secondary Education (Department of Education,
ASPIRE, 1985, p. 10).
The following organizational chart from the TRIO
Director's Manual may aid the reader in understanding how
ABC fits within this organizational scheme.
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SECRETARY OF EDUCATION
ASSISTANT SECRETARY FOR POSTSECONDARY EDUCATION
OFFICE OF THE DEPUTY ASSISTANT SECRETARY
FOR HIGHER EDUCATION PROGRAMS
HIGHER EDUCATION PROGRAM SERVICES
OFFICE OF THE DIRECTOR
DIVISION OF STUDENT SERVICES
-TALENT SEARCH
-HIGH SCHOOL UPWARD BOUND
***-SPECIAL SERVICES (ABC)***
-TRAINING PROGRAM
-VETERANS UPWARD BOUND
-EDUCATIONAL OPPORTUNITY CENTERS
Figure 1.

Organization Chart of United States Department
of Education (Department of Education, ASPIRE,
1985, p. 11).

Division of Student Services
The role of the Division of Student Services is
outlined in the TRIO Director's Manual in the following
manner:
?

The role of the Division of Student Services
Office of Postsecondary Education is to assist in
the following areas:
1. To develop requests for proposals.
2. Collect and process proposals.
3. Read and evaluate proposals for funding.
4. Collect year end performance reports.
5. Monitor funded projects.
6. Provide fiscal, program and procedural
technical assistance.
7. Provide site visitations to assist
projects meet their goals and objectives.
(Department of Education, ASPIRE, 1985, p. 11)
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A Department of Education contact, entitled the
"Senior Program Officer," and the Grants Officer located at
MSU (with regard to this evaluand) are considered by the
TRIO program to be key officials throughout the funding
period of the federal grant.

The role of each respective

individual is outlined in the TRIO Director's Manual as
follows:
The Senior Program Officer:
1. Interprets or clarifies program regulations.
2. Assists with budgetary or programmatic
modifications.
3. Answers general program implementation.
4. Shares new ideas and techniques used in other
TRIO Programs.
5. Evaluation of project performance.
6. Performs site visit when possible.
7. Approves or disapproves requests for program
changes, i.e. (size of project, half-time
directors position, reduction of services and
any other changes requested by TRIO
Director).
The
1.
2.
3.

Grants Officer:
Authorizing budget changes.
Assisting with funding negotiations.
Answering question relating to interpretation
of General Provisions.
4. Allowability of costs.
5. Carry over of funds.
6. Record keeping.
7. Audit concerns.
(Department of Education, ASPIRE, 1985, p. 12)
In addition, the writers of the TRIO Director's Manual
strongly recommend that TRIO Directors (the ABC program
Director) become integrally involved with the budget
proposal process so that they are fully informed of budget
related decisions that affect their programs.

Goals and Objectives
Initially, in 1977, the Montana State University ABC
program grant writers outlined their prospective program
goals in a "Narrative" in the following manner:
The objective of [this] proposal was to provide
developmental instruction in Math and Language
skills, together with counseling and study skills
facilities, for culturally different,
handicapped, and educationally and financially
disadvantaged students (p. 1)
Since 1977, the objectives of the ABC program have
(a) been targeted toward a specified population and
(b) become more specific.

Contained in the ABC program's

1987-1990 Budget Proposal is the following program
description;
Special Services for Disadvantaged Students:
Comprehensive project to identify disadvantaged
students, complete individuals needs assessment,
provide counseling and other services to develop
skills which result in an increased retention and
graduation rate of identified participants
(Federal Application Form).
ABCs'present project goals and objectives are
outlined in their 1987-1990 Budget Proposal, under the
subtitle of "Management Plan."

In addition, a "Work Plan"

is outlined so that ABC's staff have direct guidelines
which are instrumental in providing opportunities for
project participants.

The organization's "Management Plan

objectives are as follows:
OBJECTIVE 1: Identify and select 100 eligible
participants within the first three weeks of the
academic year? identify 225 participants from the
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current Special Services project; establish a
system to inform the University community of
program goals, selection process, and services
available to project participants.
OBJECTIVE 2: Complete an initial assessment of
needs for each 100 new applicants within one week
of their application; determine the level of need
using diagnostic instruments identified in the
work plan and participants' stated needs;
establish a plan with participants to address
identified needs; and develop a quarterly system
for monitoring and evaluating participants'
progress with a minimum of at least two counselor
meetings per quarter.
OBJECTIVE 3: Develop a system for delivery of
activities to meet participants' identified needs
which will include counseling for personal
concerns, advising in academic and course selec¬
tion opportunities; identify academic and course
selection opportunities; identify academic and
cultural events to enhance educational experi¬
ences of the participants; assist with completion
of financial aid forms; explore career, graduate
and professional program opportunities.
OBJECTIVE 4: Identify and enroll 40 participants
in the basic writing course fall quarter, 20
participants winter and 20 participants spring
quarter, and 10 participants for the reading
development course during winter quarter.
(a) 90% of the enrolled participants will pass
the basic writing course; 60% will reach
competency for the University composition course
after one quarter, (b) 85% will pass the Univer¬
sity composition course with a C or better,
(c) participants enrolled in reading development
course will increase their reading comprehension
by at least one grade level within one quarter.
OBJECTIVE 5: Individual Aid Math course enroll¬
ment will total 150 per year.
85% will pass the
Individual Aid Math course; 65% will pass the
University nongraduation credit math course; and
70% will pass the 2 credit College Algebra course
that is required of all MSU students.
OBJECTIVE 6: 100 participants will complete the
six-part study skills series.

87
OBJECTIVE 7: 40% of all participants will
receive an average of 10 hours of tutoring per
year.
80% of those tutored participants will
earn a passing grade.
OBJECTIVE 8: Adapt project services, as needed,
for participants with limited proficiency in
English or with learning disabilities (1986, p.
19 and 20).
(Emphasis added)
In addition to the aforementioned goals and objectives
contained under the subtitle "Management Plan", a "Work
Plan" is outlined for staff that details a yearly schedule,
staff responsibilities, and evaluation methods that are to
be used to ensure the achievement of program objectives.
This "Work Plan" outlines the present reporting system,
time commitment required of each staff member, and a
detailed funding allocation for staff services and
materials to carry out ABC's activities.

The "Work Plan"

is described in the 1987-1990 Budget Proposal as follows:
The Work Plan that follows this introduction
specifies the plan for: (1) identifying and
selecting eligible participants. (2) conducting
an individual needs assessment of supportive
services for each participant selected,
(3) providing activities and services that relate
to the goal of the Special Services program
through the stated project objectives, and
(4) establishing a plan for evaluating the
progress of the project in achieving the stated
objective, for evaluating the effectiveness of
the project in meeting the purpose of the Special
Services program, and for evaluating the effect
of the project on members traditionally under¬
represented groups, and (5) insuring accessi¬
bility of the project facilities and activities.
especially to disabled participants (1986,
p. 21-22).
(Emphasis added)
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The reader should note that both the eight stated program
objectives and the "work plan" are process oriented rather
than achievement oriented.

That is, the objectives relate

more to activities necessary to carry out the program and
things that can be counted, but cannot be used to measure
overall program success—retention of students through
graduation.

Additionally, all of the ABC program

objectives promote what has been in existence since the
outset of the program in 1977, rather than questioning the
program's actual success and present practices.

More

specifically, the ABC program's goals and objectives are
(1) not necessarily considerate of MSU's broader ranged,
institutional goals,

(2) very similar to the originally

stated 1977 objectives and goals, which suggests they are
static,

(3) quantitative rather than qualitative,

(4) not

specifically oriented toward addressing how the ABC program
expects to increase the retention and graduation rate of
identified participants, and (5) not oriented toward
moderate or long-term strategic planning.

Moreover, there

are no program goals or objectives that address the already
discussed concerns found in the Part I study.

This may

suggest that the director did not involve any other staff
when the budget package was being prepared.

Moreover, this

suggests the familiar incremental line-item budgetary
process, where the emphasis is placed upon procuring
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funding regardless of whether or not objectives and goals
are either accomplished or obsolete.
Funding

Multiyear funding and single year funding are the
methods that the Department of Education uses in granting
financial awards.
funding.

ABC has been approved for multiyear

This method of funding is described in the TRIO

Director’s Manual as follows:
A multiyear funding means that the Department of
Education has approved the grant for a period in
excess of twelve months, usually twenty-four or
thirty-six months [thirty six months for ABC].
In order to continue receiving grant funds the
project must show evidence of satisfactory
progress toward accomplishing the goals and
objectives written in the original proposal.
If
satisfactory progress is met, the project will
receive priority consideration in the subsequent
funding cycles, i.e., no new awards will be made
by the Department of Education until all multi¬
year obligations have been met.
The second and
third years of the awards are subject to negotia¬
tion.
Directors will not have to submit a
competitive application for the second and third
year, but will need to submit a continuation
request (Department of Education, ASPIRE, 1985,
p. 13).
The reader must note that the specific statement, "In order
to continue receiving grant funds the project must show
evidence of satisfactory progress toward accomplishing the
goals and objectives written in the original proposal"
(Department of Education, ASPIRE, 1985, p. 13), promotes
the continuance of present services without an analysis of
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method of service.

Moreover, it diminishes the chances of

raising the question, should these services be provided in
a different manner?

In short, the aforementioned funding

restriction promotes the existence of static and possibly
outdated goals and objectives.
Impact of Line-Item Budgeting on Reporting Requirements

Accountability and spending control are key issues
stressed to the ABC Director in the TRIO Director's Manual.
The first two sentences written in this manual under its
budgeting section are: "There is no other tool of manage¬
ment more vital to your success than that of the budget.
It is one place where you are sure to be measured and
required to show the strictest accountability" (Department
of Education, ASPIRE, 1985, p. 57).

The Director of the

ABC program is held accountable for all of ABC's grant
money.

Directors are warned in the TRIO Director's Manual

that as a Director it does not matter if one has an
exemplary program, if one's budget is mismanaged.

The TRIO

program considers budget mismanagement a fatal error in
management and warns that such misguided action will result
in an audit (Department of Education, ASPIRE, 1985).

The

impact of all of this emphasis upon fiscal control can be
seen in the federal requirements.

The TRIO Director's

Manual specifically requests that data be collected and
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maintained on a program's targeted population.

The Depart¬

ment of Education requires that the following data be
accumulated in the form of a statistical report at the end
of each year:
1. the number of students in the project,
2. the criteria used to determine eligibility,
3. the ethnic distribution of the targeted
population,
4. the number of males and females served,
5. the number of physically handicapped served,
6. the number of veterans served,
7. the number of limited English speaking
ability served,
8. the number of successful students,
9. the number of dropouts,
10. the number of students admitted to post¬
secondary institutions and type of
postsecondary institutions,
11. the number of first generation college
students,
12. the number of low income eligible students,
13. the number of students on financial aid
(Department of Education, ASPIRE, 1985, p. 48-49).
The reader should note that the aforementioned data
fails to reflect the quality of services rendered by the
ABC program; rather, it reflects the number of targeted
clientele served.

And, again, these reporting requirements

are consistent with the control purposes of line-item
budgeting.

That is, this data ensures that program funds

are going to the intended target populations.

However, it

should be noted that it would be more useful to know some¬
thing of the quality of the services being provided to
targeted clientele.

Services that ultimately should result

in the achievement of the main program goal, to aid in the
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retention and graduation of disadvantaged students.

It

seems apparent that federal reporting requirements promote
the pushing through of people rather than quality program
services that meet the program's true objective.
Moreover, the data that is federally required of the
ABC program does not facilitate acquiring the information
regarding the present ABC and MSU environmental trends
(defined later in this paper to be the issues and concerns
of both the ABC program and Montana State University execu¬
tives, as opposed to the present focus on unitary program
goals).

Although the investigator realizes that this

requirement is placed upon the ABC program by the Depart¬
ment of Education, this does not mean that additional, more
relevant data should not be collected.

If more relevant

data were to be collected, the ABC program might be able to
more easily discern whether the program's focus requires a
change in direction.

Conclusion
As mentioned earlier, the ABC program suffers from
trying to "manage" and be held accountable under a sort of
performance budgeting scheme, meanwhile, having to work
with a line-item budget.

Furthermore, the Department of

Education's requests to (1) strictly adhere to the
program's originally outlined goals and objectives, and
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(2) collect purely activity oriented, quantitative data
further promotes what is already in existence, rather than
questioning the program's real success.

Additionally, the

aforementioned federal regulations facilitate the continual
reiteration and existence of outdated, static goals and
objectives, which may steer the program's focus on the
number of people served, rather than the quality of
services provided.
Ideally, the budgetary process should allow a director
of a program to (1) aggressively manage the program; to be
in control of the program's destiny,

(2) perform an

objective evaluation of the program, where the entire
program staff has input,

(3) determine the program's

strengths and weaknesses, the strategic direction the
program should focus on, and present environmental trends,
(4) develop a budgetary option which is mindful of present
issues and concerns held by program staff and clientele,
and 5) prioritize the program projects conscious of (a) the
environmental trends,

(b) planning for the future, and

(c) a realistic fiscal ceiling.

In other words, more

rationality should be integrated with the budgeting
process.

94

CHAPTER EIGHT

INITIAL STEPS TOWARD A RATIONAL BUDGET PROCESS
As noted previously, the ABC program, like nearly all
budgeting entities, tries to "manage" under a sort of
performance budgeting scheme, while they are required to
adopt line-item budgeting for fiscal control purposes.

The

author of this professional paper is proposing that the ABC
program attempt to take their required line-item budgeting
process and integrate it with an alternative method that
would infuse more rationality into the budgeting system.
Specifically, it is recommended that strategic planning be
used for this purpose since it "focuses on the activities
of the organization with environmental demands, emphasizing
flexibility and responsiveness to changes in the
environment,..." (Schuh and Rickard, 1989, p. 465).
It must be emphasized that accountability and spending
control will always remain imperative to government insti¬
tutions and programs.

However, this does not necessarily

mean that more meaningful budgetary methods should not be
attempted.

The strategic planning budgeting process, if

carried out properly, facilitates short, moderate, and
long-term planning.

Additionally, strategic planning will
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aid the ABC program in maintaining its stability within its
dynamic environment—the university.
The need for and importance of planning in the budget
process cannot be overstated.

It is infinitely more

beneficial for the ABC program to aggressively manage its
program, rather than to administrate it.

The difference

between managing and administrating a program is that
management involves strategy, innovation, bringing about a
change, creative problem solving and decision-making,
actively seeking other alternatives and opportunities, and
resolving conflicts.

On the other hand, administration

implies more routine decision-making and operations, and
the implementation of goals, priorities, and strategies,
usually determined by other (TRIO) managers.

Administra¬

tion is more concerned with following predetermined
policies, procedures, and regulations.

It tends to be much

more adaptive, passive and reactive than management.
Administration is also more concerned with internal
monitoring and control than with external environmental
change and strategic planning (Richman and Farmer, 1974).
It seems apparent that administration, as such, fits nicely
with the control oriented aspects of line-item budgeting.
The initial common elements of planning which are
stressed in the strategic planning budget process are as
follows:
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1. Examining critical trends in the environment
and assessing threats and opportunities.
2. Assessing institutional strengths and
weaknesses.
3. Determining strategic direction based on the
institutional mission and an assessment of
opportunities and strengths.
What follows will be (1) a definition of the aforemen¬
tioned initial planning elements, and (2) how to use the
planning elements stressed in the strategic planning
budgeting process to mold the ABC program's budgeting
process, so that it becomes a strategic instrument rather
than a ritualistic and static process.

This document may

serve as a catalyst so that the ABC program can develop,
for themselves, a strategically planned budget proposal.
Examining Environmental Trends
In this section of the study the reader will be
provided with (1) a definition of the term environmental
trends,

(2) what the ABC program perceives to be finan¬

cially tied environmental trends,

(3) what my team members

see to be ABC's environmental trends, and (4) MSU's
environmental trends.
Environmental trends are defined as the issues and
concerns of both the ABC program and MSU executives
uncovered through interviews conducted in Part I of this
study.

Moreover, environmental trends tend to evolve from
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changing social, economic, political and/or technological
upheavals.

These environmental trends are held in opposi¬

tion to the present focus of the ABC program—on unitary
program goals.

From the perspective of the ABC program,

monitoring environmental trends requires focusing on the
broader institutional goals as well as unitary program
goals, because the ABC program is not operating in a closed
environment.

They are, however, operating in a very

dynamic, open and changing campus.

This can be exemplified

by the fact that three years ago the "broader institutional
goal" of the MSU executives was how to cope with the
excessive number of students attending MSU (Kemppainen,
1990).

Now, however, the "broader institutional goal" of

MSU executives is to increase the number of new students
while retaining those already on campus (Kemppainen, 1990).
This refocusing of institutional goals has resulted from
Montana's changing demography which has created financial
difficulties for MSU.
Information obtained from Part I interviews provides a
snapshot of some of the environmental threats and
opportunities faced by the ABC program.

The information

acquired through these interviews can be compared to the
work of air traffic controllers who are observing blips on
their radar screen; it is the continuous monitoring of
social, economic, political and technological trends in the
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environment (Schuh and Rickard, 1989).

Threats and

opportunities expressed through the analysis of the
environmental trends create challenges that require
responses (Schuh and Rickard, 1989).
It was discovered through the Part I interviews that
additional funding was believed necessary so that the ABC
\

program could hire a wider range of teachers (i.e., those
having differing teaching deliveries), more tutors, and
more ABC staff.

In addition, numerous requests for added

funds were tied to capital expenditures, i.e., moving to
another facility or remodeling the present facility, and
acquiring numerous computers for both ABC staff and clien¬
tele.

During the initial interviews, most stakeholders

perceived a need for additional funding so that the ABC
program could increase the quality of its present services.
In order to further probe and clarify these responses,
additional interviews were conducted regarding specific
budget expansion and facility relocation and/or remodeling.
In a manner similar to the interview process
conducted for Part I, the first question asked was openended so as to evoke as rich a description of the present
ABC budgeting situation as possible.

Dissimilar to the

Part I inquiry, the second question was structured for the
purpose of ascertaining more specific information regarding
facility relocation and/or remodeling.
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The following questions were asked of immediately
involved staff: the ABC Director, the ABC Secretary, two
ABC Counselors, one ABC Counselor/Tutorial Coordinator, one
English Coordinator, and one Math Instructor:
1) What would your "wish list" be if the ABC
program were to receive unlimited funding?
2) If you had to decide between the ABC program
relocating to another building or staying
here at the Student Union Building, where
would you choose? Why?
The.full text of the interviews categorized by theme is
provided below so that the reader may examine the expansive
nature of the perceived need for additional resources.
Stakeholder Interviews
What follows, under the subtitle contained in the ABC
program's line-item budget format, is a summary of replies
to the question - What would your "wish list" be if the ABC
program were to receive unlimited funding?

Increase Personnel (Staff and Tutors)
I would wish for more money to do individual tutoring.
Currently we have fifteen (15) tutors.
I would like to
have twenty (20) or thirty (30) tutors.
Presently, our
tutors are not paid well, they are paid five dollars
($5.00) per hour.
I would like to pay them six dollars
($6.00) per hour.
I would wish for a second math instructor.
I would wish for more staff. We are "maxed" out at present
(our student to counselor ratio is at a maximum).
We could
increase the number of staff dependent upon the new number
of students we anticipate.
I would wish for more English classes
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Travel
I would wish for more traveling money, so that we could
attend more conferences.
At the present time, when we go
for professional development a lot of the money comes out
of our own pockets.
We make do with less, but it would be
nice to have more.
I would wish for enough money so that we could go to five
conferences per year, per person.
I would wish for
airfare, hotel money and per-diem meals.
We need more
money for all staff travel.
Computer Accessibility
I would wish for hard wire P.C.s on everyone's desk.
Then,
everyone could be connected to the mainframe computer.
It
would eliminate having to send students to chase
information down.
I would wish that everyone was computer friendly.
I would wish for a different computer.
I would like an IBM
computer. Word Perfect software, and a letter quality
printer.
It would be nice if everyone had a computer terminal.
P.C.s would be adequate.
I would also wish for a good
(letter quality) office printer.
I would wish for computers, for all staff members - P.C.s
that hook to the mainframe, IBM or IBM compatible, plus all
the software needed.
If we had computers on our desks that
were hooked up to the mainframe, we would be able to
network between each other.
We could pull up student
rosters immediately, update information, and we would have
more accuracy on student status. We might as well, while
we're dreaming, also supply interconnected ABC computers to
the English and Math Departments!
I would wish for software that did data spreadsheets and
Word Perfect software.
If we all had Word Perfect software
in our P.C.s everyone would be able to type their own
memos, and then, our secretary could clean them up.
I would wish for an increase in computer time.
I would wish for more math lab classrooms (located in
Wilson Hall where the math classes are presently held)
equipped with computers and hands on material - this could
be a joint project between the Math Department and the ABC
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program.
I would wish for an electronic checking - in and
out - device so that a record of attendance could be made.
I would wish for thirty (30) more word processors.
Presently, we only have access to thirteen (13) word
processors at the Writing Center.
I would wish for a space
large enough to hold both the computers and 001 English
students - at the same time.
The computers could be
Zenith, if we were able to start all over again (presently
we have Mackintosh).
Additionally, I would wish to be
hooked up to the library.
I would also wish for Word
Perfect and/or Macwrite software.
I would wish for letter
quality printers.
Additionally, I would wish to have a
tutor in this room all the time so the s/he could assist
students.
The ideal place for this computer/classroom
would be next to the Writing Center.
Finally, I would wish
that all the facilities that I mentioned be only for ABC
students.
They should be allowed access at any time.
[Suggestion by individual for classroom location was the
east wing of Wilson Hall - in the Math Department.]
General Office Equipment
I would wish for a bigger bookshelf.
We need new office equipment. We need more secure filing
cabinets (these are a federal requirement), it would be
nice if they matched.
I would wish for four (4), four (4)
drawer cabinets, and four (4), two (2) drawer cabinets. I
would wish for two more bookcases.
I would wish for "homey" type seating.
I would wish for kitchen facilities.
Supplies
I would wish for an extensive library in everyone's office
for their own specific area.
Five hundred dollars
($500.00) per person, per year, would be sufficient.
I would wish for one half dozen texts per year to be
available at the Indian Club Room for Indian student's use,
until they receive their money from financial aid.
I would
also wish for a half dozen books to be available at the ABC
office.
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Services
I would wish for a "slush fund" to pay for student testing.
The present price of student testing is one hundred forty
dollars ($140.00).

"Other1* Services
I would wish for more windows and light
I would wish for an increase in funds for communication,
including postage and phone.
I would wish for more money for printing expenditures.

Remodeling
I would wish for more available space for tutors.
We used
to have space, but now Student Activities is located in
those rooms.
It would be nice to have the privacy if it
were needed.
At least back then, there were doors to close
when students were in trouble.
I have to admit though that
the Resource Center and Career Services allow us to use
their rooms when students need to talk to us in private.
We have the freedom to move.
I would wish for a new space with privacy.
I would wish for more space.
I wish we could occupy the board room, as we need more
space.
We were scheduled to have the board room space
originally (ABC and the Resource Center).
But, the
Resource Center moved, and in 1983 - 1984 a wall was
erected when some Student Union Building remodeling was
done.
If we took the tutors out of our office space, there
would be more room, but where would the tutors go? Right
now we can listen in on the tutors to see how they're
doing.
It is an easy place for students to meet, and there
is a chalk board there.
If we had a tutoring center or
individual tutors, it would be hard to keep track of
students served. Additionally, it would be more expensive
than two (2) or three (3) students seeing a tutor.
The
present tutoring system that we have trains students to
study together.
I would wish for walls in the ABC office so that there is
more privacy for counselors and students.
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Other Comments
Staff wise, I would wish for a fifty percent (50%)
in wages [I'm just kidding].

increase

I would wish for a lot of things.
However, we have learned
to get thing we require for free.
For example, we learned
to get free texts from publishers.
I would wish to expand, to serve all students - not limit
ourselves to the present target group.
Presently, there are federal guidelines for travel.
The
Director of the ABC program can go to one (1) national
meeting, one (1) regional meeting, and one (1) or two (2)
state meetings.
Full-time professional staff may attend
one (1) regional meeting and two (2) state meetings,
dependent upon what training is offered at the function and
who it focuses on.
Present ABC facility modification has both pros and cons.
Right now, we are able to be aware of what is going on in
the office.
However, the main concern is? if it is not
really noisy, there is no privacy for an upset student in
our office.
This office is good as it is, as long as we
are not breaching a client's confidentiality.
I would wish for MSU to assume some financial responsi¬
bility.
If they developed an Assessment Center they could
evaluate students, find their needs, and propose programs
to meet the student's needs.
Then, ABC could focus on
student's cultural adjustment to a higher educational
setting.
We could focus, not on academic preparation, but
on academic survival.
We could teach students "how to use
the system" - enlighten students as to the questions to ask
and who to ask.
ABC needs to stay small because we have high contact with
our students.
ABC students consists of those that are eligible.
We
provide a very specific service.
But, what we do provide
is in coordination with retention.
In answer to the second question - If you had to
decide between the ABC program relocating to another
building or staying here at the Student Union Building,
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where would you choose?

Why?-- the following replies, in

no specific order, were gathered.
We should stay here.
We are centrally located.
decrease our population (numbers) if we moved.

We would

We should stay here.
All the other MSU buildings are icky.
I just came from Linfield Hall, so everything seems better
over here. We are located in a great location. All
student related activities are close by.
We should stay where we are.
Presently it is easy for
students to drop in during their lunch.
Where we are
located makes it easier for students.
If we relocated it
would have to be a really beautiful facility, but fairly
close to the Student Union Building.
We should stay here.
There is a segment in our TRIO
regulations that states that we have to be accessible to
students ["It is important to have your project located,
both physically and organizationally, as close to the
mainstream of the institution as possible" (Department of
Education, ASPIRE, 1985, p. 14)].
In the past we have been
favorably written up [on the federal evaluation] because we
are in the midst of student services and professional
services.
We have a good site, we just need the inside
fixed up a bit.
We should stay where we are.

We are centrally located.

ABC should stay where they are.
They are near the Resource
Center, Financial Aid, and the Dean of Students.
ABC should stay where they are.
The options available
[facility research by the writer of this professional paper
provided three options; Hamilton Hall, the Kellogg Center,
and Traphagen Hall] are not good alternatives.
Hamilton,
you can't get past the first floor, if you are handicapped,
and the Kellogg Center is too far away.
However, I do
believe that each counselor should have his/her own
room/office.
(Emphasis added)
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Summary of ABC Staff "Wish List11
In summary, the ABC staff think that they need the
following if they are to increase the quality of services
delivered by the ABC program:
Personnel
1) additional staff,
2) a second math teacher,
3) more tutors (30) and more funding to pay tutors a
better wage ($6.00),
4) a tutor to supervise the English computer room/lab
room.
Travel
5) more traveling money so that the professional staff
might attend more conferences.
General Office Equipment
6) more computers for the ABC staff and ABC affected
departments, i.e. the Math Department and the English
Department (P.C.s that are IBM compatible, with
hardwire connections, the necessary software (Word
Perfect and Lotus), and a laser printer),
7) an electronic card access system for the math
classroom/lab room,
8) bigger bookshelves,
9) new office equipment, i.e., four (4) drawer locking
file cabinets, two (2) drawer locking file cabinets,
and more bookcases,
10) homey type seating,
11) kitchen facilities,

106

Supplies
12) an extensive library in everyone's office,
13) one-half dozen ABC texts in the Indian Club Room,
14) one-half dozen ABC texts in the ABC office,

Services
15) a slush fund to cover the exorbitant cost of student
testing,
Other
16)

more light,

17)

increase in funds for line-item expenditures, i.e.,
communications, postage, phone, and printing,

18)

remodeling of existing facility for more space and
counselor privacy.

19)

large math and English classrooms/lab rooms in which
to house both the ABC students and the newly acquired
computer equipment.

Recommendations from Other
Members of the Study
Additionally, in the studies by David Kemppainen and
Susan Webber, the following recommendations require
additional resources:
1. We need to increase the funding of the ABC
program so that a counselor, versed in
cultural miscommunication can offer inservice training for both MSU and ABC staff
(Webber, 1990).
2. We need to increase the funding of the ABC
program so that a "buddy" system can be
implemented.
A "buddy" system will be used
to familiarize freshmen, MSU students with
their new environment and aid in the
retaining of ABC program clientele.
A
"buddy" relationship will continue until the
freshmen feel confident in their new
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environment, or until the individual wishes
to sever the relationship (Kemppainen, 1990).
3. We need to increase the funding of the ABC
program so that a financial counselor may be
placed within the ABC staff (Kemppainen,
1990).
4. We need to increase the funding of the ABC
program so that day care facilities may be
provided for ABC families.
The only cost
that the ABC program will incur is the rental
charges for the space.
(This will be
included in the total indirect costs.)
Day
care facilities will aid in the retention of
ABC mothers who, as a result of child care
concerns may have to drop out of the ABC
program.
It should be noted here that if all of these recommen
dations from ABC staff and the study project were funded,
that the ABC program's budget would increase from $197,000
to $642,000.

It is obvious that, while these requests may

be legitimately need based and while they may reflect
environmental trends, some form of rational planning
process must be used to determine program priorities for
funding.
Montana State University's
Environmental Trends
If it is imperative to examine all institutional
environmental trends, then it is necessary to uncover the
environmental trends of Montana State University.
The ABC program is a federally funded grant program;
Montana State University is not involved much with ABC's
funding process.

Because ABC is a one hundred percent
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federally funded program, without any state funds, the
following problems have arisen:
1) there is political jealousy over ABC's
increases in funding, while the state has
been cutting back on the funding of state
sponsored projects,
2) there is apathy from upper MSU administration
toward the goals of the ABC program because
MSU has no financial input/stake,
3) professors are not made aware of the services
being provided by the ABC program because the
program is federally funded and is attuned to
specific clientele; this results in little
MSU advocacy to make use of the ABC services,
4) the ABC program is not housed in an
aesthetically pleasing environment, and
5) when a MSU-wide retention problem surfaced
and a retention committee formed, no one from
the ABC program was consulted or asked to
join the committee.
Despite any lack of interest on the part of MSU toward
the ABC program, it is imperative, when determining program
affected environmental trends, to include the parent
institution.

The ABC program does not operate in a closed

environment, unencumbered by MSU's political decisions;
therefore, the environmental trends of the MSU population
need to be examined.
Through the initial Part I interviews MSU's environ¬
mental trends were discerned.
1)

These trends include:

the increased concern for financial
stability; resulting in the concern for
increased retention activities.
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2) a need to increase the diversity of
individuals who teach, tutor, and/or counsel
MSU students since the student population is
not culturally uniform,
3) the need to secure funding to provide an
aesthetically pleasing atmosphere to both MSU
staff, students, and "permanent" grant
recipients housed on the MSU campus,
4) the need for financial assistance so that
there is greater computer accessibility to
both staff (MSU and federally funded) and
students, and
5) the need to implement a program which aids
students in dealing with teachers when there
is a personality conflict, or teaching style
conflict.
Ideally, according to Schuh and Rickard, ABC's
environmental trends are supposed to harmonize with MSU's
environmental trends.

In other words, if ABC were using

the strategic planning budgeting process, both their
program's focus and MSU's institutional focus would
coincide.

It is important to note that if the reader looks

back at the ABC program's environmental trends uncovered
through the naturalistic inquiry process, both MSU's and
the ABC program's environmental trends do in fact coincide.
That is, both ABC and MSU are concerned with (1) retention
and graduation rates,

(2) hiring and retaining culturally

diverse teachers, tutors, and counselors,
pleasing facilities,

(3) aesthetically

(4) computer accessibility, and

(5) implementing a program which aids students in dealing
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with teachers when there is a personality conflict, or
teaching style conflict.
Unfortunately, despite the similarity in mission, MSU
has no substantive financial stake in the ABC program.
This may be detrimental to the achievement of MSU's
institutional goals.

Since MSU is not involved with the

ABC program, its benefits are a relatively unknown resource
to the institution as a whole.

If, on the other hand, MSU

were to budget funds to the ABC program, eventually this
might facilitate a better integration of the present
political, social, economic and technological trends of
both the institution and the ABC program.

For example,

this study team was informed through Part I interviews that
MSU is experiencing a campus-wide retention problem.

If

MSU were to participate financially in the ABC program this
might (1) create more open/facilitative communication
lines,

(2) make MSU more aware of ABC's benefits, and

(3) aid in both the ABC program and MSU achieving their
twin goals of retaining and graduating more students.
By using information obtained through the interviews
conducted for Part I and II of this study, the first step
has been taken toward examining the "critical trends in the
environment and accessing threats and opportunities" (Schuh
and Rickard, 1989, p. 467).

Further, this approach has

required the study team to focus on broader institutional
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goals, rather than the more narrow and unitary goals of the
ABC program.

Assessing Institutional Strengths and Weaknesses
The next step in strategic planning is assessing an
institution's strengths and weaknesses.

Assessing

institutional strengths and weaknesses is defined as
determining whether or not a program focuses primary action
on responding to threats and opportunities that affect the
institutional mission (Schuh and Rickard, 1989).

Campus

wide issues are those issues that transcend departmental
and program boundaries such as the ones listed previously
under MSU environmental trends.

The process of determining

institutional strengths and weaknesses inevitably involves
asking the questions of "what is done, why it is done, and
how well it is done, as well as how services are organized
and funded" (Schuh and Rickard, 1989, p. 468).
Previous chapters have delved into what is done by the
ABC program, why it is done, and how the services are
organized and funded.

First, we know that the ABC program

was designed to provide support for "the young, and not so
young, who for social, economic, or racial reasons and/or
discrimination, have not had the opportunity to pursue an
education, specifically a postsecondary education"
(Department of Education, ASPIRE, 1985, p. 4).
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Additionally, we also know that this program was originated
by Congress in the Higher Education Amendments of 1968.
And, that ABC's program intent is to extend encouragement
and academic support to the above mentioned disadvantaged
students enrolled at MSU.

The ABC program provides

academic and other support services including instruction,
academic guidance, tutoring, personal counseling, and other
activities intended to impact positively on the retention
of disadvantaged college students.

Second, we know that

the ABC program is guided by strict federal guidelines and
a kind of performance budgeting management scheme that is
hindered by a line-item budget process.

Third, we know

through our initial investigation that most ABC clients are
satisfied with the services that the ABC program provides.
Fourth, we know how the ABC program is organized and
funded.
This project study inquiry has been able to access
ABC's weaknesses.

Through this study, it has been

determined that ABC suffers from (1) adhering to federal
guidelines that limit the program,

(2) trying to do two

things at once, i.e., trying to "manage" through a kind of
performance budgeting scheme, while being held fiscally
accountable through a line-item budget,

(3) not planning in

a strategic manner past the present budgeted year, and (4)
the fact that federally required data, collected by the ABC
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program, is inadequate for addressing the internal concerns
of staff who, with regard to their program, are concerned
with meeting the needs of their clientele.
All of the aforementioned difficulties/weaknesses
experienced within the ABC program are instrumental in
discerning whether or not the ABC program's present
practices are truly addressing the concerns uncovered in
the environmental trend area of this paper.

Constant re-

evaluation of one's program delivery allows one to analyze
the feasibility of present program services.

Restated,

this means that strategic planning allows a director of a
program to look at present program practices and question
whether or not the initial intention/problem is being
solved, or whether or not there is some action that can be
taken that is capable of attacking the problem.

Strategic

planning ideology is in opposition to the present budgeting
process, which facilitates the continuing of present
program practices without pondering whether a program's
service delivery is correct for the present situation.
ABC's present budgeting process is encumbered, unreactive,
and limiting.

With these difficulties, how can one be

flexible in attending to changing societal, political,
economic, and technological demands?

Determining a Strategic Direction
Keeping in mind the aforementioned environmental
trends and the assessment of institutional strengths and
weaknesses, the next step toward strategic program planning
is determining a program's strategic direction.

Once the

institution wide threats and opportunities have been
discovered, a program manager can decide whether or not to
focus upon the present problems of the institution.

For

example, now that MSU has taken an aggressive stance toward
retaining students, the ABC program can either decide to
address the problem of retention by becoming more involved
in the MSU retention committee, or they can continue to
focus their concern on the targeted population.

Of course,

it must be noted that the ABC staff must be invited to
participate on the retention committee, and it would
behoove the administration of MSU to recognize the twin
goals of the larger institution and the ABC program.

For

MSU, the discussion of the increased importance of student
retention may suggest that MSU executives provide the
necessary funding for a Student Assessment Center.

At this

Student Assessment Center, all MSU students would be
evaluated for specific retention needs.

Then, the student

would be directed toward relevant programs (Lukin, 1990).
If MSU were to perform the aforementioned function - fund
and staff the Student Assessment Center - the ABC program
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could then focus their attention on teaching disadvantaged
students how to cope with their new environment.

This

would alleviate the present pressure on ABC to evaluate
students, determine their needs, and then aid the
disadvantaged students.
The obvious strategic direction for both MSU and the
ABC program is to increase retention and graduation rates
of MSU students.

A further strategic direction for ABC is

to increase the quality of services they deliver so that
retention and graduation rates of clientele may be
increased.
With the problem of retention spanning the entire MSU
campus, quality services throughout the MSU institution
need to be initiated.

If both the ABC program and MSU were

to acknowledge their common strategic direction, perhaps
the ABC program may be able to convincingly argue that MSU
has a responsibility to further fund the ABC program.

Conclusion
We have discovered in this chapter that the
alternative budgeting process — strategic planning —
facilitates examining the critical trends of the
environment and assessing threats and opportunities,
assessing institutional strengths and weaknesses, and
determining a program's strategic direction based on the
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institutional mission and assessment of opportunities and
strengths.

The strategic planning budgetary process

ultimately aids a program in objectively evaluating its
present services and determining whether or not those
services are meeting the needs of students, the
institution, and the surrounding community.
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CHAPTER NINE

FINAL STEPS TOWARD A RATIONAL BUDGET PROCESS
What this chapter considers are the last two steps of
the strategic planning process, namely (1) outlining a
rational and all-encompassing budget which is mindful of
environmental trends and the strategic direction of the ABC
program and (2) establishing program priorities with the
reallocation of finances from low-priority program projects
to high-priority program projects.

This chapter will then

conclude with a synopsis of the pitfalls that might be
encountered through use of the strategic planning process.
This chapter deals specifically with the strategic
planning budgetary decision-making process, assisting the
ABC program in determining whether or not to fund projects
that address the specific issues and concerns of their
staff, clientele, and investigating study team.

In this

chapter we take the rationality (reasons for financing)
from Chapter Eight and combine it with the budgetary
decision process in order to provide the ABC program with
guidance in developing a strategic budgetary decision
process that is more rational and dynamic.
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Outlining an Optimum Budget
An optimum budget is defined in this paper to be a
budget that addresses:
1) any and all responses that were voiced by the
ABC staff and summed up earlier in this
professional paper under the subtitle of ABC
environmental trends,
2) any financially related recommendations that
were stressed in Webber and Kemppainen's
professional papers (1990).
One arrives at an optimum budget through pricing the
aforementioned, be that through an educated guess,
exhaustive investigation and/or third party recommendation.
Contained in Appendix E is the ABC actual 1988-1989
budget and contained in Appendix F is the 1988-1989 optimum
budget that would exist if the ABC program took all of the
interview suggestions for improvements (ABC's "wish list"
and recommendations from Kemppainen and Webber, 1990).
Because the ABC program is required to use a line-item
budget, and because this format is familiar to most readers
(they are easy to understand since no one requires an
accounting background, and they are easy to construct), the
line-item budget format was used when outlining the ABC
dream budget.

(I am afraid that some would call it a

$642,000 nightmare!)
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Summary of Previous Budgets
Table 2 below shows the basic difference between the
1988-1989 Actual Budget and the 1988-1989 Optimum Budget.

Table 2.

ABC's 1988-1989 Actual Budget and 1988-1989
Optimum Budget.
Present
88/89
Budget
Totals

Optimum
88/89
Budget
Totals

$174,498

$336,821

48.2

2,182

9,910

78.0

865

114,841

% of
Increase

1)

Personnel

2)

Travel

3)

Equipment

4)

Supplies

1,880

4,705

60.0

5)

Services

. 0

12,600

100.0

6)

Other

3,175

115,128

97.3

7)

Total Direct Costs

182,600

594,005

69.3

8)

Total Indirect Costs

14,608

47,520

69.3

9)

Total Federal Funds

197,208

641,525

69.3

99.25

It is noted that each of the line -items increases
dramatically.

So, it is this author's opinion that if one

is to "manage" the ABC program, one must learn to establish
program priorities and then reallocate resources from lowpriority to high-priority projects.
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Establishing Program Priorities and
Reallocating Resources
The purpose of arraying an optimum budget is to open
up budget decision making to a wider range of possibilities
than is possible if one ponders only annual increments to
last year's figures.

Having arrayed the possibilities,

however, it is critical to tie each spending proposal to
one or more projects or activities it is intended to
support.

For example, what purpose or program objective is

served by "more homey seating" or travel to a professional
meeting?

Once this is sorted out, a priority ranking of

projects and activities can provide the rationale for rank
ordering the spending proposals (Haines, 1990).
When determining specific project priorities, whether
for the purposes of additional expenditures or reducing
or re-allocating new resources within the overall ABC
program, a careful delineation of criteria is required
(Schuh and Rickard, 1989).

Pillinger and Kraack (1980)

identified criteria integral to determining a program's
project priorities.

These criteria are given and related

to the ABC program below.

It is important to note that the

criteria should be applied to each increase (the wish list
and the study team recommendations).
1)

ESSENTIALITY: Is this project's function
essential or peripheral to ABC's primary
mission?
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2) QUALITY: What is the proposed project's
potential for improving the overall quality
of ABC's delivery of services?
3) AVAILABILITY: To what degree is the proposed
project available within the University
system?
(This is to prevent duplication of
services.)
4) NEED OR DEMAND: For capital expenditures,
will the project result in facilitating
ABC's primary mission? For programmatic
projects, is there a documented established
need for the project that is related to ABC's
primary mission?
. 5)

EFFICIENCY: How effective is the project in
providing the most service for the least
money?

Focusing on and answering these questions facilitate
movement toward the mission of the program, the performance
of the program, the possibility of replacing the program,
the demand for the program, and the efficiency of the
program.

In other words, these questions facilitate a more

inquisitive approach toward present program practices.
Furthermore, a ranking process (reallocating resources
from low-priority to high-priority)

in order of decreasing

preference would recommend where money is best spent, when
the aforementioned decision is made with the main focus of
the program in mind.

For the ABC program, the main goal of

the program is defined to be the provision of counseling
and other services which result in an increased retention
and graduation rate of identified participants.

Normally,

this ranking process would be carried out by all of the ABC
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staff members.

Once ranked, the results would be tabulated

to form a more fully informed budget decision package.
The aforementioned interactive procedure is often
referred to as the Delphi Technique.

The Delphi Technique

is often used for eliciting opinions from a group of
people.

The Delphi Technique reduces the problem of "group

think" and facilitates the involvement of program staff
members in the budget decision process.
Furthermore, an additional benefit that may be derived
from the ranking process is that after a program has ranked
the projects, it is not impossible to determine which
projects should be implemented on an a more lengthy basis.
What this means is, the prioritization process can aid a
program in deciding which project should be implemented on
a one, two, three and/or four year plan.

This more lengthy

process is an alternative to overloading an upcoming budget
with exorbitantly priced environmental trend solutions.
The process of establishing program priorities and
ranking the program projects facilitates making a meaning¬
ful decision upon the adoption of naturalistically
acquired, environmentally conscious, strategically directed
program projects.

In other words, the strategic planning

budgetary process is in opposition to the present ABC
program budgetary process, since the present ABC budgetary
process tries to "manage" and be held accountable under a
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sort of performance budget, while still working with a
line-item budget.

And, as we know, line-item budgets

promote the reiteration of static objectives and goals, the
non-analysis of program value, and the tendency to continue
doing what is already being done.

The proposed strategic

planning budgetary process, however, would provide more
rationality to the budgeting process.

Unfortunately, one

must be warned of the pitfalls of the strategic planning
process.

Pitfalls of Planning
Schuh and Rickard believe if one is aware of and
realistic about the planning process, one has a greater
likelihood of success.

Some of the problems associated

with planning are as follows:
1) The process may become too lengthy and
complicated.
2) The process may become more important than
the results.
3) The plan might not be linked to daily
operation and thereby fails to make sense to
staff (Schuh and Richard, 1981).
Conclusion
It is my opinion that the implementation of a
strategic planning budgetary process would provide more
rationality to the ABC budgeting process.

Moreover, it
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would make the budgetary process a strategic instrument
rather than a ritualistic and static process.

The last two

steps of the strategic planning process allow for the
questioning of present program practices and the new
establishment of project priorities.

These last two steps

of the strategic planning process facilitate the program in
planning for environmental trends and being instrumental in
the dissolution of institutional threats.
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CHAPTER TEN
OFFICE SPACE NEEDS AND RECOMMENDATIONS
From the initiation of this study it was apparent to
the author that something had to be done in the ABC office
to (1) provide privacy for ABC staff when counseling and to
(2) provide an aesthetically pleasing atmosphere.

Most

notably, throughout our original Part I interviews, many
replies were centered around facility relocation and/or
remodeling, due to the problems mentioned above.

Examples

of the concern about present facilities were articulated by
both ABC staff and clientele in the following manner:
We are kept from being more effective because of
lack of privacv/office space.
We need to fix the physical office!
privacy.

We have no

Students ought not to feel like everyone can hear
them!
We need real doors and walls, but because
money is the issue, there is no way we will get
these facilities.
The University was generous
enough to give us what we have.
We need more privacy with clients
I'd like to have more privacy when I go to the
office (p. 32 and 43 of our prospectus).
(Emphasis added)
The need for moving the location of the ABC facility
to another building, or remodeling the present facility,
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was further substantiated when the Regional Representative
for Higher Education Programs, Mr. Norbert K. Baumgart, in
his "On-Site Visit Report" suggested the following:
It is recommended that the grantee institution
review the possibility of relocating the project
to an area where privacy can be assured or modify
the existing space to provide the possibility of
private conversations.
It is recognized by this
Reviewer that a space problem exists on the
campus and that the current space assigned to the
project is adequate and causing no significant
problems.
On March 30, 1989 the author of this professional
paper interviewed the Structures and Facilities Supervisor
("Bud") about the possibility of the ABC program relocating
or remodeling existent facilities.

What he said, during

this interview, did nothing to encourage the investigator
to think that there was a possibility of relocation.

The

only relocation options offered were Traphagen Hall,
Hamilton Hall, and the Kellogg Center.

Unfortunately,

first of all, in Traphagen Hall the Department Head of
Psychology was trying to get the vacated space allocated to
him.

The deeper our discussion got, the more the investi¬

gator realized the infeasibility of Traphagen Hall.

After

all, as "Bud" eloquently pointed out? "... did the ABC
program have a strong enough advocate to pose opposition/
stand up to the Head of Psychology?"

The investigator had

to admit that Traphagen Hall might not be the best recourse.
The second option, Hamilton Hall, was not the best option

127
available to the ABC program because it was not equipped to
facilitate handicapped individuals, people who are an
integral clientele group of the ABC program.

Lastly, the

third option, the Kellogg Center, was not much more
feasible than the first two building options.

Although it

is a new facility, it is five to six blocks away from the
MSU campus.

This specifically would violate the federal

regulation stated in the TRIO Directors Manual: "It is
important to have your project located, both physically and
organizationally, as close to the mainstream of the
institution as possible" (Department of Education, ASPIRE,
1985, p. 14).

Since all relocation options were effec¬

tively ruled out, the focus of this assignment was shifted
to remodeling the present ABC facility.
In addition to the aforementioned problems, when
interviewing the staff members as to whether or not they
would like to relocate to another building, their
resounding answer was "NO."

Responses to the relocation

question follow:
We should stay here.
We are centrally located.
decrease our population (numbers) if we moved.

We would

We should stay here. All the other MSU buildings are icky.
I just came from Linfield Hall, so everything seems better
over here.
We are located in a great location.
All
student related activities are close by.
We should stay where we are.
Presently it is easy for
students to drop in during their lunch.
Where we are
located makes it easier for students.
If we relocated it
would have to be a really beautiful facility, but fairly
close to the Student Union Building.
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We should stay here. There is a segment in our TRIO
regulations that states that we have to be accessible to
students ["It is important to have your project located,
both physically and organizationally, as close to the
mainstream of the institution as possible" (Department of
Education, ASPIRE, 1985, p. 14)]. In the past we have been
favorably written up [on the federal evaluation] because we
are in the midst of student services and professional
services. We have a good site, we just need the inside
fixed' up a bit.
We should stay where we are.

We are centrally located.

ABC should stay where they are. They are near the Resource
Center, Financial Aid, and the Dean of Students.
ABC should stay where they are. The options available
[facility research by the writer of this professional paper
provided three options: Hamilton Hall, the Kellogg Center,
and Traphagen Hall] are not good alternatives. Hamilton,
you can't get past the first floor if you are handicapped,
and the Kellogg Center is too far away. However, I do
believe that each counselor should have his/her own
room/office.
(Emphasis added)
Given the input provided by the ABC staff and the
Structures and Facilities Supervisor, relocation as an
option was abandoned and a remodeling option in contrast to
a new building construction was examined.

According to the

Structures and Facilities Supervisor it costs approximately
twenty dollars ($20) per square foot to remodel an existent
facility and one hundred dollars ($100) per square foot to
build a new facility.
It became apparent through the interview process
conducted for Part I and II of this study that a covert war
was going on between Student Services and the ABC program.
This covert war, as far as the investigator could
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ascertain, resulted because both parties desperately
require the space taken up by the Student Services1 Board
Room and High Performance Center.

And, all things aside,

it is easy to sympathize with both parties.

However, there

does appear to be a solution to the "space disparity."
Moreover, this solution will place the burden of lost space
on no one party.

All that has to be done is to place main

hallway doors on Student Services' High Performance Center
and Board Room.

As a result, the alleyway that presently

accesses the Student Services' High Performance Center and
Board Room entrance ways can be taken over by the ABC
program for expansion; the wall that separates the ABC
program from the Student Services alleyway can be taken
down, and the ABC space can be expanded.

Thus, the new ABC

facility has enough room to construct walls and doors.

In

other words, counselor offices can be built so that the ABC
program facility provides counselors with privacy and an
aesthetic environment.
The author of this professional paper hired an
architect to map the aforementioned.

Contained in Appendix

G are architectural designs of the ABC area (1) as it is
presently, without partitions,
partitions,

(2) as it is presently, with

(3) the expanded version of the office when the

Student Services' High Performance Center and Board Room
door is located in the main hallway (two designs - one
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without offices, and one with offices),

(4) the expanded

version of the office when the Student Services' High
Performance Center and Board Room door is located in the
main hallway and the ABC program acquires one extra
counselor, and (5) the expanded version of the office when
the Student Services1 High Performance Center and Board
Room door is located in the main hallway and the ABC
program has both the financial counselor and cultural
miscommunication counselor.
Presently, I suggest that the ABC program construct
the second scheme, where the ABC program hires a additional
counselor.

Therefore, if the ABC program did not have the

funding to hire the proposed additional counselor, this
office space could house a day care facility.
Remodeling has been deemed a necessity by the ABC
program staff.

I feel it is imperative to provide staff

with both counseling privacy and an aesthetically pleasing
environment.
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CHAPTER ELEVEN
CONCLUSIONS AND RECOMMENDATIONS
The recommendations that follow are integral to making
ABC's budget process a strategic instrument for management
purposes rather than an incremental and largely ritualistic
and static process.

As mentioned at the beginning of

Chapter Eight, it is suggested that the ABC program adopt
the strategic planning budgetary process so that they are
able to "focus on the activities of the organizations with
environmental demands, emphasizing flexibility and
responsiveness to changes,..." (Schuh and Rickard, 1989,
p. 465).
This adoption of the strategic planning budgetary
process is imperative if the ABC program wishes to plan for
rather than be reactive to present environmental trends.
In other words, the ABC program must integrate the
strategic budgetary planning process into their program so
that they might discern the present environmental trends,
before a crisis arises within the larger institution.

The

ABC program does not function in a closed environment, but
is a part of an open system encompassing the entire
institution.

Their budgeting actions should rationally
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reflect this position, if they want to be (1)
and 2)

funded by MSU

requested to become more integrally related with the

retention process of MSU students.
What follows are specific recommendations necessary to
develop and adapt a strategic planning model for budgeting.
1. The ABC program should determine whether the
program will be managed or administered (in control of its
destiny or will follow the directions of other federal TRIO
managers).
2. The ABC staff should take some of their seminar
money and attend a strategic planning seminar, so that ABC
staff can become more aware of the strategic planning
process.

Moreover, the ABC program might consider the

acquisition of a strategic planning specialist to be placed
temporarily on site so that this individual can provide the
ABC program with personalized, technical assistance.
3. The ABC program should initiate the first three
steps of the strategic planning process:
a)

Learn how to conduct a naturalistic inquiry.

This process could be conducted every second year, or
annually, so that the ABC program could kept better
informed on the ABC program's (staff and clientele)
concerns and objectives.

Since, a program's goals and

objectives do not remain static and they change as the
environmental trends change, original grant proposal
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objectives should not be used as a guide for the present
program's goals and objectives.

Additionally, to be the

most effective, one should change one's program projects so
that they coincide/complement institutional environmental
trends.
b) Access the institutional strengths and
weaknesses every time a budget proposal is created.
(Conducting a naturalistic inquiry would be a very valuable
asset in this regard.)

Question the program, by asking the

questions of what is done by the program, why it is done,
how well it is done, as well as how are services organized
and funded.

Moreover, ensure that the data being collected

aids the program in determining the program focus, the
environmental trends (issues and concerns) of ABC program
staff and clientele, which are acquired through the
strategic planning budgetary process.
c) Determine the appropriate strategic direction
that the program should focus on - based upon the
environmental trends discovered in the naturalistic
investigation and your program's institutional strengths
and weaknesses.
4.

The ABC program should outline an all-encompassing

optimum budget keeping in mind the changing environmental
trends of and around the program, the institutional
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strengths and weaknesses, and the program^ strategic
direction.
5. The ABC program should establish ABC (Delphi
Technique acquired) program priorities, according to the
naturalistically uncovered issues and concerns, and list
them in descending order, conscious that the main focus of
the ABC program revolves around the provision of counseling
and other services which result in an increased retention
rate of identified participants.

This list of program

priorities will aid the ABC program in (a) outlining an
environmentally trend conscious budget,
the future (long-term planning),

(b) planning for

(c) aid the ABC program in

reallocating their funding according to established
priorities, from low-priority to high-priority projects,
and (d) developing a realistic budget for the upcoming
year, with the budgeting process being instrumental in the
discovery of the new budget proposal, rather than just
being a ritualistic and static process.
In conclusion, to the above, perhaps it is possible
that once ABC initiates a strategic planning budgeting
process, they may be able to successfully acquire more
funding for the program - from both MSU and other federal
grant programs.
6. Move the Student Services' High Performance Center
and Board Room doors to the main hallway so that the
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present ABC facility can be expanded without encroaching
upon Student Services' allocated space.

The ABC expanded

facility is diagrammed in Appendix G - the third design,
scheme 1, scheme 2, and/or scheme 3.
The recommendations mentioned above will assist the
ABC program in bringing more rationality to its budgeting
process.

However, the adoption of the aforementioned

recommendations will be left up to the discretion of the
ABC program administration.
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APPENDIX A
FACTSHEET
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* STUDY SKILLS *
Workshops - The ABC Study Skills
coordinator offers several corpact
workshops dealing with the most
essential study skills.

* ELIGIBILITY *
Advance By Choice is funded by a grant
through the Department of Education.
(Xir application process determines
eligibility. A student must meet one of
following criteria i
First Generation - neither of the
student's parents nor guardian had
a Bachelor's degree.
Low Incane - verification of taxable
in cone is necessary by submitting a
copy of the previous tax year's
1040/1040A/1040EZ forms.
Physically Disabled - this includes
hidden and learning disabilities.
* COURSE OFFERINGS *
English 001, 002, 003 < These classes are
geared toward building writing conpetencies
within a small class setting.
Math 005: Weekly lectures and individual
aid supplement the TAC format of Math 010,
011, 012, and 140.
The above courses are pass/fail and require
a restricted entry card.

Videotapes covering study skills
topics are available and nay be
checked cut at the ABC office for
viewing at the Library.
Target Session Tapes audio cassettes
and acxxrpanying workbooks, each
focusing on a specific study skin,
are available in the ABC office.
* COUNSELING *
ABC counselors are available to assist
students with career, academic or
personal concerns.
* HTTORING *
Individual and group tutoring are
available in many undergraduate
classes.
* DISABLED STUDENT SERVICES *
ABC closely coordinates services
with MSU's Disabled Student Services
office for students in need of special
equipment or assistance.
* OTHER ABC SERVICES *
- Diagnostic testing in English, Math
and study skills.
- Test Analysis

ADVANCE BY CHOICE
STRAND UNICN BUILDING
Roan 146 994-4541

. - Study Groups
- Assistance with Financial Aid Forms
- Referrals to university and caimunity
resources.

A Department of Education Special Services Project within the Division of Student Affairs
and Services
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APPENDIX B
TUTORING QUESTIONNAIRE
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TUTORING OESTIC^AIRE
If you are interested in receiving a tutor through the ABC program, please oanplete
this form and sign it.
Name

Date

Are you currently enrolled in the Advance By Choice progran?
For which course are you requesting

Yes

No

tutoring?

What grade are you presently earning in the course?
Have you had all the necessary prerequisites?

Yes

No

When did you take the prerequisite courses?
At MSU

Yes

No

What grades did you receive in the prerequisite courses?
ABC WILL NOT TUTOR STUDENTS VHO HAVE NOT SUCCESSFULLY COMPLETED TOE COURSE ?RE¬
QUISITES (D's are not considered passing).

Have you discussed the trouble you are having in this course with your instructor?
Yes

No

Have you inquired about help sessions or review sessions which the instructor may
be offering? Yes
No
Are you presently a member of a study group for this course?

Yes

No

Hew would you describe the problems you are having with this course?

How many hours per week do you study for this course?
*

*

*

Please make a check next to any of the following ABC Study Skills Workshops you
have either attended or listened to on cassettei
Reading Textbooks & Remembering What You've Read
Taking Notes & Listening in Lectures
Taking Tests & Controlling Test Anxiety
Beating the Time Crunch
Preparing for Final Exams
Signature
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APPENDIX C
FORMAT FOR INDEPTH INTERVIEWS
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FORMAT FOR INDEPTH INTERVIEWS
Interaction I: Briefly explain the purpose of the
project. Follow this with:
"Is there anything you would like to know
right now about me (us) and my (our)
involvement in this project?"
Interaction II: Review and obtain agreement with ground
rules for the interview (see attached).
Interaction Ill: Pose the following questions (or some
general adaptation of the following form
of questions):
1. Focussing your attention on your
position in the program, what would
you say are the things that are
helping vou be as effective as you
are?
2. What is keeping vou from being more
effective in your position here?
3. Letting your imagination run free, if
vou could do anything vou wanted to
about your situation here, what would
vou want to do?
Interaction IV: Any further comments, questions, or
afterthoughts?
Interaction V: Thanks for your cooperation.
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PROVISIONS AND GROUND RULES FOR INDEPTH INTERVIEWING
Introduce this with a statement to the effect that "I'd
like to go over the ground rules we are using for these
interviews and see if they are acceptable to you."
1.
First, about the type of data we will
will ask you three open ended and general questions that
are stated in the same way for everyone who is interviewed.
I will record, as closely as I can, your exact verbatim
response to these questions.
You may interpret the
questions as you wish and answer them in any way you like.
My role is only to record your response.
In order to check
the accuracy of what I am recording from you, I will
frequently say it back to you so that you can see if what I
am getting down is what you wish to say.

2.
What we will do with the data after we
interviews is to group the responses according to what
appear to be common themes in what people have said in
response to the questions.
We will then sort the categori¬
zation of responses into concerns and issue areas.
We will
not be analyzing or interpreting the responses in any way.
The class purpose of our project is to give us experience
in conducting open ended interviews and to conduct
background research necessary for the development of
evaluation designs.

3.
We will be making the final categorizat
into concerns and issues available to the program director
for her/his own information since these interviews should
provide your director with valuable program information.
We wish to assure you that your responses to the questions
will remain anonymous.
We will connect no one's name to
any of the responses.
Not even the professor for our
course will have such information.
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DATA MAPPING
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DATA MAPPING: Method of Notetaking for Open-ended Interviewing

Instructions:
Begin by putting a small circle in the center of the
page.
This circle serves as a simple ordering device for your
note taking.
1. Record first statement at left hand top of page and put a balloon
around it.
Draw a line connecting the balloon with the center
circle.
2. If second statement is on same subject as first, put a balloon
around it and draw a line to connect the first two balloons.
3. Whenever a statement begins a new subject put a balloon around it
and draw a line to connect the balloon with the circle in the
center.
4. Move around the page in a circular clockwise fashion.
5. Lines are used to connect balloons only when they are on the same
subject.
This method of notetaking (it must be rapid) keeps your interview data
in order.
As soon as you come out of the interview you can translate
the notes into data statements.
Use 5x7 note cards for this and
record one thought per card (this facilitates the categorizing and
sorting process that ultimately yields a set of discrete concerns and
issues).
When translating interview notes into data statements (on
the cards), put your own clarification notes, if any, into brackets.
The connecting lines are useful for making associations and helping to
trigger your memory.
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ABC'S Actual 1988-1989 Budget
1)

Personnel
Director

25,570

Counselors (2)

17,586
19,030

Learning Skills
Coordinator

16,830

English Coordinator

6,300

English Instructors (4)

16,800

Math Instructor

21,470

Secretary

11.633
SUBTOTAL == 135,219

Tutors (15) at 5.00/hr

6.000

a) TOTAL SALARY AND WAGES == 141,219
Benefits
24.5% of 135,219 == 33,129
2.5% of 6,000 == 150
b) TOTAL BENEFITS == 33,279
c) TOTAL PERSONNEL == 174,498
2)

Travel
Nat'l Learning Center Conf.
Regional TRIO Conference

300
1,246

Nat'l and MT Council of
Teachers of Math Conf.

200

State TRIO Meeting

165

Montana Indian Assoc. Conf.

271

TOTAL TRAVEL =

2,182
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3) Equipment
Office chair, replacement
for Director

265

Bookcase - 6 shelf

200

Posture chairs 5 @ $80

400

TOTAL EQUIPMENT =

865

4) Supplies
Instructional

650

Office

1,230

TOTAL SUPPLIES = 1,880
5) Services

0

6) Other
Computer on line charges

650

Communications

2,125

Printing

400

TOTAL OTHER = 3,175
7)
8)

Total Direct Costs = 182,600

Total Indirect Costs

9)

8%) = 14,608

Total Federal Funds = 197,208

(Montana State University, the Advance By Choice Program,
1988-1989 Actual Budget Allocation Report).
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APPENDIX F
1988-1989 OPTIMUM BUDGET
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ABC's 1988-1989 Optimum Budget
1)

Personnel
Director

25,570

Counselors (4)

17,586
19,030
18,308
18,308

Learning Skills
Coordinator

16,830

English Coordinator

6,300

English Instructors (5)

21,000

Math Instructors (2)

21,470
21,000

Secretary

11.633
SUBTOTAL == 197,035

Tutors (30) @ 6.00/hr

14,400

"Buddies" (30) @ 4.00/hr

48,000

Tutor for ABC English
Computer Room
Sam - 12pm 0 6.00/hr

26.880

TUTOR SUBTOTAL == 89.280
a) TOTAL SALARIES AND WAGES == 286,315
Benefits
24.5% of 197,035 == 48,274
2.5% of 89,280 == 2.232
b) TOTAL BENEFITS

== 50,506

c) TOTAL PERSONNEL == 336,821
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2)

Travel
(1) Director
- 1 national, 1 regional
and 1 or 2 state

2,182

(4) full-time professional
staff
- 1 regional and 2 state
$1882 X 4 = 7,528
(1) Secretary
- in-house course

200

TRAVEL TOTAL = 9,910
3)

Equipment
Office
(5) P.C.s - IBM compatible
@ $1,350/machine

6,750

(5) hardwire connections
@ $530/machine

2,650

(5) Word Perfect software
@ $70/copy

350

(2) Lotus software
@ $130/copy

260

(1) Laser printer
English Department
(30) P.C.s - IBM compatible
@ $1,350/machine

1,400

40,500

(1) modem

100

(30) Word Perfect software
@ $70/copy

2,100

(1) Laser printer

1,400
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Math Department
(30) P.C.s - IBM compatible

40,500

(30) lotus software
@ $130/copy

3,900

(1) Laser printer

1,400

(1) card access system

5,000

Interconnected System
-1 to English Department
and 1 to Math Department
(2) P.C.s - IBM compatible
@ $1,350/machine

2,700

(2) hardwire connections
0 $530/machine

1,060

General Office Equipment
(3) bookcases @ $195

585

(2) two-drawer locking
file cabinets @ $153

306

(4) four-drawer locking
file cabinets @ $ 220

880

"more homey seating"

1,000

kitchen facilities

2.000

TOTAL EQUIPMENT = 114,841
Suoolies
975

Instructional
Personal library
@ $500/person

2,500

Office

1,230
TOTAL SUPPLIES =

4,705

Services
(90) Testing Service
@$140/person
TOTAL SERVICES

12,600
12,600
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6)

Other
Computer on line charges

1,300

Communications

3,188

Printing

800

Better lighting

400

Remodeling of ABC
@ $20/sq' 18 *x 48'

17,280

English lab/classroom
@ $20/sq' 48* x 48'

46,080

Math lab/classroom
@ $20/sq' 48* x 48*

46.080

TOTAL OTHER = 115,128
Total Direct Costs = 594,005
Total Indirect Costs 0 8% =

47,520

Total Federal Funds = 641,525
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APPENDIX G
PLANS FOR EXPANDED FACILITY
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FIGURE 2.

Architectural design of the ABC program as it
is presently, without partitions.
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EXISTING PLAN
SCALE l/8M*r- 0"

FIGURE 3.

Architectural design of the ABC program as it
is presently, with partitions.
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FIGURE 4.

The expanded architectural design of the
ABC program, without partitions.
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SCHEME
FIGURE 5.

SCALE 1/8"=1- 0"

The expanded architectural design of the
ABC program for three (3) counselors.
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SCHEME
FIGURE 6.

The expanded architectural design of the
ABC program for four (4) counselors.
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SCHEME
FIGURE 7.

SCALE

0-

The expanded architectural design of the
ABC program for five (5) counselors.
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