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 While there exists extensive research on the historical development of Historically 

Black Colleges and Universities (HBCUs) in the United States, there is limited research 

focused on the current development of HBCUs in terms of institutional effectiveness and 

strategic planning.  This gap in the research is particularly relevant in the midst of shifts 

in state funding that have occurred over the past decade.  This research study is designed 

to move further towards filling this research gap by determinations through the 

examination of: (1) the interplay of fiscal issues and institutional effectiveness in relation 

to the historic mission, strategic efforts, and state mandates within the context of HBCUs; 

(2) the perceived institutional effectiveness of HBCUs by key internal and external 

stakeholders; and (3) the alignment of HBCU mission statements with mandated metrics 

of institutional effectiveness. Using a qualitative research design, an exploratory multi-

site case study was employed across two institutions.  Nine key HBCU stakeholders such 
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as the Presidents and the Vice Presidents of Academic Affairs, Student Affairs, Financial 

Affairs, and Alumni Affairs were interviewed to gain their perspectives on institutional 

effectiveness in relationship to shifting funding, heightened accountability, planned 

strategies to address these issues, and how these issues directly impact institutional 

effectiveness at HBCUs.  Interviewee perspectives of shifts in funding were examined 

using a researcher-developed conceptual framework.  In addition to conducting 

interviews, the researcher engaged in document review of relevant university documents, 

as well as a review of funding patterns of state allocations retrieved from the Integrated 

Postsecondary Education Data System (IPEDS).  Data from the three sources were 

triangulated and a two-layered coding strategy was used for further analysis.  Findings 

from this data analysis were then used to address the five research questions presented in 

this study.  The findings revealed that fluctuating shifts in state allocated funding has 

created a complex environment for HBCUs.  Key HBCU administrators held similar 

perspectives, that in the midst of such a complex environment, emergent institutional 

response strategies have been put into place to maintain HBCU institutional effectiveness 

within the context of the historic HBCU mission. 
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CHAPTER I. INTRODUCTION 

Background of the Study 

Title III of the Higher Education Act of 1965 (2012) defines a Historically Black 

College or University (HBCU) as: 

any historically Black college or university that was established prior to 1964 

whose principal mission was, and is, the education of Black Americans, and that 

is accredited by a nationally recognized accrediting agency or association 

determined by the Secretary [of Education] to be a reliable authority as to the 

quality of training offered or is, according to such an agency or association, 

making reasonable progress toward accreditation. (p. 139) 

These institutions were, and continue to be, instrumental in the development of Black 

communities.  Current literature shows that Historically Black Colleges and Universities 

(HBCUs) continue to be the primary educators of African Americans (Brown & Yates, 

2005; Lomax, 2006; U.S. Department of Education [USDOE], 2013).  Having 

successfully provided undergraduate training for three fourths of all Black persons 

holding a doctorate degree; three fourths of all Black officers in the armed forces; and 

four fifths of all Black federal judges, today, as HBCUs continue to educate many Black 

Americans at the undergraduate level, they remain the “leading institutions in awarding 

baccalaureate degrees to Black students in the life sciences, physical sciences 

mathematics, and engineering” (USDOE, 2013, p. 4).  Lomax (2006) also emphasized 

that HBCUs “do a better job of graduating African Americans than majority institutions” 
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(p. 7).  Historically, HBCUs symbolize a significant aspect of the “massification” of 

American higher education.  In the early 1960s, as many as 70% of all African American 

college students were enrolled in an HBCU (Ashley, Gasman, Mason, Sias, & Wright, 

2009). 

 Historically, however, while these institutions enroll Black and/or African 

Americans, they are moving away from serving predominantly Black student populations  

and now serve many other underrepresented populations including Hispanic, Asian, 

Caucasian American, as well as international students (Bettez & Suggs, 2012; Gasman, 

2010a; Oguntoyinbo, 2014).  Gasman (2010a) further asserted that HBCUs enroll more 

low-income and under prepared students who are typically part of the first generation in 

their family to attend college.  As a result, these students are at a greater risk in terms of 

completion and potentially require more resources to successfully matriculate. 

 Worse yet, fiscal disparity has existed between HBCUs and predominantly White 

institutions (PWIs) (Gasman, 2010a; Lee & Keys, 2013).  Thus, in spite of public lands 

being provided—and albeit later than they were provided to PWIs—HBCUs have 

historically operated within not only limited, but less than equal, resources in comparison 

to their PWI counterparts. 

Problem Statement 

While there is extensive research on the historical development of HBCUs, there 

is limited research on current development of HBCUs in terms of institutional 

effectiveness and strategic planning.  More often, what exists are the results of negative 

accreditation reviews and media accounts of failed leadership and fiscal mismanagement.  
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More troubling recently, have also been increased questions regarding the purpose of 

HBCUs and why they should even exist. 

Purpose Statement 

The purpose of this exploratory multi-site case study was to examine: (1) the 

alignment of HBCU mission statements with mandated metrics of institutional 

effectiveness; (2) the perceived institutional effectiveness of HBCUs by key internal and 

external stakeholders; and (3) the interplay of fiscal issues and institutional effectiveness 

in relation to the historic mission, strategic efforts, and state mandates within the context 

of HBCUs. 

Research Questions 

For the purpose of this research study the research questions are as follows: 

1. How is institutional effectiveness, and the ability to remain mission focused, 

perceived by key internal and external stakeholders within the two selected 

sites in light of shifts in funding over a five-year period? 

2. How have state funding levels shifted, and what impact has this shift had on 

institutional response strategies at HBCUs? 

3. What common themes, if any, can be identified among the two selected study 

sites in light of institutional self-assessment reports? 

4. How well do the mandated key performance indicators align with the 

historic mission of HBCUs? 

5. Are the institutional response strategies used to address shifting funding 

levels geared towards the historic mission of HBCUs, or mandated metrics 

of institutional effectiveness? 
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Significance of the Study 

HBCUs have a historic and cultural significance within American higher 

education.  While there is a plethora of research that has been conducted in this regard, 

much less research has been conducted describing how HBCUs have individually 

responded to changes in state funding, resulting impacts on institutional effectiveness and 

strategic planning, or related stakeholder perspectives.  Zhang (2006) asserted that such 

an “analysis of the influence of public funding is essential if public institutions are to 

make the case to legislatures and governors that improved funding will enable them to 

better serve the public,” (p. 2).  Literature suggests that additional research regarding 

HBCU institutional effectiveness must be continued, looking at not only the measurable 

indicators of institutional effectiveness, but the impact of funding and changing state 

appropriation levels on HBCUs in order to ensure their continued vitality (Blose, Porter, 

& Kokkelenberg, 2006; Ehrenberg & Zhang, 2005a, 2005b; Hovey, 1999; Ryan, 2004; 

Zhang, 2006). 

The study will add to the body of knowledge describing how HBCUs have 

functioned over the five-year period (2009–2014) in relationship to state appropriations 

and resulting impacts on institutional effectiveness and strategic planning as they attempt 

to stay true to their mission.  This study is also significant because it has the potential to 

strengthen the validity of Hay, Pasek, and Schaffer’s (2010) framework for institutional 

effectiveness, as well as Lerner’s (1999) strategic planning process model, both used to 

develop the researcher’s conceptual framework. 
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Conceptual Framework 

The study rests upon an original researcher-developed conceptual framework that 

synthesizes components from the following frameworks: (1) Hay et al.’s (2010) 

framework for institutional effectiveness (see Figure 1); and (2) Lerner’s (1999) strategic 

planning process model (see Figure 2).  Hay et al.’s (2010) framework is based on the 

notion that institutional effectiveness focuses on mission attainment in the midst of 

change resulting from growing demands and shrinking resources.  The model, presented 

in Figure 1, flows from the institutional mission to the assessment of performance 

measures and strategic priorities.  As an alternative to traditionally linear planning 

approaches, Hay et al.’s (2010) model employs a cyclical motion in which the: 

implementation of operational plan activities occurs over the course of the cycle, 

with opportunities for formative evaluation, [and when the cycle ends], 

performance measures and strategic plan priorities are analyzed to gauge changes 

in institutional effectiveness [before] strategic plan priorities are checked for 

relevance, completion and revision. (p. 39) 
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Figure 1.  Hay et al.’s (2010) framework for institutional effectiveness. 

 Lerner’s (1999) strategic planning process model (see Figure 2) is built on the 

notion that stakeholders such as higher education administrators, faculty, staff, current 

students, prospective students, alumni, the Board of Trustees, and the community make 

strategic decisions within the context of the higher education institution’s (HEIs) strategic 

vision and mission.  Lerner’s framework depicts how strategic planning addresses 

strategic issues, while maintaining mission alignment.  The model, presented in Figure 2, 
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flows from the institutional mission and vision of the HEI to developing intended 

strategies to address issues, formulating goals, actions, and tactics based on those 

strategies, and addressing those goals as strategic thinkers. 

 
 
Figure 2.  A strategic planning process model developed by Lerner (1999). 

 For purposes of this study, the researcher’s conceptual framework (see Figure 3) 

was developed based on both Hay et al.’s (2010) framework for institutional 

effectiveness and (2) Lerner’s (1999) strategic planning process model. 
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Figure 3.  The researcher-developed conceptual framework. 

This framework shows the relationship between state funding, strategies, and 

institutional outcomes to examine the nature of strategies HBCUs are implementing in 

light of funding shifts and the outcome of this implementation.  More specifically, the 

conceptual framework depicts strategies that should be directly tied to the historic 

mission/vision of HBCUs to improve overall institutional effectiveness, granted that 

adequate funding from state appropriated funds is available to develop such strategies. 

Research Design 
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study approach, using the logic of replication for each site (Creswell, 2013).  Audet and 

d’Amboise (2001) described the multi-site case study approach as one that can be 

employed to gain an in-depth knowledge of an organizational phenomenon that has 

barely been researched. 

Currently two of the 11 public, land-grant HBCUs accredited by the Southern 

Association of Colleges and Schools Commission on Colleges (SACSCOC) have been 

identified for this multi-side case study.  These two higher education institutions were 

selected because they have the highest student enrollment of SACSCOC accredited 

public land-grant HBCUs within the Southeast region at the time of site selection (see 

Appendix C).  At each of the sites, five prospective stakeholders were identified for 

participation based on their senior level administrative role. 

Institution A.  Institution A (IA) was founded on October 3, 1887, as the State 

Normal College for Colored Students.  Today, IA offers a total of 100 degree programs.  

The university offers 56 bachelor’s degrees, 29 master’s degrees, three professional 

degrees, and 12 doctoral degrees. With an enrollment of nearly 11,000 students, IA is 

accredited by the SACSCOC. 

Institution B.  Institution B (IB) was founded on March 9, 1891 as The 

Agricultural and Mechanical College for the Colored Race.  Today, IB offers 177 

undergraduate degrees, 30 master’s degrees, and nine doctoral degrees.  With an 

enrollment of over 10,500 students, IB is also accredited by SACSCOC. 

Document review at both IA and IB consisted of a review of five types of relevant 

institutional documents including; (1) mission statements, (2) strategic plans, (3) 
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SACSCOC focused reports, (4) Board of Governors strategic planning reports, and (5) 

institutional effectiveness reports from 2009–2014. 

Document summary forms were created to reflect the relevance of all public 

documents reviewed (see Appendix B).  The intent of the document review was not only 

to reveal how, and to what extent, shifting funding levels have had an impact on the two 

case study institution, but also to examine the higher education institutions various 

response strategies employed to remain institutionally effective in the midst of changing 

funding levels. 

Additionally, data concerning each institution was collected primarily through a 

researcher-developed interview protocol, recorded, transcribed and subjected to two 

rounds of coding by the researcher.  The first round was in vivo coding and the second 

consisted of pattern coding.  An analysis of data obtained from the Integrated Post 

Secondary Education Data System (IPEDS) was also conducted to examine the financial 

patterns of funding changes over the five-year period (2009–2014).  The content analysis 

of relevant university documents, interviews, as well as an analysis of secondary IPEDS 

data were conducted for the purposes of data triangulation. 

Limitations 

Limitations are viewed as the factors in a research study that the researcher cannot 

control (Bogdan & Biklen, 2007).  The results from this study are not intended to be 

generalizable to all HBCUs in American higher education because they all function 

differently based on their classification (public, private, and/or land-grant) and region, 

and thus, regional accrediting body.  In addition, Hay et al.’s (2010) framework for 
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institutional effectiveness, which was used to develop the researcher conceptual 

framework, has not been extensively used. 

Delimitations 

Delimitations are restrictions placed on study by the researcher (Bogdan & 

Biklen, 2007).  The researcher established five boundaries for this study based on several 

factors that can be viewed as delimitations.  First, this study focused only on public land-

grant SACSCOC accredited HBCUs, not all HBCUs in American higher education.  

Second, the research only focused on a five-year time frame from 2009–2014, a year after 

the economic recession in the U.S.  Third, the participants at each of the study sites were 

limited to the Presidents of the institutions, Vice Presidents/Assistant Vice Presidents of 

Student Affairs, Academic Affairs, Financial Affairs, and Alumni Affairs.  These 

stakeholders were purposely selected based on their role as senior higher education 

administrators within the selected study sites.  While this may have restricted selected 

participant responses, purposeful sampling is crucial for this study because, as noted by 

Bogdan and Biklen (2007) “the particular subjects…are believed to facilitate the 

expansion of a developing theory,” (p. 73) and thus are viewed as necessary.  A fourth 

potential limitation may be bias in the researcher’s perceptions, having also attended a 

public land-grant SACSCOC accredited HBCU.  This has been denoted and expanded 

upon in the role of the researcher subsection of the methodology section of this research 

study.  Finally, it is noted that the researcher is engaging in this study as a novice 

researcher, which is a factor Bogdan and Biklen have expressed that can affect the 

accuracy in data collection and analysis. 
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Definitions 

HBCU: Federal law defines a Historically Black College and University as an “institution 

 of higher education whose principal mission…is the education of Black 

 Americans” (HBCU Expansion Act of 2005, 2005, p. 1).  Although providing 

 higher education opportunities for African Americans has been the primary goal, 

 they have enrolled and graduated many students, regardless of their race, 

 ethnicity, or income level. 

HBCU historic mission: The provision of open access, educational opportunity, and 

 community advancement to disadvantaged populations. 

Institutional effectiveness: Defined by SACSCOC as: 

the systematic, explicit, and documented process of measuring performance 

against mission in all aspects of an institution…a commitment to continuous 

improvement is at the heart of an ongoing planning and evaluation process.  It is a 

continuous, cyclical process that is participative, flexible, relevant, and responsive 

to assure that the institution has an appropriate approach to effectiveness that 

supports its mission…and is strongly linked to the decision-making process at all 

levels, including the institution’s budgeting process. (SACSCOC, 2012, p. 1) 

Mission change: Characterized by Siegel (1998) as a better term to describe mission 

 creep.  Mission change is viewed as the unwanted or misunderstood mission 

 modification that occurs either because tasks or the end-state change occurs in 

 response to unexpected situational shifts. 

Mission shift: When forces caused the adoption of tasks that expand the mission (Siegel, 

 1998). 
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Public land-grant institution: A higher education institution that was established in each 

 state through state legislature or Congress as a direct result of the Morrill Acts of 

 1862 and 1890.  This legislation granted each state federal lands to establish 

 public higher education institutions (Association of Public and Land-grant 

 Universities, 2012). 

Success: The ability for HBCUs to keep its mission and vision statement the focal point 

 of institutional effectiveness and strategic planning initiatives in the midst of 

 changing funding. 

Vision shift: A shift in the assumption of the tasks necessary to accomplish the objectives 

 of a mission statement. 

Chapter Summary 

 This chapter introduced the background of the study, the main problem, and 

purpose for conducting the study, as well as its overall significance to the research 

surrounding public, land-grant, SACSCOC-accredited HBCUs.  The study is significant 

because it examines the relationship between changing state appropriation funding levels, 

HBCU institutional effectiveness, and strategic planning.  Additionally, this chapter 

provided insight regarding the direction that HBCUs may need to move into the future in 

order to ensure long-term sustainment.  Also included were two frameworks used to 

establish the researcher-developed conceptual framework.  These two frameworks are 

Hay et al.’s (2010) framework for institutional effectiveness and Lerner’s (1999) strategic 

planning process model. 

 Chapter two is comprised of a review of relevant literature on the development of 

public land-grant colleges in the U.S.; a historical overview of funding as it relates to 
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HBCUs; a review of the related literature and research focused on the development of 

public land-grant colleges and universities and related funding policies; the historic 

mission of HBCUs; HBCU institutional effectiveness and related metrics; the role of 

accreditation; and SACSCOC criterion for institutional effectiveness, accountability, 

strategic planning, and leadership in HBCUs.  This chapter will also discuss the literature 

and research surrounding the two frameworks used to develop the original conceptual 

framework. 

Chapter three will focus on the study’s research design, that is, a comprehensive 

description of the qualitative data collection and analysis methods that were employed by 

the researcher.
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CHAPTER II. LITERATURE REVIEW 

The Development of Public Land-grant Colleges 

There are various significant historical, cultural, economic, social, and political 

events that contributed to molding the development of public HBCUs.  Most HBCUs 

tend to be land-grant institutions.  According to Key (1996), these institutions came into 

existence not only for the educational advancement of Black Americans, but primarily for 

economic reasons in an attempt to aid in the nation’s prosperity.  Key noted that the 

atmosphere that existed in the U.S. after the creation of the “New Republic” was one in 

which there was a great desire to generate revenue for the country. 

A major resource for the New Republic was the large quantity of land which 

represented potential wealth to the country.  Thus, the strategic disposal of this land was 

seen as essential for the nation’s survival through the Ordinance of 1784.  The key 

objective of the Ordinance of 1784 was to sell land as a source of revenue for the nation 

and “to pay off the national debt created by the Revolutionary War and support a modest 

government” (Key, 1996, p. 197).  Regrettably, this method of land disposal resulted in 

minimal direct revenue and eventually the elimination of a failed credit system of public 

land in 1820.  Legislators and policy makers, however, still upheld the ideal that public 

land should be used for the shared gain of the U.S., and eventually came to the 

conclusion that “donations would produce greater indirect revenue,” (Key, 1996, p. 211) 

and “the notion of land-grant colleges was introduced” (Key, 1996, p. 204).  Thus, the 

notion of using land for public profit through land-grant institutions was created.
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The Higher Education of Blacks in the United States and Related Funding Policy 

The 1862 and 1890 Morrill Acts.  The signing of the Morrill Acts set the 

foundation for the ensuing land-grant institutions.  State Representative, Justin Smith 

Morrill (Vermont), first introduced the concept of using such federal land-grants to 

institute and maintain colleges of agricultural and mechanical arts.  He saw agriculture as 

vital to the development and success of America (Key, 1996): 

Agriculture undoubtedly demands our first care; because its products, in the 

aggregate, are not only of greater value than those of any other branch of industry, 

but greater than all others together; and because it is not merely conducive to the 

health of society, the health of trade and of commerce, but essential to their very 

existence. (p. 211) 

 Signed by President Lincoln, the main purpose of the Morrill Act of 1862 (2011) 

was to create an avenue for the federal government to develop publically funded state 

colleges and universities.  Cohen and Kisker (2010) stated that this act “permitted every 

state to a select 30,000 acres of federal land times its number of congressman; nearly 17.5 

million acres were distributed” (p. 115).  In 1890, the second Morrill Act was enacted to 

allow these public-land-grant colleges to be accessible to Black students.  Based on its 

enactment, 16 additional land-grant colleges were established primarily for African 

American students.  It is also noted that prior to the 1862 Morrill Act and the Civil War, 

there were three private, nonprofit higher education institutions operating and subsidized 

without state government support that educated African Americans.  They were; (1) 

Cheyney University that was established in 1837 in Pennsylvania, (2) Lincoln University 

that was also established in Pennsylvania in 1854, and (3) Wilberforce University that 
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was also established in 1854 in Ohio (Jackson, 2002).  However, the adoption of the 

Morrill Acts afforded African Americans the opportunity to attend public, federally 

funded higher education institutions.  Today, these institutions are referred to as 

Historically Black Colleges and Universities (HBCUs) and have existed for over 150 

years. 

The Freedmen’s Bureau.  From a historical perspective, after the civil war the 

economic, political, and social environment was one that was still greatly resistant to 

African Americans in the South.  As newly freed slaves, these Blacks still experienced 

great inequality and prejudice in areas of both ownership of land and education.  

Northern aid in the form of protection, resource allocation, employment regulation, and 

medical care was offered to these freedmen.  Advocates were Northern military forces, 

officers of the treasury, social workers, and missionaries, g with members of the Northern 

benevolent and religious societies (Troost, 2007). 

Northern efforts prompted the temporary establishment of the American 

Freemen’s Inquiry Commission (AFCI) whose objective it was to examine legal, 

medical, education, and ownership best practices to protect the safety and well-being of 

newly freed men in the U.S.  This Commission laid the foundation for the Freedmen’s 

Bureau that was established on March 3, 1963.  The Commission was comprised of a 

group of radical congressional legislators who sought to assimilate freed African 

Americans into the southern region of the country after the Civil War.  Additionally, they 

sought to reduce the inequalities which impacted their ability to survive in the economy 

on a parity basis alongside other free men and women in American society.  By 1964, the 

Bureau’s name was changed to the Bureau of Refugees, Freedmen, and Abandoned 
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Lands to display the need for equality amongst all men.  The Bureau’s focus expanded to 

the educational needs of freedmen in order to increase the nation’s human capital in the 

economy.  Otis Howard, its first Commissioner, was instrumental in ensuring that the 

Bureau had appropriations for educational activities and efforts such as the establishment 

of schools, financial contribution to teacher salaries, provision of teacher transport, and 

the development of teacher-training institutions.  Additionally, the Bureau furnished 

school buildings, printed textbooks, paid the rental fees, supplied military security, and 

coordinated relief organizations (Troost, 2007). 

With all this effort, the Bureau still experienced great difficulty because the 

original bill did not make financial allowances for educational activities, and was only 

established temporarily for one year after the Civil War.  In support of a new bill, Senator 

Lyman Trumbill recommended that the bureau should “provide more explicit aid to 

education, land to freedmen and protect the civil rights of Blacks” (Troost, 2007, p. 23).  

This next bill made the educational advancements and efforts of Blacks a government 

priority at the elementary, high school, and college levels.  More specifically, the “new” 

Freedmen’s Bureau opened avenues for the establishment of higher education institutions 

for African Americans that are today referred to as HBCUs. 

Although the Bureau was dissolved, over 20 institutions of higher education were 

created for African Americans.  Much evidence of the Freedmen’s Bureau is present 

today with the existence of HBCUs such as Howard University, Fisk University, 

Hampton University, Clark Atlanta University, St. Augustine’s College, North Carolina 

A&T State University, Johnson C. Smith University, Dillard University, Shaw 

University, Virginia Union University, Tougaloo College, and many others.  Most of 
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these colleges were formed with the assistance of the Bureau.  Today, 107 HBCUs exist 

in the U.S. including; public and private, two-year and four-year institutions, medical 

schools, and community colleges (Hinrich, 2012).  A complete list of HBCUs is found in 

Appendix J. 

Executive Order 12232.  Executive Order 12232, signed by President Jimmy 

Carter in 1980, was instrumental in HBCU federal funding status (Wolanin, 1998).  The 

purpose of Executive Order 12232 was to correct past inequities on the part of the federal 

government and the states that were waged against HBCUs.  According to Wolanin, this 

new policy also sought to make up for almost a century of neglect of the higher education 

of Blacks and to revive the special federal role in the education of Black Americans that 

had been embodied in the Freedmen’s Bureau.  However, Hernandez (2010) pointed out 

that HBCUs still operate at a financial disadvantage in comparison to PWIs. 

Other related funding sources. 

Federal funding.  Between $3.5 and $4 billion flow from the federal government 

to HBCUs on a yearly basis (Hernandez, 2010).  This is still less than 3% of the funds 

that flow from the federal government to all of American higher education institutions.  

Currently, federal funds are allocated to HBCUs under Title III, Part B, Strengthening 

Historically Black Colleges and Universities Program, by the U.S. Department of 

Education (USDOE) (2013).  In 2010, the federal government allocated $413,011,000 of 

Title III funds to HBCUs.  In 2011, Title III, Part B appropriations were reduced by 

$29,717,782 to $383,293,218 (USDOE, 2013).  Of this amount, $236,991,068 were 

allocated for the HBCU Program, a $29,594,93 reduction from the previous year 

(USDOE, 2012). 
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Endowments.  Most colleges and universities in the U.S., including HBCUs, 

depend heavily on endowments as an additional revenue stream.  Endowments are all of 

the financial assets accumulated over many years that are intended for long-term support 

for a college or a university (National Association of College and University Business 

Officers, 2007).  The history of lower funding, coupled with alumni with limited access 

to wealth, has resulted in many HBCUs having smaller endowments and, as such, 

resulting an environment that provides fewer opportunities for fiscal support of the 

institution and its students.  Keels (2004) noted that the total endowment for all Black 

colleges is less than the $1 billion the University of Virginia alone has in endowments.  

Such a gap means that HBCUs are unable, for instance, to give the type of merit and 

need-based aid packages to students that they would like to provide.  Keels noted that 

such gaps also put HBCUs far behind in other areas such as needed improvement for 

buildings and grounds, as well as technology infrastructure.  However, HBCUs still 

continue to play a vital role in American higher education primarily, but not solely for, 

Black and/or African American students. 

Foundations and corporations.  Shifting funding trends are also evident in both 

public and private HBCUs.  Gasman (2007) noted that private HBCUs have received 

significantly less funding, per student from foundations and corporations than their 

historically White counterparts.  Appendix E depicts a sequential timeline of key 

historical, political, economic, and legislative events that have impacted the funding of 

HBCUs. 
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The Historic Mission of HBCUs 

To accurately understand the historic mission of HBCUs, the environment in 

which they were created must, and will, be examined.  The birth of HBCUs, then referred 

to as land-grant colleges, changed the landscape of higher education and the workforce in 

the U.S. (Christy & Williamson, 1992; Evans, Evans, & Evans, 2002; Jewell, 2002; Jones 

& Parks, 1990; LeMelle, 2002; Redd, 1998).  Jones and Parks (1990) contended that 

HBCUs were critical to human resource development in a changing socioeconomic 

environment.  Since their initial inception in 1862 with the first Morrill Act, and in 1890 

with the second Morrill Act, HBCUs were designed to support the economic structure of 

the U.S. (Jones & Parks, 1990; Key, 1996).  In 1890 “over fifty percent of the labor force 

was employed in the production of agriculture” (Jones & Parks, 1990, p. 62) that 

contributed to the agrarian culture, economy, and the nation’s GDP. 

The contribution of HBCUs to American society and the U.S. economy has been 

classified as vital (Brown, Donahoo, & Bertrand, 2001; Gasman, 2009; Jones & Parks, 

1990; Nelms, 2010).  Not only did the 1862 Morrill Act support the nation’s economy, it 

also represented the birth of a publically supported higher education system for 

Americans (Jones & Parks, 1990).  For African Americans and other Blacks, the 

development of HBCUs represented access and opportunity to education.  Jones & Parks 

(1990) contended that the: 

1890 institutions were to provide education for Black students in states in which 

they could not attend the 1862 land-grant institutions, the same [educational] 

opportunities to receive higher education in agriculture and mechanic arts without 

excluding other scientific and classical studies, as their white counterparts. (p. 61) 
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African Americans and other Blacks now had the opportunity to become qualified to 

study philosophy, physics, chemistry, business, or become skilled teachers and preachers 

(Herring, 2010; Williams & Ashley, 2004). 

 In doing this, the mission of HBCUs was established.  From their inception 

HBCUs sought to address the educational needs of African Americans and other Blacks 

that were discounted in the existing higher education environment (Jones & Parks, 1990).  

This historic mission embodies open access, opportunity, hope, and community 

advancement to a population with a disadvantaged background who otherwise would 

have been unable to receive a college education (Willie, Reddick, & Brown, 2005). 

Institutional Effectiveness and HBCUs 

Measures of institutional effectiveness.  A review of related literature suggests 

that HBCU institutional effectiveness is measured by a myriad of elements such as 

institutional characteristics, polices, practices, leadership styles/practices, and financial 

accountability, all of which impact measurable factors of organizational effectiveness 

(Ashley et al., 2009; Berger & Milem, 2000; Bridges, Kinzie, Nelson Laird, & Kuh, 

2008; Exkano, 2012; Guiffrida, 2006; Hirt, Strayhorn, Amelink, & Bennett, 2006; 

Holmes, 2004; Jean-Marie, 2006; Kuh, Kinzie, Buckley, Bridges, & Hayek, 2006; 

Palmer, Davis, & Maramba, 2010; Phillips, 2002; Schexnider, 2013).  HBCU 

institutional effectiveness measures more specific to student success include student 

persistence, retention, completion, cognitive skills, social value, post-secondary 

aspirations, graduation, and attainment of graduate degrees (Anderson, 1984; Beeghley, 

1989; Cross & Astin, 1981; DuBois, 1965; Ehrenberg & Rothstein, 1993; Fleming, 1984; 

Heath, 1992; Kim & Conrad, 2006; Mores, Sakano, & Price, 1996; Pascarella, Smart, 
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Ethington, & Nettles, 1987; Perna et al., 2009; Solorzano, 1995; Wenginsky, 1997; 

Wilson, 2007). 

Other measures include selectivity, faculty resources, alumni giving, financial 

resources, and institutional wealth.  Jones (2013) conducted a study to examine whether 

traditional measures of organizational effectiveness such as selectivity, 

graduation/retention rates, faculty resources, alumni giving, financial resources, and 

institutional wealth were truly predictive of institutional effectiveness at HBCUs as 

perceived by HBCU peer institutions.  The study sought to address the argument that 

HBCUs are unfairly mischaracterized as HEIs of lesser value.  Results indicated that 

traditional methods of institutional effectiveness are an accurate portrayal of institutional 

effectiveness as perceived by HBCU administrators who were largely accepting of these 

indicators.  Thus, identifiable attributes of HBCU institutional effectiveness, as perceived 

by internal stakeholders, include traditional measures that currently exist in American 

higher education. 

Another study of the institutional effectiveness of HBCUs using traditional 

measures of institutional effectiveness includes Kim and Conrad’s (2006) study on the 

impact of HBCUs on the academic success of African American students where 

academic success was used as a measure of the institutional effectiveness of the higher 

education institutions included in the study.  Beeghley (1989) asserted that undergraduate 

degree completion is considered an indicator of academic success, professional 

advancement, and is symbolic of membership in the American middle class.  Using this 

notion, Kim and Conrad measured academic success by degree completion.  They also 

noted that, “degree completion is often used by policy makers as well as students and 
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their families in making public and private decisions about HBCUs” (Kim & Conrad, 

2006, p. 2).  Findings from the study revealed that African American students have a 

similar probability of obtaining an undergraduate degree whether they attended a HCBU 

or a predominantly White institution.  The researchers also concluded that the financial 

landscape of HBCUs in comparison to PWIs strongly support the proposition that 

HBCUs are as institutionally effective as other HEIs and do contribute significantly to 

American higher education. 

Numerous other studies have shown that HBCUs are institutionally effective, 

based on measures of academic success, in terms of indicators that reveal that African 

Americans students attending HBCUs obtain higher scores and sustain higher degree 

aspirations than African Americans at PWIs (Allen, 1987, 1992; Allen & Wallace, 1988; 

Anderson, 1984; Fleming, 1984; Heath, 1992).  Further research has been conducted by 

Perna et al. (2009) employing a qualitative case study approach to investigate the 

institutional effectiveness of an HBCU in terms of promoting attainment of African 

American woman in STEM fields despite preparation, psychological, and achievement 

barriers.  Observing that education in STEM fields largely relies on the suitability of 

preceding academic preparation and accomplishments, the researchers cited previous 

studies that identified barriers directly impacting African American females in STEM 

fields.  Such barriers include K-12 academic preparation, as well as racial and 

socioeconomic biases in standardized testing (Freedle, 2003; National Science 

Foundation, 2006). 

Perna et al. (2009) also conducted an analysis of IPEDS data that revealed that 

HBCUs were responsible for 22% of all bachelor’s degrees to Blacks, but 30% of 
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bachelor’s degrees to Blacks in STEM fields.  Additionally, in 2004, 33% of bachelor’s 

degrees awarded to Black women in STEM fields were HBCU graduates.  From their 

analyses, the researchers concluded that the institutional structures, policies, and practices 

of HBCUs facilitate African American woman in STEM fields.  More specifically, Perna 

et al. (2009) found that: (1) that participating students chose to attend an HBCU because 

of its success in promoting Black women in STEM fields; (2) students also enter with 

high educational and occupational aspirations that are sustained through HBCU 

matriculation; and (3) while the academic, psychological, and financial barriers are 

evident for Black women in STEM fields, the potential negative impact of these barriers 

are reduced by HBCU institutional characteristics.  Such characteristics include: the 

nurturing, cooperative, supportive, non-competitive culture; faculty engagement and 

promotion of students’ success; the availability of academic support; and the availability 

of undergraduate research opportunities.  Thus, although African American women 

remain underrepresented in STEM fields, enrollment in STEM fields show that HBCUs 

are institutionally effective in successfully lessening many barriers that limit attainment 

of African American women in these fields. 

Findings from Perna et al. (2009) reinforced previous research studies (Solorzano, 

1995; Wenglinsky, 1996) that found that HBCU undergraduate students had more 

aspirations to enroll in STEM graduate programs as opposed to the social sciences than 

undergraduate students at PWIs.  Solorazano (1995) found that 30 of the 50 HEIs 

conferring baccalaureate degrees to African Americans female doctoral candidates and 23 

of the top 50 HEIs conferring baccalaureate degrees to African American males in STEM 

fields between 1980 and 1999 were HBCUs.  With regard to retention and graduation 
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rates, related literature (Cross & Astin, 1981; Ehrenberg & Rothstein, 1993; Pascarella et 

al., 1987) reveals that attending an HBCU is positively correlated to students remaining 

in college and attaining a bachelor’s degree across various academic fields. 

 More recently, Wilson (2007) sought to uncover the benefits, if any, to African 

American students who enroll at HBCUs as opposed to PWIs, as previous research 

indicated.  Wilson compared four-year persistence rates and six-year graduation rates of 

African Americans at HBCUs and PWIs.  In the comparison, Wilson looked at the 

differences in financial aid and social and academic environments and their impacts on 

persistence and graduation rates at HBCUs of three student cohorts in the fall 1980, 1982, 

and 1995 semesters.  Statistical results suggested that African American students who 

attend HBCUs are no more likely to persist than those attending PWIs.  However, notable 

factors directly influencing college persistence were identified as academic performance 

and family background, and the ability to develop the skills necessary to compete and 

meet college demands.  Wilson raised a poignant question and presented a viewpoint that 

speaks to the institutional effectiveness of HBCUs in terms of affordability as she asked: 

what, if anything, does the absence of a distinct HBCU effect really mean?  On 

one hand, if a student is just as likely to persist and complete a degree at an 

HBCU as a PWI, then it is more economical to attend an HBCU at a fraction of 

the cost of an education at a comparable PWI. (p. 39) 

Researchers Mores et al. (1996) conducted an empirical study to investigate the 

economic impact of HBCUs on social welfare in comparison to PWIs for African 

Americans.  In doing so, the researchers looked at three universities, one of which was an 

HBCU.  The three universities involved within this study included North Carolina A&T 
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State University, The University of North Carolina, Chapel Hill, and The University of 

North Carolina, Greensboro.  The methodology for examining the economic impact of an 

institution focused on the spending patterns of administrators, students, employees, and 

applying multipliers to these patterns such as regional earnings, output, and employment.  

Results indicated that all three universities could be classified as “welfare enhancing” 

with regard to per dollar of appropriation and impact on labor earnings in the state.  

However, the HBCU ranked the highest, which suggests that this particular HEI had a 

higher impact on social welfare than the other predominantly White institutions.  

Furthermore, Mores et al. (1996) found that HBCUs had a social value, specifically 

regarding social welfare gain, and that HBCUs were found to contribute significantly to 

the human capital of Black students in comparison to predominantly White institutions’ 

respective impact. 

Ehrenberg and Rothstein (1993) conducted a study using the 1972 National 

Longitudinal Survey of High School Students to compare African American college 

students’ completion performance at HBCUs to those at PWIs.  The researchers 

hypothesized that students who entered college within three years of high school 

completion had graduated by 1979.  Results indicated that the average likelihood of 

graduation by 1979 for African American students who attended HBCUs was 21 

percentage points higher than those who attended predominantly White institutions. 

Contradicting evidence to Ehrenberg and Rothstein’s (1993) research was found 

in a study that used a later model of all HEIs selections, not just four-year HBCUs and 

PWIs, to analyze the effect of HBCU attendance on prospective wages of African 

American students.  Constantine (1995) found that there was an 11% wage increase in 
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relationship to African American students enrolled at HBCUs by 1979.  When 

Constantine included a 4-year degree as an interaction variable, the effect of HBCU 

enrollment was reduced to 6% and the effect of degree attainment from an HBCU was 

only 3%.  Thus, this particular study challenged previous literature on HBCU institutional 

effectiveness. 

Literature began to emerge that indicated a shift in HBCU institutional 

effectiveness, particularly with regard to graduation rates of African American students at 

HBCUs.  Research conducted in the early 2000s revealed higher graduation rates of 

African American students enrolled in PWIs than African American students enrolled in 

HBCUs (“A profile of African-American college student,” 2002; Alon & Tienda, 2005; 

Carey, 2004, 2005; “Racial Conservatives,” 2001).  According to National Center for 

Educational Statistics data, the graduation rate was 97.6% for African Americans 

enrolled at Harvard University, which exceeded the 96.9% graduation rate of Caucasians 

at this particular HEI (Carey, 2005).  The Journal of Blacks in Higher Education (JBHE) 

(2002) published an article titled, “African American College Graduation Rates: 

Intolerably Low, and Not Catching up to Whites” that reported that more than two-thirds 

of African American students entering HBCUs failed to complete with a degree.  More 

disheartening are the statistics at an HBCU in 1999 where only one out of every 10 

students beginning college successfully attained a bachelor’s degree (“A profile of 

African-American college student,” 2002; “Racial Conservatives,” 2001).  With 

additional studies highlighting the low HBCU graduation and retention rates (Alon & 

Tienda, 2005; Cross & Slater, 1999; “Racial Conservatives,” 2001; “The Discouraging 
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Trend,” 2013) recent concerns of low graduation rates have raised the question for HBCU 

relevance and increased demands for accountability. 

However, of late, PWIs have also been experiencing low graduation or 

completion rates, spurring state officials to enact related performance metrics in several 

states.  Callan’s (2008) “Measuring Up” report indicated that Alabama, Arizona, 

Louisiana, Mississippi, and New Mexico were states with a “D” or below in college 

completion rates.  More recently, “The Discouraging Trend in Graduation Rates at 

HBCUs,” published in JBHE (2013) highlighted the four-year averages for African 

American/Black students who enrolled at 36 HBCUs during 2003–2006 and completed 

within six years.  Results indicated that one HBCU had the highest rate at 79%, a 15 % 

difference from the second HBCU.  The report stated that: 

at half of the HBCUs in our survey, the Black student graduation rate is 33 

percent or lower.  At these institutions, less than one third of all entering African 

American students earned a bachelor’s degree within six years.  There were six 

HBCUs in this survey where less than one in five entering Black students earned a 

bachelor’s degree within six years. (JBHE, 2013, p. 1) 

Further, study results indicated that at 22 of the 36 HBCUs, graduation rates within six 

years had deteriorated or stagnated.  Some of the latter, however, could perhaps be 

credited to the economic downtown in 2007. 

Yet, well documented literature surrounding the significance of HBCUs for 

current and prospective students as well as their communities cannot be ignored (“A 

comprehensive guide,” 1999; “A profile of African-American college student,” 2002; 

Allen & Wallace, 1988; Bettez & Suggs, 2012; Gasman, 2010b; Mores et al., 1996; 
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“Racial Conservatives,” 2001; Rowley, 2000; Tobolowsky, Outcalt, & McDonough, 

2005; “The Discouraging Trend,” 2013).  Research indicates that large levels of student 

achievement, as evaluated by student satisfaction, persistence, and graduation rates, 

coincide with the notion that HBCUs facilitate an environment beneficial to individual 

and educational growth (Allen, 1992; Bonous-Hammarth & Boatsman, 1996; Fleming, 

1984; Freeman, 1997; Outcalt & Skewes-Cox, 2002).  More specifically, research 

indicates that African American students experience a more supportive campus within 

HBCUs than PWIs (Allen, 1992; Davis, 1991). 

More recent literature on HBCU institutional effectiveness began to emerge from 

an administrative voice.  For instance, Schexnider (2013), a past-president of an HBCU, 

drew on his administrative experiences and asserted that while there are some strengths at 

HBCUs, institutional effectiveness is often hindered by a lack of standard operating 

procedures, lack of fiscal controls, and resistance to change.  Schexnider (2013) went on 

to characterize HBCUs as “riddled with problems,” and thus, not as institutionally 

effective as they could be. 

Research also indicates that there are notable factors that impact the indicators of 

HBCU institutional effectiveness.  They are: (1) the historical dissimilarities in funding 

of HBCUs in comparison to other state institutions that leave HBCU funding at a 

disproportionately unequal state in comparison to other HEIs (Allen & Jewel, 2002; 

Brady, Eatmen, & Parker, 2000; Gasman, 2007, 2010a; Gasman & Anderson-Thompkins, 

2003; Gasman & Drezner, 2009; Green, 2004; Kujovich, 1994; Lee & Keys, 2013; 

Minor, 2008; Redd, 1998; Sav, 1997, 2000, 2010; Zhang, 2006); (2) current endowment 

levels of HBCUs (Drezner & Gupta, 2012; Keels, 2004); and (3) student demographics 
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(Allen & Jewel, 2002; Gasman 2010a).  Sav (1997) highlighted the inequalities and 

discrepancies in state appropriated funds in both a percentage of revenue and per-student 

basis for HBCUs in comparison to predominantly White institutions.  The researcher 

drew attention to Mississippi, whose: 

HBCUs average only 28% of their revenues from state support compared to North 

Carolina’s 51%.  Historically Black Colleges and Universities in Virginia, Ohio, 

and Louisiana are only marginally better off, receiving only 29%, 33%, and 34%, 

respectively, of their revenues in the form of funding from state-appropriated 

dollars. (Sav, 1997, p. 3) 

Sav’s (2000) research sought to build on previous research and “empirically test 

for the potential existence of fiscal discrimination leading to disparate funding treatment 

of historically Black colleges and universities,” (p. 2).  Results indicated that funding 

reform could assist in the financial equality between HBCUs and PWIs, yet potentially 

jeopardize existing state revenue streams that emerged as a result of historical 

discriminatory funding patterns.  Sav’s research also delved into issues surrounding 

funding dissimilarities between HBCUs and other HEIs and examined the progress, if 

any, towards equality.  Using IPEDS data, Sav (2010) created a model looking at 

measures specifically tied to institutional effectiveness and state funding between HBCUs 

and PWIs.  Using a data set of 211 PWCUs and 33 HBCUs, statistical analysis indicated 

that progress has been made to close the funding gap between PWCUs and HBCUs to 

12.5% by 2006.  However, Sav (2010) asserted that if progress was sustained at this rate, 

funding equality would not be achieved for three more decades. 
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The role of accreditation and HBCU institutional effectiveness.  Accreditation 

plays a vital role in HBCUs rankings, image, and overall institutional effectiveness 

(Crawford, 2008).  A constant need exists to evaluate Black higher education for 

continued progress and accountability.  However, historically, the assessment and 

investigation of the institutional effectiveness of Black higher education has been scarce.  

Research denotes that while many studies have examined the impact of HBCUs, many 

more have overlooked the needed assessment of institutional quality of HBCUs (Roebuck 

& Murty, 1993; Walton, 2011). 

Recognizing this, W.E.B. DuBois (1965) conducted two surveys of Black higher 

education; the first focused on the social and economic situations of Black colleges, and 

the second survey ranked Black colleges by curriculum quality and enrollment.  DuBois 

ranked HBCUs within three groups; (1) First Grade Colored Schools, (2) Second Grade 

Colored Schools, and (3) Other Colored Schools.  DuBois concluded that HBCUs and 

their graduates were of immeasurable value.  McGrath (1965) also conducted a research 

study examining the features and needs of 125 HBCUs.  Results from this assessment 

indicated that HBCUs were financially overwrought, in need of curriculum adjustments, 

community and alumni support, and coordinated efforts with other Black colleges for 

long-term sustainability.  More recently, similar to DuBois’ three-tier ranking system of 

HBCUs, Morse and Brooks (2015) highlighted that the U. S. News and World Report 

(2009) began ranking HBCUs in 2008 in three categories: (1) Tier I (those 1–35); (2) Tier 

II (36–69); and (3) Unranked (HBCUs unable to report key educational characteristics as 

a result of their type, policies, and/or practices; e.g., enrollment less than 200 students, 

private-for-profit, lack of SAT/ACT scores). 
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Currently, six regional accreditation agencies are responsible for development of 

the accreditation standards in American higher education (Fester, Gasman, & Nguyen, 

2012).  They are: (1) the New England Association of Schools and Colleges, established 

in 1885; (2) the Middle States Association of Colleges and Schools, established in 1887; 

(3) the SACSCOC, established in 1895; (4) the North Central Association of Colleges 

and Schools, also established in 1895; (5) the Northwest Commission on Colleges and 

Universities, established in 1917; and (6) the Western Association of Schools and 

Colleges, established in 1924 (Fester et al.).  80% of HBCUs are located in the Southeast 

region of the U.S. (Donahoo & Lee, 2008), thus, the majority of HBCUs fall under the 

authority of SACSCOC. 

SACSCOC is a private, nonprofit organization that was established in 1895 in 

Atlanta, Georgia (SACSCOC, 2010).  The branch of SACS that accredits institutions of 

higher education within this region is the Commission on Colleges (SACSCOC, 2010). 

The mission of SACSCOC is to improve the institutional effectiveness, and, ensure that 

the educational quality in the Southeast region sufficiently meets the standards 

established by the higher education community that address the needs of society and 

students (SACSCOC, 2012).  SACSCOC has worked since 1928 with HBCUs in the 

South, documenting surveys, establishing academic ranking mechanisms, upgrading 

college programs, and formalizing accreditation procedures (Roebuck & Murty, 1993).  

Addressing the need for measures of “institutional effectiveness,” the term was embraced 

by SACSCOC in 1985 referencing efforts that focused on data collection and 

documentation of overall institutional performance in accreditation review processes 

(Welsh & Metcalf, 2003).  Because HBCUs function in a complex environment impacted 
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by the technological, environmental, political, and educational sectors, accreditation 

reviews carry a weighty impact on HBCU conditions, financing, and their stakeholders.  

Thus, proper understanding of the accreditation process within the context of HBCUs is 

critical for institutional effectiveness, long term sustenance of HBCUs, and continued 

federal aid (Karpman, 2010). 

SACSCOC reaffirmation process.  In 2001, SACSCOC enhanced its 

reaffirmation process through the adoption of the Principles of Accreditation.  According 

to SACSCOC (2011), reaffirmation signifies: 

the institution’s effectiveness and its ability to create and sustain an environment 

that enhances student learning became the focus of a process designed to 

determine the quality of an institution within the framework of its mission, its 

goals, and an analysis of and response to crucial institutional issues. (p. 7) 

While accreditation and reaffirmation is a voluntary norm within the higher education 

community, according to SACSCOC (2011), “it plays a significant role in fostering 

public confidence in the educational enterprise, maintaining standards, enhancing 

institutional effectiveness, and improving higher education by establishing a common set 

of requirements with which accredited institutions must comply” (p. 3).  The Principles 

of Accreditation outline key core requirements for the reaffirmation process. 

 According to SACSCOC (2011), the reaffirmation process occurs in four phases.  

The first phase is preparation, which involves the institutional leadership team 

strategically addressing preliminary issues in an orientation meeting.  The second phase 

is an off-site review, which begins with the institution preparing and submitting its 

compliance certification for the off-site review.  A compliance certification is the 
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institutional documentation demonstrating institutional compliance (SACSCOC, 2011).  

The off-site reaffirmation committee reviews the compliance certification, develops a 

report addressing areas of non-compliance, and shares those findings with the institution.  

This report is shared with the on-site reaffirmation committee.  At this time, the 

institution has an opportunity to address the off-site reaffirmation committee’s findings 

by developing a focused report in preparation for the third phase of reaffirmation, the on-

site review.  The on-site reaffirmation committee is responsible for completing the 

reaffirmation report for submission to the COC.  In doing so, this committee ensures that 

the institution has sufficiently addressed areas of non-compliance as outlined by the off-

site committee.  Additionally,the on-site reaffirmation committee certifies that the 

institution had met standards and requirements established by the U.S. Department of 

Education (USDOE, 2009).  The final report is shared with the institution.  The final 

phase consists of a review of the reaffirmation committee report, the institution’s quality 

enhancement plan, as well as institutional response strategies.  Final review at this stage 

determines an institution’s reaffirmation. 

SACSCOC criterion for institutional effectiveness.  According to SACSCOC 

(2010), accreditation signifies that an institution: 

(1) has a mission appropriate to higher education, (2) has resources, programs, 

and services sufficient to accomplish and sustain that mission, and (3) maintains 

clearly specified educational objectives that are consistent with its mission and 

appropriate to the degrees it offers and that indicate whether it is successful in 

achieving its stated objectives. (p. 1) 
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SACSCOC has identified five institutional areas to monitor and assess for 

institutional effectiveness regarding planning, improved efficiency, quality, 

accountability, and mission alignment (Head & Johnson, 2011).  These areas are; (1) 

educational programs; (2) administrative support services, (3) educational support 

services, (4) research, and (5) community/public service.  Institutional effectiveness is 

evaluated at both the institutional level as well as the unit level.  Williams (2014) 

recognized various benefits of an evaluation at the institutional level such as; the 

establishment of institutional direction, the provision of a framework for unit level 

strategic planning, identifying institutional priorities, and continuous improvement.  At 

the unit level, Williams also noted that institutional effectiveness focuses on the 

alignment between program/department missions and student learning outcomes, and the 

alignment between program/department goals and mission and strategic goals of the 

institution.  Student learning outcomes are assessed at the unit level; however, both levels 

of assessments are informed by research. 

There are various components of assessment and evaluation that lend to the 

cyclical environment of institutional effectiveness.  In an effort to maintain an 

environment of continuous improvement, institutional and unit levels goals, objectives, 

and expected outcomes are evaluated and assessed.  Feedback from assessments are then 

used to refine the strategic planning purpose, goals, and institutional efficiency.  Head 

and Johnson (2011) contended that such a feedback loop is critical for institutional 

effectiveness because it focuses on an ongoing, integrated, research-based planning 

aimed at improving institutional planning, efficiency, quality, accountability, and mission 

achievement. 
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Accountability and HBCUs.  Coupled with accreditation requirements, 

heightened demands for accountability have re-enforced outcomes based agendas in 

which HBCUs must respond (Duderstadt, 2000).  Further, a growing sense of concern 

surrounding higher education and its integrity have increased demands for accountability 

(Kerr, 1994).  While HBCUs are responsible for a vast number African American 

graduates, they have struggled with accountability issues related to leadership, student 

success, financial resources, and fiscal management, among other issues over the past 

decade (Hefner, 2014; Roberts, 2013; Shields, 2004; Young, 2008). 

Leadership and HBCUs 

 According to Schexnider (2013), HBCU accountability must be addressed 

through a leadership lens.  Along these lines, governing presidents can spearhead 

institutional commitment and transparency for accountability by endorsing a common 

thread through assessment, accountability, and institutional effectiveness.  Taylor (2012) 

asserted, however, that while one may commonly look at only HBCU residents in this 

regard, issues of accountability must also be addressed at the level that includes both 

HBCU local and State Boards of Trustees/Governors.  More specifically, HBCU 

presidents require guidance and support from their respective Boards of Trustees to 

establish and implement new and changing accountability priorities (Smith & Wolf-

Wendel, 2005). 

Strategic Planning and HBCUs 

 Institutional effectiveness and strategic planning are interrelated.  Strategic 

planning within HBCUs seeks to address the institutional mission while simultaneously 

addressing the varied environmental forces beyond administrative and organizational—or 
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even the national higher education community’s—control (Goldstein, 2005).  Cowburn 

(2005) asserted that in the past, HEIs were somewhat unrestricted to pursue their own 

individual strategies due to the perception that these combined efforts would serve as a 

state and national public good.  However, as the environment became more complex, and 

financial and accountability issues arose, institutions were forced to establish clear cut 

priorities.  Thus, the need for transparency in strategic planning also grew. 

Strategic planning is defined as “the process of developing and maintaining a 

strategic fit between the organization and its changing marketing opportunities” (Kotler 

& Murphy, 1981, p. 2).  Thus, priorities focused around institutional mission and its 

achievements should tie directly to the HEIs strategic plan (Bridges et al., 2008; Coupet 

& Barnum, 2010; Kodrzycki, 2004).  Watson (1995) asserted that successful strategic 

planning initiatives at HEIs must follow a willingness to change and examine institutions 

within the context of environmental changes and perceptions.  Taylor (2012) noted that 

proper strategic planning begins with good decision making amongst Board of Trustees 

members and HEI presidents.  They each play a key role in establishing the strategic 

direction of an institution.  This strategic direction must focus on fulfilling institutional 

mission, while at the same time, meeting accountability demands and adjusting to 

changing environments. 

Chaffee (1985) outlined three models of change strategy, one or more of which 

are used for strategic planning; (1) linear, (2) adaptive, and/or (3) interpretive.  The linear 

strategy is centered around goal setting and strategic planning, formulation, and 

implementation.  The adaptive strategy focuses on both external and internal 

environmental conditions.  The interpretive strategy takes into consideration perspectives 



39 

from internal and external stakeholder relationships.  These perspectives are used to plan, 

adapt, and change perspectives.  Chaffee described change strategy through symbolic 

actions and communication. 

Research focused on strategic planning in relationship to HBCUs spans across 

several dimensions ranging from leadership, finance, and student engagement.  Patterson, 

Dunston, and Daniels (2013), for instance, contended that HBCU should strive to not 

simply preserve, but also advance their historic mission through transforming their 

strategic position to focus on service learning, student engagement, and civic 

engagement.  A myriad of current literature emphasizing the uniqueness of HBCUs in 

comparison to other HEIs also exists (Allen, 1992; Astin, Tsui, & Avalos, 1996; Bonous-

Hammarth & Boatsman, 1996, Brown & Davis, 2001; Clark, 1970; Davis, 1991; 

Fleming, 1984; Outcault & Skewes-Cox, 2002; Roebuck & Murty, 1993; Willie et al., 

2005; Thompson, 2008).  HBCU uniqueness, or “distinctiveness,” is defined as “the 

special set of values, features, and outcomes that make traditional HBCUs more effective 

than PWIs not just in educating Black students, but in transforming them,” (Arroyo, 

2010, p. 3).  Research conducted by Arroyo (2010) resulted in the recommendations that 

strategic planning should focus on the need for HBCU distinctiveness.  Arroyo (2010) 

asserted that although scholarship has evidently emerged from HBCUs for years, it has 

done so without the construction of a theoretical model based on empirical study that 

accurately captures HBCU distinctiveness.  The lack of this formal framework makes it 

difficult for HBCUs to validate and communicate their distinctiveness to external 

stakeholders.  Today, strategic plans provide a mechanism with which HBCUs can 

properly formalize and document these types of effective strategies. 
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Notable empirical findings from a review of the literature suggests the following: 

(1) Black and/or African American student success is closely tied to institutional and 

environmental characteristics; (2) Black and/or African American students attending a 

PWI had lower achievement than those attending HBCUs; (3) HBCU environments are 

culturally sensitive to the racial disparities and social constructs that impact Black and 

African American students; (4) HBCU environments are more nurturing to Black and 

African American students in comparison to PWIs; and (5) there exists no metric and/or 

theoretical framework to capture HBCU uniqueness. 

Along these lines, collaboration with organizations such as the Historically Black 

Colleges and Universities General Education Alliance (HBCUGEA) have been proven 

invaluable.  The HBCUGEA is a non-profit organization that focuses on creating 

discussion in academia to promote quality education for all students.  Specifically, the 

mission of the HBCUGEA is to nurture research-based documentation of best strategies, 

practices, and policies in minority education, especially regarding institutional, 

instructional, and student support of HBCUs (HBCUGEA, 2014).  Specific strategic 

planning-outlined strategies by the HBCUGEA from 2010 to 2014 included: fostering 

faculty re-orientation to planning, implementing, and evaluating education to create 

student-centered development of the “whole” student for the 21st century; an increase in 

research-based documentation of best strategies, practices, and policies for student-

centered teaching, learning, and assessment, especially at course and program levels; 

collaborative efforts with HBCUs and other institutions; and reports, studies, and 

initiatives regarding institutional, instructional, and student support (HBCUGEA, 2014). 
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Another related issue is the endowment.  HBCUs have relatively low endowments 

(Gasman, 2013; Keels, 2004).  Williams and Kritsonis (2007) stressed that increasing 

HBCU endowments will require strategic planning geared toward cultivating a strong 

alumni base and educating them about the importance of philanthropy.  As such, a large 

emphasis in the available literature is placed on the need for HBCUs and the intersect 

between strategic planning, fundraising, planned giving, and other financial lenses and 

initiatives asserting financial leverage that can strategically be used to address concerns 

regarding institutional quality, technology, fund development and more (Allen, 2014; 

Bowman, 2010a, 2010b; Coupet & Barnum, 2010; Gasman, 2003; Gasman & Anderson-

Thompkins, 2003; Gasman & Bowman, 2011; Jones, 2014; Schexnider, 2013; Stuart, 

2011).  Further, Gasman (2013) purported that fundraising is the most important factor in 

determining long-term sustainability of HBCUs. 

Conceptual Framework 

The researcher’s conceptual framework (see Figure 3) was developed based on 

both Hay et al.’s (2010) framework for institutional effectivenes (see Figure 1) and 

Lerner’s (1999) strategic planning process model (see Figure 2).  Schaffer (2011) 

asserted that “today more so than ever it is crucial that institutions of higher education 

have plainly articulated and widely promulgated measures of institutional effectiveness 

so it is clear internally and externally what is of most importance to the organization” (p. 

5).  This assertion supports Hay et al.’s (2010) framework for institutional effectivenes 

that was developed in by key stakeholders within higher education at Montana State 

University including deans and chief student and academic affairs officers.  The 

framework is based on a cyclical process directly linking planning, assessment, and 
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resource allocation to institutional mission achievement.  It was developed as a result of 

two environmental shifts that heightened institutional outcomes; (1) the higher education 

shift from access to accountability, and (2) the increased pressure for reconciling 

institutional outcomes and fiscal assets. 

Mintzberg (1994) views the process of strategic planning as formal and necessary 

for direction of resource allocation.  This is important to higher education because 

through strategic planning, institutional alignment can occur.  More specifically, a clear 

direction for mission attainment can be established; increased alignment between HEIs 

and the external environment can occur; institutional priorities can be established, 

communicated, and even adopted by stakeholders; and the creation of stakeholder buy-in 

and collaboration for HEI goals, vision, and mission can occur (Lerner, 1999). 

Schaffer (2011) contended that “without the use of clear measures of institutional 

effectiveness, external mistrust is raised about the adequacy and appropriateness of the 

institution’s actions, and internal confusion and inefficiency results from misguided 

efforts” (p. 6).  Hay et al.’s (2010) framework for institutional effectivenes is 

theoretically grounded in literature focused on organizational environment, resource 

allocation, institutional effectiveness, and assessment as related to higher education.  The 

framework forces a cyclical review of elements regarding the uniqueness of institutional 

effectiveness (Alfred, Shults, & Seybert, 2007; McPhail, 2005; Schmidtlein, 1990; 

Showden, 2005; Wheatley & Kellner-Rogers, 1998). 

Lerner’s strategic planning process model, developed in 1999 by Alexandria 

Lerner, a research associate within the College of Business Administration and 

Economics at California State University, visually depicts the interrelationship between 
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strategic planning, the necessity for strategy in higher education, and the dynamics of 

institutional strategic planning while maintaining mission alignment.  Lerner’s 

framework is based on the understanding that universities engage in the strategic 

planning process as a reactive approach to external challenges and/or forces such as 

“increasing demand for higher education concurrent with a decline in government 

funding, changing student demographics, and a need to compete with the emerging 

models of higher education while keeping the essence of a traditional comprehensive 

university,” (p. 2).  It is theoretically grounded in literature focused on existing university 

trends, resources allocation, changes in educational needs, and new models of higher 

education that address the gap between traditional universities and a consumer-driven 

market (Benjamin & Carroll, 1998; Rowley, Lujan, & Dolence, 1997; Traub, 1997). 

 With the initial intent to be an analysis tool of strategic planning at the California 

State University System, Lerner’s (1999) framework has been expanded to the strategic 

planning process at various public and private institutions, including community colleges 

and international HEIs such as; the Southern Polytechnic State University Architecture 

Program (Barnes, 2012), the Malaysian Institute of Higher Learning (Ishak & Alias, 

2005), Qatar University (Naufall & Nasser, 2012), Lebanese American University 

(Naufall & Nasser, 2012); George Fox University (Milhauser, 2011), Lasallian-sponsored 

Catholic universities (Bisset, 2014) of which there are seven, and Al-Balqa' Applied 

University (Alawamleh, Bdah, & Alahmad, 2013).  Theoretically, Lerner’s strategic 

planning process model, or substantial components of the model, has been integrated into 

research studies focused on strategic planning methodology and assessment within HEIs 

and the overall field of education (Bayramova, Laanpere, & Normak, 2014; Benjamin & 
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Carroll, 1998, Chae & Poole, 2005; Hadawy, Poursadegh, Zeinab, & Khavandi, 2011; 

Ishak & Alias, 2005; Lingam, Lingam, & Raghuwaiya, 2014; Lopez, 2014; Makhdoom, 

2012; Mgomezulu, 2009; Milhauser, 2011; Nauffal & Nasser, 2012; Nolan, 2009; 

Ololube, 2013; Rowley et al., 1997; Salo, 2014; Traub, 1997; Wallace, 2010; 

Washington, 2011; Young, 2011). 

 Both Hay et al.’s (2010) framework for institutional effectiveness and Lerner’s 

(1999) strategic planning process model are supported by Siegel’s (1998) explanatory 

construct of mission creep.  Siegel (1998) defined “mission creep” (p .4) as unwanted or 

misunderstood mission change that occurs either because tasks or the end-state change 

occurs in response to unexpected situational shifts.  Siegel identified nine concepts by 

which mission creep is commonly, albeit incorrectly, classified; (1) unplanned-for tasks; 

(2) unanticipated or un-intended tasks, (3) untrained for tasks, (4) nation-building tasks, 

(5) activities due to outside demands, (6) undesired extension of mandate, (7) activities 

outside political guidance, (8) entangling tasks, and (9) adding functions without 

reviewing force capabilities concepts of mission creep.  Siegel asserted that mission creep 

is better defined as “mission change,” and put forth four dimensions of mission change 

that serve as categories for the aforementioned mission creep concepts.  These categories 

are: (1) task accretion, which is “the general assumption of tasks necessary to achieve the 

mission’s initial objective” (p. 3); (2) mission shift, which is when forces cause the 

adoption of tasks that expand the mission; (3) mission transition, which is “an unclear or 

unstated transition to a new set of objectives,” (p. 3); and (4) mission leap, an explicit 

choice which occurs “with a clear decision to change the mission,” (p. 3).  According to 
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Siegel’s construct, these dimensions should address when mission change is appropriate, 

and/or when such could lead to a less than ideal situation. 

Chapter Summary 

Chapter two discussed literature on the development of public land-grant colleges 

and presented a historical overview of funding policies related to the higher education of 

Blacks.  Specifically, this chapter included literature on the historical funding of HBCUs, 

including the 1862 and 1890 Morrill Acts, the impact of the Freedmen’s Bureau, Title III 

of the 1965 Civil Rights Act, the signing of Executive Order 12232 in 1980, state 

funding, HBCU endowments, foundations, and corporations funding.  Also included was 

a review of literature and research examining HBCU institutional effectiveness as it 

relates funding, its impact on measures of institutional effectiveness, accountability, 

HBCU leadership, and strategic planning.  The theoretical groundwork surrounding the 

researcher-developed conceptual framework was also discussed. 

Chapter three will describe the study methodology and research design. 
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CHAPTER III. METHODOLOGY 

Research Design 

For purposes of this research study a qualitative methods research design (i.e., a 

case study) was used to examine: (1) the alignment of HBCU mission statements with 

mandated metrics of institutional effectiveness; (2) the perceived institutional 

effectiveness of HBCUs by key internal and external stakeholders; and (3) the interplay 

of fiscal issues and institutional effectiveness in relation to the historic mission, strategic 

efforts, and state mandates within the context of HBCUs.  The exploratory qualitative 

case study approach is useful when examining a problem within a real-life contemporary 

setting (Yin, 2009).  The researcher purposefully selected a case study approach using the 

logic of replication in which the researcher will replicate the procedures for each case 

(Creswell, 2013).  This qualitative method of data collection and analysis is also designed 

to capture accurate and real-life perspectives relevant to the research study. 

As part of this approach, a document review was conducted to review mission 

statements, strategic plans, SACSCOC focused reports, Board of Governors strategic 

planning reports, and institutional effectiveness reports from 2009–2014 for each study 

site.  Document summary forms were used in order to identify themes with regard to the 

perspectives of key stakeholder respondants.  The perspectives of researcher-selected key 

stakeholders were examined through semi-structured interviews conducted by the 

researcher.  Interviews were transcribed and coded and emerging themes were identified.
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Written transcriptions were shared with each interviewee as a form of member checking.  

The review of related literature and university documents, key stakeholder interviews, 

and IPEDS data contributed to data triangulation. 

Site Selection 

 For purposes of this study, a criterion sampling methodology was employed.  

Criterion sampling methodology is defined by the selection of “cases that meet some 

predetermined criterion of importance” (Creswell, 2013, p. 239).  Pre-determined 

selection criteria for the selection of the two study sites included HEIs classified as all of 

the following: (1) a public-land-grant institution; (2) an HBCU; and (3) SACSCOC 

accredited.  Currently there are 11 public land-grant HBCUs accredited by SACSCOC 

that were identified as possible sites.  These 11 include; Alabama Agricultural and 

Mechanical University, Alcorn State University, Florida Agricultural and Mechanical 

University, Fort Valley State University, Kentucky State University, North Carolina 

Agricultural and Technical State University, Prairie View Agricultural and Mechanical 

University, South Carolina State University, Southern University and Agricultural and 

Mechanical College at Baton Rouge, Tennessee State University, and Virginia State 

University (see Appendix C). 

Of the above 11 public land-grant SACS accredited HBCUs, two were selected 

for this study.  The two sites selected were those having the highest enrollment rates 

amongst the 11 existing public, land-grant, SACSCOC-accredited HBCUs for the 2013-

2014 year of review.  Figure 4 presents a map that depicts the location of the 11 public 

land-grant SACS accredited HBCUs in the U.S. 
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Figure 4.  Map of public land-grant SACS-accredited HBCUs within the United States. 

Participant Selection 

 Key stakeholder participant selection was both purposeful and convenient.  For 

purposes of this study, five specific role groups were identified; the president, the vice 

president of academic affairs, the vice president of student affairs, the vice president of 

finance, and the vice president of alumni affairs. 

Data Collection 

 The research study’s data collection process consisted of three phases: (1) Phase 1 

- document review, (2) Phase 2 - IPEDS data collection, and (3) Phase 3 - conducting of 

semi-structured interview protocols for the higher education administrators of the 

selected sites. 

Phase 1 - document review.  This phase of the data collection process included a 

review of relevant documents such as mission statements, strategic plans, SACSCOC 
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focused reports, Board of Governors strategic planning reports, and institutional 

effectiveness reports from 2009–2014.  Document summary forms were created to show 

the relevance for all public documents reviewed (see Appendix B).  The intent of the 

document review was not only to reveal how, and to what extent, shifting funding levels 

have occurred and thus had an impact on the two selected case study institutions, but also 

to examine the HEIs’ various response strategies employed to remain institutionally 

effective in the midst of changing funding levels and calls for increased accountability. 

Document selection rationale.  After extensive review of various institutional 

documents, five key documents from each site were selected for document review.  They 

were; mission statements, strategic plans, SACSCOC focused reports, Board of 

Governors strategic planning reports, and institutional effectiveness reports from fiscal 

year (FY) 2008-2009 to fiscal year (FY) 2013-2014. 

Mission statements.  The analysis of institutional mission statements were 

essential because it established the purpose, value, and overall institutional culture for 

both public land-grant SACSCOC-accredited HBCUs in this research study.  The mission 

statement permeates HBCU institutional culture in areas of curriculum, performance 

criteria, and establishing learning outcomes for students.  Furthermore, institutional 

effectiveness is a measure of if, and how, institutions are successfully achieving their 

established missions. 

Strategic planning reports.  The analyses of institutional strategic planning 

reports is vital because it offers insight of the intended and emergent response strategies 

of IA and IB in light of external and internal conditions and demands of increasing 
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accountability.  Strategic plans provide an institutional roadmap of how both institution 

missions are achieved. 

SACSCOC focused reports.  SACSCOC requires all participating institutions to 

submit reports to an off-site committee for institutional review.  This off-site committee 

then makes recommendations for institutional effectiveness and enhancement to the 

institution.  A focused report is published when recommendations by the off-site 

committee were not sufficiently met by the Commission’s standards.  The analyses of 

SACSCOC focused reports were essential to observe if external stakeholders view IA and 

IB as institutionally effective and operating in compliance with its regional accrediting 

body’s standards of institutional effectiveness.  There are five areas of institutional 

effectiveness that the Commission reviews.  They are: (1) educational programs, to 

include student learning outcomes; (2) administrative support services; (3) educational 

support services; (5) research within its educational mission; and (5) community/public 

service within its educational mission, if appropriate (SACSCOC, 2012). 

Board of governors’ reports.  The Board of Governors (The Board) establishes 

educational and fiscal policies to ensure the management of the state education system.  

The analyses of these reports, more specifically, the system strategic plans, were 

necessary as they outline the planning, coordination, and development of the State 

University Systems (SUS) within which IA and IB function. 

Institutional effectiveness reports.  Institutional effectiveness reports serve as a 

continual measure of assessing the strategic initiatives put forth by IA and IB.  The 

analysis of institutional effectiveness reports are important because these reports monitor 

the institutional effectiveness indicators as outlined by SACSCOC, the performance 
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metrics outlined by the Board, and the self-selected metrics selected by IA and IB.  By 

tracking the measures of institutional effectiveness for both sites, the researcher identified 

areas of institutional strength, as well as opportunities for improvement. 

The aforementioned documents were coded by frequency and prevalent themes 

were identified regarding both IA and IB. 

Phase 2 - IPEDS data collection.  This phase of data collection involved 

collecting financial data from IPEDS over a five-year period for each of the two study 

sites.  Specific financial data reflected state appropriations from fiscal years (FY) 2009–

2014.  This financial data was cross-referenced with institutional data identified for the 

study’s document review to ensure further validity. 

Phase 3 - semi-structured interviews.  An email recruitment script (see 

Appendix E) was used to recruit the selected key stakeholders (i.e., the president and the 

vice presidents of academic, student, financial, and alumni affairs) to be interviewed.  

This formal request included information that explained the purpose of the study, the 

expected length of the interviews (45–60 minutes), the rationale of the site selection, and 

assurance that the study will follow FAU’s approved IRB protocol.  Follow-up calls to 

the selected key higher education administrators were conducted as needed two weeks 

after the initial email invitations were sent.  No data was collected until IRB approval was 

obtained. 

Conducting a semi-structured interview protocol assisted the researcher in 

identifying the perspectives of key stakeholders in each of the selected study sites.  

Stakeholder perspectives in terms of how HBCUs have operated in the midst of funding 

reductions in order to remain effective, viable, and true to the historic mission of each 
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university were examined.  Nine semi-structured interviews were conducted by the 

researcher using the researcher-developed interview protocol (see Appendix A).  This 

number represents a total of five participants from IA and four participants from IB. 

Pilot Study 

Creswell (2013) recommended “the use of a pilot test to refine and develop 

research instruments, assess the degrees of observer bias, frame questions, collect 

background information, and adapt research procedures” (p. 165).  In an effort to test and 

to add validity to the semi-structured interview protocol, the researcher conducted a pilot 

study during the Spring 2014 semester.  This pilot study took place in a single-site case 

study institution fitting the study profile to ensure a relevant line of questioning.  Results 

from the pilot study led to refinements to the semi-structured interview protocol that was 

then used for this case study.  The pilot institution was not among the sites considered. 

Data Analysis 

Data analysis in qualitative research consists of preparing and organizing the data 

for analysis, then reducing the data into themes through a process of coding and 

condensing the codes, and, then, finally representing the data in figures, tables, or 

a discussion. (Creswell, 2013, p. 180) 

The research study’s data analysis process also consisted of three phases; (1) Phase 1 - 

content analysis of documents reviewed, (2) Phase 2 - analysis of data obtained from 

IPEDS, and (3) Phase 3 - analysis of responses to semi-structured interview protocols. 

Phase 1 - content analysis of documents reviewed.  With respect to the content 

analysis, relevant documents were reviewed, text was parsed into small categories of 
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information, evidence was sought for each code, and labels were assigned to each code.  

Thus, categories and categorical codes were defined and identified (Creswell, 2013). 

Three rounds of coding took place to determine categories and categorical codes.  

During each round of coding, content was analyzed using a two-layered coding strategy. 

The first was in vivo coding which Saldaña (2013) identified as necessary “for participant 

language and perspective” (p. 2), and the second was “pattern coding [used] for initial 

analytic strategy,” (Saldaña, 2013, p. 2).  A complete category and code list of the 

relevant content was constructed and is found in Appendix F. 

The documents were coded by frequency.  Color coding was the researcher’s 

primary choice for identifying codes using MAXQDA, a cross-platform management 

software for analyzing qualitative and mixed methods research.  Once this process was 

completed, the data were evaluated for emerging themes.  Themes “are broad units of 

information that consist of several codes aggregated to form a common idea” (Creswell, 

2013, p. 187).  The frequency of codes resulted in emergent themes.  The data were then 

interpreted which involved “abstracting out beyond the codes and themes to the larger 

meaning of the data” (Creswell, 2013, p. 187). 

Finally, the researcher also examined institutional effectiveness reports for both 

study sites over the five-year period from 2009–2014.  Institutional effectiveness reports 

were observed because they provide a status report for the study sites based on 

institutional goals and objectives.  Additionally, as these reports are developed by the 

respective study sites, they serve as their individual measures of self-assessment. 

Phase 2 - analysis of data obtained from IPEDS.  For the purposes of this 

research study, the historical funding patterns with regard to state appropriated funds, as 
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well as yearly funding changes, were analyzed to determine if, and how, these changes 

influenced institutional effectiveness and strategic planning. 

Phase 3 - analysis of responses to semi-structured interview protocols.  Each 

semi-structured interview was recorded and transcribed by the researcher.  Reviews of 

transcriptions were conducted by the researcher for accuracy, and then by the individual 

participants for purposes of increased validity of findings and results.  After reviewing, 

the process of analysis was replicated from phase 1, that is, the text was parsed into small 

categories of information and categories and categorical codes were defined and 

identified (Creswell, 2013).  Identical to phase 1 of data analysis, three rounds of coding 

took place to determine categories and categorical codes.  During each round of coding, 

interview content was analyzed using the same two-layered coding strategy to more 

accurately support the findings; in vivo and pattern coding.  A complete category and 

code list of the relevant content from the semi-structured interview was constructed and 

is found in Appendix F.  The transcriptions were treated as documents, and were coded 

by frequency.  Using MAXQDA software, color coding was again the researcher’s 

primary choice for identifying codes.  Once this process was completed, the data were 

evaluated for emerging themes. 

Data from interviews were triangulated “to corroborate evidence from different 

sources in order to shed light on a theme or perspective” (Creswell, 2013, p. 251).  The 

results of the three phases of data analysis were integrated during the findings and 

discussion of the study outcomes.  Triangulation will be discussed further in Chapter 

four. 
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Role of the Researcher 

 At the time of this study, the researcher was enrolled as a graduate student at 

Florida Atlantic University.  The role of the researcher is to unassumingly collect, 

transcribe, and analyse data and report the findings.  In addition, although an alumnus of 

a public, land-grant SACSCOC-accredited HBCU which may present bias in the 

researchers’ perception, the researcher made every attempt to reduce any potential bias 

on the findings in order to fortify the soundness of the study.  Further, the researcher is 

not acquainted with any of the study participants and does not know any of them on a 

personal basis. 

Reliability and Validity 

 The researcher ensured that reliability and validity were established through the 

use of the following; (1) a researcher audit trail during the data collection and data 

analysis stages of the study, (2) document summary forms for all documents reviewed 

and analyzed, (3) voice recordings of semi-structured interviews on a secure password 

protected device, (4) transcriptions of all interviews conducted, (5) member checking by 

study participants to ensure that transcriptions accurately reflected what was discussed 

during the semi-structured interviews, and (6) triangulation of data from the three phases 

of data analysis process. 

Institutional Review Board (IRB) Procedures 

 The researcher obtained Institutional Review Board (IRB) approval prior to any 

data collection.  Once IRB approval was obtained, potential study sites were contacted 

via email to request a letter of cooperation.  Once letters were received, potential 

participants were contacted via email and made aware of the research study through an 
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informed consent form (see Appendix E).  Follow-up calls were also conducted as 

needed.  The respective phone numbers used were accessed via the Internet, institutional 

directory assistance, or other public records sources, as needed. 

Study participants were provided assurance of confidentiality with regard to their 

responses.  In addition, the subjects were privy to the researcher-developed semi-

structured interview protocol (see Appendix A) prior to the interview session.  After the 

interview process, all personal identifiers were removed and codes were used as 

substitutes for identifiers.  Code lists and data files were secured in separate locations, all 

of which were password protected and encrypted.  Additionally, pseudonyms were 

applied to subjects and sites to ensure further confidentiality. 

Ethics 

The researcher adhered to all IRB policies and procedures regarding data 

collection and participation.  Participants were informed that their participation was 

completely voluntary.  There were no risks to human subjects and informed consent 

forms were provided to collect participant signatures.  The researcher obtained consent 

and assured privacy and protection of participants and their results.  There is no 

personally identifiable information reported in the research study results.  All data were 

kept secured on a password protected computer and only the researcher had access to the 

data.  All data will be destroyed within five years of completion of the study. 

Chapter Summary 

 Chapter three focused on a comprehensive description of the qualitative data 

collection and analysis methods used to address the research questions.  The various 

phases of data collection and analysis were described.  Additionally, the role of the 
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researcher, IRB procedures, and ethical considerations for this research study were 

discussed.  Chapter four will present the findings of the study, followed by discussion of 

the findings in Chapter five. 
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CHAPTER IV. FINDINGS 

The focus of this study was to examine the interplay of fiscal issues and 

institutional effectiveness in relation to the historic mission, strategic efforts, and state 

mandates within the context of HBCUs.  In doing so, this chapter presents the research 

findings from this qualitative, multi-site case study analysis.  The findings reflect the 

common themes that emerged amongst two HBCUs as a result of an in-depth 

examination of 18 institutional documents, funding patterns over a five-year period, and 

nine interviews consisting of 141 pages of interview transcriptions.  The aforementioned 

data analysis process resulted in 1,019 code assignments that were categorized into 31 

sub-codes found in the researcher code list (see Appendix F).  Codes and sub-codes were 

then used to establish common themes which addressed the five research questions that 

framed this research study. 

This chapter presents the findings which respectively addresses each research 

question.  Prior to addressing the research questions, the demographics of the study 

respondants are shared; first by institution, then by administrative position.  The research 

question are examined from the context of each individual study site, followed by a 

cross-site analysis of both HBCUs.  A synthesis of the findings are organized by the 

themes which address the research questions.  Finally, emergent discoveries that are 

significant to the study’s purpose, that is, identifying the impact of shifting funding levels 

on the institutional effectiveness of HBCUs, are presented.  Table 1 identifies the 

participant demographics of the study respondants.
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Overview of Respondant Demographics 

Table 1 identifies the respective administrative roles, pseudonyms, gender, and 

length of time in position of each of the nine study respondants.  The pseudonyms will be 

used through this chapter. 

Table 1 

Participant Roles, Pseudonyms, Gender, and Length of Time in Position 
	  

Institution A 

Top Administrator Role Pseudonym Gender Position (Years) 

1. President Dr. Presia Female 1.5 

2. Top Administrator in Academic 
Affairs Dr. Iaaca 

Female 1< 

3. Top Administrator in Financial 
Affairs Dr. Iafin 

Female 2 

4. Top Administrator in Student 
Affairs Dr. Iasa 

Male 5 

5. Top Administrator in Alumni 
Affairs Dr. Iaaa 

Male 1< 

Institution B 

Top Administrator Role Pseudonym Gender Position (Years) 

6. Top Administrator in Academic 
Affairs Dr. Ibaca 

Male 2 

7. Top Administrator in Financial 
Affairs Dr. Finib 

Male 7 

8. Top Administrator in Student 
Affairs Dr. Ibsa 

Female 5 

9. Top Administrator in Alumni 
Affairs Dr. Ibaa 

Female 1.5 
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Of the nine study respondants, five administrators identified as female and four as 

male.  Two of study participants have held their position for less than a year; four of the 

nine participants have held their position for over a year, but less than two years; and 

three of the study respondants have held their position for five years or more. 

Research Question 1 

How is institutional effectiveness, and the ability to remain mission focused, 

perceived by key internal and external stakeholders within the two selected sites in light 

of shifts in funding over a five-year period? 

In addressing this question, the researcher used document review to gain insight 

on external stakeholder perceptions.  Responses from interviews were used to gain 

internal external stakeholder perceptions.  Nine of ten selected stakeholders participated 

in the interviews.  Five were from IA, and four were from IB. 

External stakeholder perceptions.  Document reviews conducted by the 

researcher focused on SACSCOC focused reports for both institutions.  The SACSCOC 

focused reports were developed in response to the SACSCOC off-site reaffirmation 

committee perceptions of institutional effectiveness. 

There are five areas of institutional effectiveness that SACSCOC reviews.  They 

are: (1) educational programs, to include student learning outcomes; (2) administrative 

support services; (3) educational support services; (4) research within its educational 

mission; and (5) community/public service within its educational mission, if appropriate 

(SACSCOC, 2012).  IA’s 2009 SACSCOC focused report and IB’s 2010 SACSCOC 

focused report were both examined by the researcher. 
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Institution A.  The researcher’s document review of the SACSCOC focused 

report identified four of the five areas of assessment that needed improvement after the 

SACSCOC off-site reaffirmation committee’s visit at IA.  These areas for improvement 

included; (1) administrative support services, (2) educational support services, (3) 

research, and (4) community/public service. 

 Administrative support services.  IA was found to be unsuccessful in providing 

adequate assessment plans for improvement for the divisions of admissions and 

recruitment, financial aid, and the career center.  In an effort to correct this, IA presented 

a revised assessment plan for the organizational areas based on the focused assessment 

report in this area.  A revised assessment plan was developed to assist in the identification 

of resources that were used for assessment and continued improvement.  This assessment 

plan was developed from IA’s 2007-2008 assessment report. 

 Educational support services.  IA’s 2010 assessment plans for results of 

institutional continuing education and educational support programs were also identified 

as unsatisfactory.  In response, IA provided documentation showing how assessment data 

was used by the Writing Resources Center, Math Lab, Center for Faculty Development 

and Research, Undergraduate Experience Program, and Continuous Education programs. 

 Research.  While IA sought to highlight its increased research activity, the 

SACSCOC focused report pointed to the reality that IA’s research objectives primarily 

focused on submitted research proposals, but not success rates in attaining research 

grants.  Additionally, while IA submitted a plan to monitor and reassess the success of 

the various research proposals submitted, no evidence of this assessment was provided to 

the off-site committee.  To rectify this situation, IA incorporated outcome measures in 
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it’s revised Research Assessment Plan such as the percentage of awarded, proposals 

awarded, federal award renewed, involvement of undergraduate engaged in research, and 

other measures to assess the universe research initiatives. 

 Community/Public service.  IA engages in many community public/service 

initiatives.  Unfortunately, IA failed to monitor the results and use the findings for 

improvement of communication engagement.  In an effort to resolve this situation, IA 

provided evidence of improvement regarding efforts outlined in its Community/Public 

Service Assessment Plan.  For example, IA stressed institutional plans to engage in more 

community engagement with K-12 and community organizations. 

Non-compliance in four of the five areas of institutional effectiveness measures 

suggests that upon initial review by the SACSCOC off-site reaffirmation committee, the 

external stakeholder perceived IA as institutionally ineffective.  However, it must be 

noted that for each recognized area of non-compliance, IA sought to resolve and amend 

SACSCOC’s perceptions in preparation for the on-site reaffirmation committee review. 

Institution B.  SACSCOC emphasized four of the five areas of assessment that 

required enhancement after the off-site reaffirmation committee’s visit at IB.  These areas 

for improvement included; (1) educational programs, (2) administrative support services, 

(3) educational support services, and (4) community/public service. 

 Educational programs.  It was noted that IB engages in five-year cyclical 

program reviews and assessment of student learning outcomes.  However, a deficiency 

was identified through the lack of sufficient evidence of proper institutional assessment 

of student learning outcomes and academic program improvement.  Furthermore, the 

focused report noted that the metrics for evaluation and instruments were not provided.  
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In an effort to resolve this, IB provided examples of improvements made to academic 

programs as a result of the analyses of assessment data from 2007–2012. 

Administrative support services.  In this area, it was noted that IB provided scarce 

evidence of annual reviews as outlined in compliance reports.  More specifically, IB 

provided outdated assessments reports.  The most recent business and finance report, 

student affairs report, and the information technology reports lacked evidence annual 

reviews.  IB delivered annual assessment reports for the academic years in question for 

2006–2009. 

Educational support services.  It was noted that IB made great strides in 

improving its academic support programs within the Division of Student Affairs.  More 

specifically, IB enhanced student offerings within the Center for Academic Excellence 

and Honors Program as well as the Library.  However, a deficiency was identified 

through the failure to provide developmental plans for instruments used to measure 

assessment and continuous improvement.  Furthermore, the focused report expressed that 

the metrics for evaluation and instruments were not provided.  IB provided assessment 

plans for each center for years 2007–2009. 

Community/Public service.  It was recognized that IB’s constituents, such as 

students, faculty, and staff, engaged in many community services activities.  However, an 

assessment of the evaluation of the impact of institutional community/public service was 

not made available to the SACCOC off site reaffirmation committee.  To remedy this, IB 

provided various examples of assessment results and plans for improvements for existing 

community/public service programs from 2005–2009. 
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The SACSCOC focused report for IB highlighted institutional measures to ensure 

institutional effectiveness were met by the SACS on-site reaffirmation committee review.  

For instance, it was noted that IB developed an Institutional Effectiveness Council to 

ensure that accurate assessment metrics for evaluation in regard to academics and 

administration were put into place.  Non-compliance in four of the five areas of 

institutional effectiveness measures suggests that upon initial review by the SACSCOC 

off-site reaffirmation committee, the external stakeholder perceived IB as ineffective in 

the majority of assessment areas.  Conversely, it must be emphasized that for each 

documented area of non-compliance, IB went on to find a resolution within the 

boundaries of SACSCOC compliance parameters in an effort to improve the institutional 

effectiveness perceptions of the SACSCOC on-site reaffirmation committee review. 

Cross-site analysis of SACSCOC focused report.  In reviewing the external 

stakeholder perceptions of institutional effectiveness at both HBCUs, it was found that IA 

and IB were initially considered non-compliant by the SACSCOC off-site reaffirmation 

committee in three similar areas; administrative support services, educational support 

services, and community/public service.  Specifically, there appeared to be a deficiency 

in the development of operative assessment plans, reviews, and measures of evaluation in 

both institutions.  The only area of institutional effectiveness in which IA was found to be 

compliant was educational programming as it related to documenting student learning 

outcomes.  Conversely, IB was noted as lacking developmental plans in this area. 

Nonetheless, IB was still perceived by external stakeholders to be more 

institutionally effective than IA in the area of research at the time of the SACSCOC off-

site visit for reaffirmation.  This area was not mentioned in the SACSCOC focused report 
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for IB.  However, IB was mentioned in needing to enhance assessment procedures.  

Interestingly, with regard to the area of research, in addition to documenting research 

proposals submitted, IA was encouraged to also record the amount of successful research 

grants attained. 

 It must be acknowledged that both IA and IB swiftly engaged in detailed efforts to 

address the areas of non-compliance that were disclosed by the external stakeholder, that 

is, the SACSCOC off-site reaffirmation committee.  However, in examining the 

proportion of areas of non-compliance cited in comparison to the areas of compliance for 

IA and IB, while corrective measures were quickly taken, one can only infer that upon 

initial review, SACSCOC perceived that both IA and IB had areas for development with 

regard to institutionally effectiveness and fulfilling their respective missions. 

 It must be noted that IA was reaffirmed in 2009, with its most recent reaffirmation 

process beginning in 2008.  IB was reaffirmed in 2010, with its most recent reaffirmation 

process beginning in 2009.  Thus, despite the initial perceptions of non-compliance, 

SACSCOC found IA and IB institutionally effective. 

Internal stakeholder perceptions.  The researcher sought the perceptions of 

internal stakeholders through semi-structured interviews with key administrators at both 

HBCUs.  Interviews ranged from 45–60 minutes in duration and harvested meaningful 

insight regarding HBCU institutional effectiveness from the perceptions of leadership.  

All of the interviews were conducted via telephone.  Interview recordings were 

transcribed and shared with respondants to strengthen credibility, reliability, and validity 

of findings. 
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 Responses were received from nine of 10 selected study participants, five key 

administrators from IA and four key administrators from IB, as one participant from IB 

declined to participate.  The Vice President of Financial Affairs of IA was also unable to 

contribute to the research study, but recommended the Assistant Vice President.  The 

administrator within financial affairs at IA was classified as an Assistant Vice President, 

that is, the second in command in that particular division.  With the exception of the 

President of IA, the remaining seven participants were all vice presidents.  Perceptions of 

administrators are first examined individually, followed by a cross-site analysis.  In an 

effort to maintain site confidentiality, unique administrative titles have been removed and 

replaced with standardized administrative titles across both IA and IB.  Participant 

demographics include their respective administrative roles, pseudonyms, gender, and 

length of time in position for the nine study respondants. 

Institution A.  While, all administrators reported that their perspectives may come 

from a limited view as a result of their duration at IA, respondants still managed to give 

detailed insight from their perspectives.  For instance, Dr. Iasa, the key administrator for 

student affairs shared that he held his positon for five years.  The remaining 

administrators at IA in the areas of alumni relations, academic affairs, financial relations, 

and the President, disclosed that they all held their positions for two years or less. 

Administrators were asked how they perceived institutional effectiveness, and if 

that perception was aligned with IA’s characterization of institutional effectiveness.  The 

perceptions of the five administrators at IA were determined to be closely tied to the 

historic mission of the institution and social impact of students. 
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During the interviews, Dr. Iasa talked about institutional effectiveness through a 

lens of performance measures, metrics, and mission alignment as primary components of 

institutional effectiveness.  He shared, “it is the systematic, explicit, documented process 

of measuring performance against mission in all aspects of the institution.”  Similarly, Dr. 

Iaaca, the Vice President for the Division of Academic Affairs shared his perspectives 

regarding institutional effectiveness from a business perspective.  In doing so, Dr. Iaaca, 

also distinguishes IA’s institutional effectiveness as “whether or not you are delivering 

the product that you are offering to give people a degree, an education, and an 

opportunity not commonly made available to the demographic of students.”  He went on 

to describe institutional effectiveness as “the ability and extent to which [the] institution 

is meeting the goals that have either been assigned or adopted.” 

Dr. Iafin, the Assistant Vice President for Financial Affairs, understands 

institutional effectiveness from a similar lens which incorporates administrative 

efficiency to provide students with much needed educational opportunities.  She stated: 

I see institutional effectiveness as the entire enterprise, meeting of goals, meeting 

of work plans, being efficient in its operations which will in turn, through 

administrative process being efficient to support students.  Faculty will have the 

support that they need so that students can get what they need so they can 

graduate and be retained.  At the end of the day, the students are our customers so 

as long as students are satisfied and they’re graduating and they’re continuing to 

enroll then I think that’s a measure of our effectiveness. 

Dr. Iaaa, the Vice President for the Division of Academic Affairs, reported that he 

perceives institutional effectiveness as “a continual process of how well goals are 
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achieved in direct alignment with the mission to serve the underrepresented populations 

in education.”  He went on to state that IA, along with many other HBCUs, “provide 

[educational] outcomes for populations that would not normally have access to those 

things in areas of STEM, which ordinarily would not happen at the same rate for 

minorities who go to majority institutions.”  Dr. Presia, the President of IA, shared the 

following regarding institutional effectiveness: 

It is the ability to deliver on our mission in a way that allows all of our students to 

be able to pursue their degrees and harness the needed resources with the least 

amount of cost as possible for a global economy. 

When asked to describe their individual views on the administrative perceptions 

of institutional effectiveness as it relates to the institution’s actual effectiveness, the 

interviewees perceptions varied.  For example. Dr. Iasa stated: 

We have not been as institutionally effective as we would like to be.  We have 

reduced the availability of courses and the provision of support services both 

academically and socially….There has been deferred maintenance of facilitates 

and a decline in enrollment as well as student and faculty retention. 

Conversely, Dr. Presia perceived institutional effectiveness very optimistically as she 

described how institutional effectiveness looks through her lens at IA in stating, “I think 

we measure our effectiveness by the social mobility index…our students tend to move  

from one income level to another at a better and at a faster rate than many other 

institutions in the country.” 
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Unlike other administrators at IA, Dr. Iafin was the most expressive in identifying 

and describing a misalignment between her perceptions of institutional effectiveness in 

comparison to IA’s perception.  Dr. Iafin offered her perspective in stating that: 

I think right now the university probably defines institutional effectiveness in 

terms of meeting performance measures…we’re figuring out how to be more 

efficient…but if we’re measuring our success by these metrics, we’re not doing a 

good job and it has not been successful. 

Through her expression Dr. Iafin illustrates the trend of institutional effectiveness being 

more aligned with mandated performance metrics as opposed to the historic mission of 

HBCUs.  The remaining administrators at IA alluded to limited institutional 

effectiveness. 

Institution B.  Across IB, the perceptions of institutional effectiveness ranged 

from a focus on student success, to meeting mandated metrics, business operations, and 

maintaining the institutional mission.  For instance, Dr. Ibfin, the Vice President of 

Financial Affairs, described institutional effectiveness from a lens that expressed a strong 

interconnection between the historic mission and a student focus, in stating: 

It is really how well we are at achieving our mission of engagement, of STEM-

related education, of research and of providing [our] students the opportunity to 

be successful during their time here, and also to be able to obtain gainful 

employment or go on to other graduate schools and further their education. 

Conversely, Dr. Ibaca describes institutional effectiveness from a lens of mandated 

metrics: 
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You must have high retention rates [overall] versus [simply] first and second-year 

retention rates.  That’s one measure of effectiveness from an academic standpoint.  

You also must look at your four year and six year graduation rates and looking at 

things such as pass rates in key courses, looking at the supports services for 

students, so all of these things wrap up into institutional effectiveness. 

Dr. Ibsa, the Vice President for Student Affairs expressed her perception of institutional 

effectiveness from a business lens as follows: 

It is the way the institution manages all of its resources, faculty, staff, students, 

and how we manage all our money, so to speak, in a nutshell, and then also how 

do we measure the various strategic priorities that we have in front of us. 

Notably, Dr. Ibaa, the Vice President for Alumni Affairs, was the only 

administrator who expressed her perceptions of institutional effectiveness while 

simultaneously observing a strong misalignment between her perception and how the 

institution characterizes institutional effectiveness.  She emphasizes this misalignment in 

stating: 

It varies for me because it is about what overall I think institutional effectiveness 

is and should be, and then here what it is and should be.  Overall I think 

institutional effectiveness is the organization considering its constituents.  That is 

internal as well as external, and having a mission, goal and plan that is inclusive 

of those constituents, and how to map out, how to get to achieving those goals 

with those constituents in line throughout the entire process…here, I think 

institutional effectiveness is looked at from an organizational standpoint, that is, 



71 

where the leaders of the institution place a greater emphasis on trying to 

understand the climate of the organization. 

Dr. Ibaa went on to describe the climate of the organization as successful in its efforts to 

attain institutional effectiveness.  This is noted as she goes on to say “No, we’ve been 

successful…we’ve created successful partnerships and we were looking at more 

partnerships…and our enrollment was the highest last year than it's been, and we were 

the number one HBCU.” 

Mandated metrics, coupled with external stakeholder expectations such as 

accreditation status, graduation rates, and retention rates, were instrumental in shaping 

the perceptions of institutional effectiveness among the administrators at IB.  With the 

exception of Dr. Ibaa, all administrators at IB expressed a strong consistent alignment 

between their individual perceptions of institutional effectiveness and IB’s representation 

of institutional effectiveness. 

Cross-site analysis of administrative perceptions.  In reviewing internal 

stakeholder perceptions of institutional effectiveness at both IA and IB, it was observed 

that administrators displayed dissimilarities in their perspectives of institutional 

effectiveness across institutions.  For instance, administrators at IA offered perspectives 

which demonstrated a strong connection to the historic mission of HBCUs, as well as a 

strong desire to serve underrepresented students.  While these aspects of institutional 

effectiveness were noted through administrative perceptions at IB, they were 

overshadowed with perceptions which closely tied institutional effectiveness to the need 

to measure up to the metrics of institutional effectiveness and organizational efficiency.  

Dr. Ibfin was the only administrator at IB who plainly expressed a student focus when 
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describing institutional effectiveness.  Other administrators perceived it from primarily a 

business lens with strategic priorities. 

Research Question 2 

 How have state funding levels shifted, and what impact has this shift had on 

institutional response strategies at HBCUs? 

In addressing this question, the researcher used self-reported institutional data 

from IPEDS to examine the funding patterns of state allocated institutional funds over a 

five-year period from 2009–2014.  In addition, the researcher conducted interviews to 

determine the perceptions of the nine interviewees regarding institutional response 

strategies as a result of shifting state allocation funding levels. 

Analysis of IPEDS financial patterns for IA and IB.  Table 2 reflects both 

individual and cross-site analysis of funding patterns of IA and IB.  Fiscal years (FY) are 

captured at the beginning of the academic year for IA and IB.  In other words, FY 2009-

2010 represents the year 2009.  FY 2008-2009 was included to illustrate the percentage 

change for the year 2008.  Once funding data were obtained from IPEDS, the researcher 

calculated the percentage changes of state allocations for IA and IB.  This was done to 

portray the funding patterns of state allocated funds of IA and IB individually and across 

both study sites.  Additionally, the average dollar amount of state appropriations were 

calculated by the researcher to illuminate the changes in funding levels. 
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Table 2 

IPEDS Funding Patterns of State Allocations for Institution A and Institution B 

Institutional Data 

FY IA % Change IB % Change 

2008-2009 $124,324,821 0% $99,373,082 0% 

2009-2010 $114,569,467 -8% $85,994,863 -13% 

2010-2011 $99,934,358 -13% $92,355,360 7% 

2011-2012 $107,901,006 8% $93,559,050 1% 

2012-2013 $97,822,294 -9% $94,181,746 1% 

2013-2014 $77,458,589 -21% $97,542,271 4% 

 
State appropriations for both HBCUs have decreased over a five-year period and 

in years where a percentage increase in state appropriations have increased, the 

percentage increases are small and do not reinstate the financial level of state 

appropriations from previous years.  Findings from IPEDS data reveal that average state 

appropriations over the five-year period for IA was $99,537,143 and for IB was 

$92,726,658.  The averages of state appropriated funds for both IA and IB does not 

include FY 2008-2009.  IA experienced the greatest reduction (-20.82%) in state 

appropriations between FY 2012-2013 and FY 2013-2014.  In comparison, the greatest 

reduction in state appropriations for IB during the five-year time period was only -7% 

between FY 2009-2010 and FY 2010-2011. 

IPEDS data also reflected trends in percentage increases over the five-year period.  

Patterns of state allocations for IA revealed that between FYs 2009–2014, the greatest 

percentage increase between FY 2010-2011 and FY 2011-2012 was 8%.  This was the 
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only percentage increase in state allocations that IA experienced over the five-year 

horizon. 

State allocation patterns varied considerably and appeared more positive for IB in 

comparison to IA.  For instance, funding patterns for IB revealed that the largest 

percentage decrease (-13%) in state allocations was experienced between FY 2008-2009 

and FY 2009-2010.  Over the five-year period, however, this was the only percentage 

decrease experienced by IB.  The largest percentage increase in state appropriations of 

7% for IB was observed between FY 2009-2010 and FY 2010-2011.  Notably every 

subsequent year, IB experienced an increase in state appropriations.  However, 

subsequent percentage increases in state allocations were slight and ranged from 1% to 

4%. So, while IB experienced a greater proportion of percentage increases in state 

allocations over the five-year period, the increases were marginal.  However, in 

comparison to funding patterns for IA, such marginal increases are substantial.  Funding 

patterns for IA revealed more reductions in state allocations in comparison to IB during 

the five-year period of data collected. 

Perceptions of the institutional impact of funding shifts.  In an effort to gain an 

understanding of key administrator perceptions of shifting funding levels, key 

administrators at both IA and IB were asked several questions regarding state allocated 

funding.  More specifically, interviewees were probed regarding their awareness of 

shifting funding levels of state appropriations over the study’s five-year span.  

Administrators also described how such a shift, if any, impacted their respective 

institutions in terms of overall impact on the institution, as well as institutional ability to 
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maintain and/or enhance institutional effectiveness.  For purposes of this study, 

institutional effectiveness is defined as: 

the systematic, explicit, and documented process of measuring performance 

against mission in all aspects of an institution…a commitment to continuous 

improvement is at the heart of an ongoing planning and evaluation process.  It is a 

continuous, cyclical process that is participative, flexible, relevant, and responsive 

to assure that the institution has an appropriate approach to effectiveness that 

supports its mission…and is strongly linked to the decision-making process at all 

levels, including the institution’s budgeting process. (SACSCOC, 2012, p. 16) 

Institution A.  The five key administrator respondants each acknowledged their 

perception of a continuous decrease in state funding and subsequent allocations to their 

institution over a five-year period.  Each key administrator described the impact of this 

decreased funding respective to their divisions, as well as to the overall university.  These 

administrative descriptions were expressed in somewhat of a dispirited tone.  For 

example, Dr. Iasa noted a “significant” decrease in state allocations and described his 

perception of such an impact as follows: 

Decreasing funding has limited our institutional course availability and the 

provision of academic and social student support services.  Moreover, our ability 

to recruit and retain students and faculty has been greatly hindered.  We have had 

to defer maintenance and technology upgrades in some of our facilities that need 

that sort of thing…we have also seen a decline in enrollment as retention has now 

become an issue. 



76 

 Dr. Iasa also indicated that decreased funding also resulted in limited travel for IA 

adminstrators to recruit students and faculty.  Dr. Presia shared similar sentiments with 

regard to institutional restrictions as a result of decrease state funding, as she stated: 

The decrease in state funding has had an impact, because of the support that we 

need to enhance and modernize our academic programs and facilities as well as 

our salaries and scholarship offerings; has been reduced so that our reach has been 

curtailed and the offerings that would allow us to, or the resources that would 

allow us, to continue to offer or increase our goals and our objectives as it relates 

to these students, is inhibited. 

Dr. Iaaa shared his perspectives as he spoke to the reality of the impact of 

decreased funding on the administrative team: “You have employees who are 

overworked, who are underpaid, and they just have so much on their plate.”  Dr. Iafin 

provided a similar perspective, but draws a strong correlation between adminstrative 

capabilites and customer services as she expressed the following, “I think it has made our 

staff extremely lean and it’s made it more difficult to provide that excellent customer 

service.” 

Across IA, administrative perspectives closely mirrored each other in the 

recognition that decreased state funding forced the leadership at IA to make decisions in 

an effort to diminish the impact on the student population.  For example, Dr. Iafin shared, 

“between 2007 to 2011, we had a massive institutional restructuring.…I think that it was 

directly related to some state appropriations being reduced.”  Other administrators 

expounded on the effect this massive restructuring had on the institution.  Dr. Iaaa noted 
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that the impact of reduced state funding “places great stress on the entire university and 

its branches because [it] strains the university resources.” 

When asked which division at IA felt the impact of reduced funding the most, 

with the exception of facilities, administrative perceptions were mixed.  Dr. Iasa, for 

instance, was not able to identify a single division that he believed had felt the impact of 

decreased funding the greatest, stating that, “the entire university has been affected.”  Dr. 

Iaaa’s comments concurred with this perception and he was not able to identify a single 

unit that he perceived as having felt the impact of decreased state funding over another 

either.  However, Dr. Iaaca shared the following perspective: 

There are always some majors and programs that cost more money than others…I 

would say pharmacy, nursing, and allied health probably have felt it a little bit 

more because you’re trying to get students out of the labs and into the field. 

 Dr. Iafin’s response indicated that she perceived that technology, administrative 

affairs, and facilities had experienced the greatest impact at IA: 

I think it’s been in every area, academic affairs has experienced the least impact 

because it’s hard to cut faculty…they have iron clad contracts so it’s harder to 

make cuts in those areas.  The other areas, administrative affairs, information 

technology, facilities, these areas take the hit and that causes a decline in service 

and a decline in the customer experience. 

Dr. Presia also indicated that while there have been cuts across the entire 

institution,  the division of Academic Affairs may have felt the reductions in state 

funding the most in terms of faculty delivery, instruction, and technological 

advancements: 
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I would say academic affairs because that’s the place the faculty are and that’s 

where we get the innovation as well as the push to update our modality for 

teaching in our lab materials.  Our facilities, equipment, and things associated 

with it are a factor that attract students, so when we cannot update those things 

academic affairs is impacted. 

Dr. Presia also commented that, “decreasing funding levels hinders IA from 

admitting as many students because the institution cannot effectively provide the support 

that students would need for delivering instruction and education.” 

 Additionally, Dr. Iasa noted IA’s limited ability to provide additional financial 

assistance to students as a major strategic issue: 

We have not been able to assist our students at the level we would like, many 

students now have higher loans, a longer time to degree completion and an 

increase in external student employment just be meet their financial obligations.  

Now we have students being recruited away from us. 

Dr. Iaaa offered a parallel perspective in regard to the financial impact on students.  He 

noted that while IA has made significant strides in assisting students financially, it has 

not been enough.  Dr. Iaaa stated, “our students need more financial aid than they can 

really afford to have, and we don’t have the dollars to necessarily support them.”  On the 

other hand, Dr. Iaaca addressed this issue from a university-wide lens in describing the 

limited revenue streams beyond the scope of students.  She stated: 

The pool of funding we have at our disposal in comparison to other institutions in 

the state university system is small.  So while we have a foundation and an 
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endowment, the endowment, again, is not as huge and is not able to help cover 

dips in funding the way other universities might be able to absorb it. 

Dr. Iaaa also shared similar views as he drew a comparison between IA and other 

institutions within the state university system as he emphasized: 

We were the only institution in the state that did not get budget cuts in the last 

budget that was approved, which was a good thing because we didn’t have as 

must as more universities…we don’t have the same capacity as our peer 

institutions that have students with less need. 

Dr. Presia emphasized the limited funding from a strategic planning lens as she 

articulated: 

Strategic planning efforts are well underway and are successful, but we are very 

limited because of funding…it’s just that we can’t do as much in the sense that we 

can’t extend as many opportunities as we would like to…so we have not been 

able to extend ourselves globally for our students in a way that I would hope that 

we will be able to do in the future. 

All key administrators interviewed shared related perceptions in regard to state 

funding and allocations, and the resulting impact on IA.  However, Dr. Iaaa was the only 

key administrator interviewed who plainly viewed historical funding disparities as a key 

issue that continues to impact all HBCUs today.  Dr. Iaaa described such an impact in 

juxtaposition to reduced state funding as he stressed: 

We struggle with not having a one-to-one match, that is supposedly required for 

our land-grant funding when there are other institutions in the state university 
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system that get three-to-one and four-to-one matches on their funding.  This kind 

of thing is detrimental for us, and to all HBCUs. 

He continued: 

Should similar situated universities be looked at differently?  Should we allow 

every university to be looked at like a Harvard, or Yale, or Princeton, when even 

some of the publics don’t measure up to them?  It’s a sliding scale, because it’s 

based on things that are not historically accurate.  We can’t act like history 

doesn’t play a part.  Harvard has been around, it’s the oldest institution in the 

America.  We can’t act as if they don’t have an advantage over other institutions 

with their endowment…higher education is not ahistorical, and HBCUs and other 

minority serving institutions have been historically underfunded, but although 

you’re not funded fairly, you’re still expected to compete the same. 

Such funding disparities, Dr. Iaaa, believes, have visible impacts on facilities, 

student services, institutional outcomes, the administrative staff, and the ability to assist 

students financially at IA. 

A third strategic issue that two administrators perceived that emerged since 

allocated funds deteriorated was a “stagnated environment of complacency.”  Dr. Iaaca, 

for instance asserted that the “current strategy has not been to make any changes…which 

resulted in no sense of urgency on our part.”  Dr. Iafin shares identical views as she 

described the [stagnated] environment as simply not being proactive enough: “We 

continue to say, ‘our population is different and so they shouldn’t be graduating timely 

and they shouldnt be successful and we shouldn’t be more efficient in our operations.’” 

She went on to say that: 
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Decreasing state funds came at a time when the institution may not have been 

prepared to get processes in place to accommodate having fewer staff, 

implementing and leveraging technology.  We’ve been kind of chasing the tail of 

the wagging dog and that’s been a major criticism that we’re just not being 

proactive, having a proactive approach is something we need. 

Dr. Iafin describes the HBCU environment as a “closed-loop” which she believes 

perpetuates the culture of complacency that Dr. Iaaca speaks of.  Along these lines Dr. 

Iafin said: 

I think that HBCUs have been in a closed-loop system.  I think that there have 

been a lot of people who just go to HBCUs or work at HBCUs or graduate from 

HBCUs and then come back and want to be in another HBCU without necessarily 

giving to their own.  And then there’s a culture that says, “Well, we’re an HBCU.  

It’s just different for us” as opposed to a culture that says, “what are the best 

practices out there?  What are the ones that will best fit our situation?” 

 Response strategies and perceptions of effectiveness.  Institutional responses were 

deemed as emergent strategies that became visible to administrators as a result of 

decreasing funding levels and the increasing need to maintain or enhance institutional 

effectiveness.  Key administrators at IA identified various response strategies to 

decreased funding and shared their perspectives on successes as well as failures.  

Response strategies were primarily identified as financial and social efforts.  For instance, 

Dr. Iasa perceives that response strategies to decreasing funding were geared toward 

limiting institutional expenses, as he noted: 
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We have employed cost minimization and delayed maintenance, that is to say we 

have seen deferred maintenance of facilities, hiring freezes, and budget cuts.  We 

have also leveraged technology and modified a lot of our business practices in an 

effort to minimize the impact on the student. 

Describing the strategy as successful, Dr. Iasa also asserted that, “we have employed a 

paper initiative to reduce paper usage.  We have now replaced paper brochures with 

online brochures and functions.” 

 Dr. Presia and Dr. Iaaa both noted a key response strategy is to engage alumni, 

community and global partners, and donors who can still be identified as viable future 

donors.  Dr. Iaaa, the key administrator for alumni affairs, noted that: 

We have been very successful in increasing our alumni giving, and that’s 

something that we’re going to be looking to do more of…we need to make sure 

that we’re mobilizing our alumni and our supporters to support the things that we 

need and that work for us.  We’ve seen our alumni donations go up, so we are 

seeing support from outside and many different people.  This year, we’re at our 

highest alumni giving rate that we’ve ever had; we’re at 8.2%.  Last year it was at 

3.2%.  The national average for most schools is about 12%. 

Dr. Iafin and Dr. Iaaa note that there have been “spikes” in alumni giving which 

are perceived as the result of successful strategies to engage alumni.  Dr. Iaaa suggested 

that the key to engaging alumni is through constant education and engagement: 

Part of it is increasing our alumni engagement, and keeping our alumni in 

constant communication…we have a lot of diverse alumni, we have alumni in 

pharmacy, architecture, and more...we want to engage our White alumni, we want 
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to engage our Asian alumni.  Our biggest challenge, is how do we educate and 

create awareness for our alumni to understand that their support is going to be 

critical. 

Dr. Iaaa went on to describe the need for alumni education and financial awareness. 

Sometimes our alumni, and people in general, are just not good with money.  I 

talk to a lot of graduates from a lot of HBCUs, and I just ask them “Do you know 

what an endowment is?” or “Do you know what it means when you give to it?” A 

lot of them say no.  I explain that, “When you’re giving to an endowment, that 

money never leaves that endowment, it stays there.  Institutions only use the 

interest of that money to actually do things.”  Now you’re educating them about 

finances and that is an area that many disadvantaged people are not good at. 

By providing financial literacy through education, Dr. Iaaa perceives that stakeholders 

can truly gain a better understanding of how their contributions are being used. 

While Dr. Presia expressed that, “support from many outside stakeholders through 

partnerships is key,” she also noted this is an effective institutional response strategy to 

decreasing funding “and great efforts have been made to secure them.”  Dr. Presia 

described key partnerships which she viewed as successful and referenced global 

partnerships with China which aim to strengthen the student experience.  Interestingly, 

Dr. Presia opposes the view of HBCU complacency held by other administrators as she 

emphasized that, “there is always a need to seek additional donors to provide students 

with an exceptional educational experience.”  She went on to note: “We have to put more 

energy and more resources into getting the same outcomes as a PWI would have to put 

into it…we’re working with kind of private types of partnerships, increasing our 
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fundraising efforts.”  Dr. Presia spoke of new institutional initiatives geared at enhancing 

the institutional culture and supporting student success that were only made possible 

through partnerships as she proudly shared: 

We just secured a partnership with a Fortune 500 donor who wants to help our 

students get through college.  From this we have created the “Strong Finish 

Award” which was established to assist some of our students with the repayment 

of student loans. 

Dr. Presia asserts that while stipulations exist for this initiative, IA will repay up to 50% 

of a student’s loans.  Additionally, students will receive $1,000 from IA upon graduation 

if that student graduates within four years.  Another initiative employed at IA as a result 

of partnerships with donors is grant funding based on academic merit for students who 

maintain a 3.00 grade point average. 

 Each key administrator perceived that a change in the institutional culture would 

be beneficial to IA.  While Dr. Iaaca and Dr. Iafin both emphasized the need for a change 

in HBCU culture, their perspectives focused primarily on the internal culture and its 

impact on operations.  Dr. Iaaa perceived such a culture change from the lens of alumni 

education and engagement.  However, Dr. Presia noted that a third response strategy 

employed by IA has been to modify the institutional culture to include a global 

perspective.  She referenced a new campus-wide initiative through the creation of a 

Sustainability Institute.  Dr. Presia acknowledged that, “as we become more global, this 

deep integration of sustainability will involve students, faculty, staff, and administration 

who are preparing to interact with a global community to create lasting solutions in 

regard to sustainability.” 



85 

 The fourth institutional strategy in response to declining state appropriations 

mentioned by study respondants was the acquisition of research dollars.  Dr. Iafin 

indicated, “we do quite well in research funding for an institution of our type and size.”  

Dr. Iaaa’s response was similar as he stated that, “we’re actually doing a little bit better in 

research dollars, but even that funding is scarce; but we are doing a good job there.”  Dr. 

Iafin also noted that, “we’ve done well with research and that was good for [meeting] the 

[performance] metrics.”  In essence, these three administrators expressed that although 

there were reductions in state funding, IA had become more aggressive in obtaining a 

greater proportion of research dollars than in the past.  Commitment to this response 

strategy resulted in IA employing qualified and competent leaders, faculty, and staff to 

assist in garnering research dollars. 

 While the above represent successful response strategies as perceived by key 

administrators at IA, Dr. Iafin perceived an unsuccessful institutional response strategy as 

across the board, institutional budget cuts.  Dr. Iafin expressed her disapproval with this 

response strategy as she stated the following: 

I think the default strategy was just budget cuts, but it wasn’t strategic; it wasn’t 

“we’re going to cut these areas because they’re strategic and we’re going to do 

this because of a strategic plan.” It was just “we have less money, let’s cut, so 

let’s just go through major cuts.”  Every department had to give up a certain 

percent and just cut across the board.  That’s where we’ve not used the budget 

cuts to our benefit.  Not that it’s ever to our benefit because instead of just cutting 

out areas, taking the time to figure out what areas are not producing, what areas 
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are not efficient, which areas are hindering us meeting our performance metrics?  

We just did an across the board cut. 

Dr. Iaaa pointed out that service is greatly impacted as a result of budget cuts.  He stated: 

It’s been across the board, whether from academic affairs to student affairs, to 

staff and faculty, to students.  One, your services decline when you make 

reductions to staff, or you have to not fill positions that you really need to have.  

What happens is that key positions go unfilled, and then key services are not able 

to be delivered.  Then the way it impacts students the most is poor customer 

service. 

Dr. Presia commented that, “reduced funding to public universities and colleges 

leads to an under-served community, because of the constituents that we serve.”  But, 

despite some perceptions of unsuccessful response strategies overall, it was perceived by 

the study respondants that IA still remains effective in relation to its historic mission.  

This was viewed as particularly true in light of the social mobility index.  When asked to 

further describe the social mobility index, Dr. Presia explained: 

It’s a pay scale, social mobility index, that evaluates all institutions in the country 

based upon it’s ability to provide socially mobile and economically mobile 

graduates, that is moving a student from one income level to another and because 

we have under-served students, they tend to move totally from one income level 

to another at a better and at a faster rate than any other institution. 

Dr. Iaaa, providing similar comments, noted, “we rank as one of the highest in the nation 

on the social mobility index…and that speaks volumes in terms of the metrics.” 
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Institution B.  The four key administrators responding within IB all perceived a 

continuous decrease in funding with regard to state allocations over the five-year study 

period.  When asked to describe this decreasing funding in relationship to institutional 

response strategies, IB study respondants described the impact respective to their 

divisions as well as the overall university.  For instance, Dr. Ibaa, the Vice President of 

Alumni Affairs, shared: 

I think that it definitely impacts how you have to reconfigure the strategy 

necessary to make up for that lack of funding…but what I think the leadership has 

to be cognizant of is that, once you tweak one thing in one department or unit, you 

have to look at how that may impact another department or unit… Every division 

is required to take anywhere from a 2% to 5% budget cut, and it’s really closer to 

the 5%.  It’s between 4% and 5%. 

Dr. Ibsa, the key administrator in student affairs, shared her perspective as follows: 

Every year we’ve experienced a budget cut.  We’re experiencing a 4% budget cut 

right now, and this presents challenges for our institution...we’ve had to cut back 

and figure out how cuts are going be to absorbed to meet the reduction. 

Dr. Ibaca, the key administrator for academic affairs, stated: 

We have made strategic decisions to minimize the negative impact on the 

institutional effectiveness.  So, in order to offset the reduction and state resources 

one has to have increased tuition revenue.  We will take larger cuts in other areas, 

from a proportional stand point, than Academic Affairs because if we don’t we 

can’t carry out the programs, we can’t recruit students, and we can’t generate the 

tuition revenue. 
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Dr. Finib, the key administrator for financial affairs indicated that, in his view, decreased 

funding impacted investments at IB.  He offered the following: 

It has impacted our ability to make investments in our institution and programs.  

We have been in such a mode of cost-reduction, cost-containment over the past 

seven or eight years alone, our budgets have been reduced in excess of 

$35,000,000 and we’ve had to reduce or eliminate 250-plus positions during that 

time. 

He continued: 

So, when you’re doing those things, you can’t really grow and do the things and 

expand, all those things that you would do in a period where you’re not taking 

reductions of this nature.  I think it’s also very potentially impacted our students’ 

success.  We’ve made improvements over the past five years.  But, I think when 

you’re reducing your faculty and [staff]…that impacts classroom size, it impacts 

ability to get courses. 

Across IB, other study respondants’ perspectives were similar in terms of the 

impact of reduced funding on the entire institution.  When asked which division at IB felt 

the impact of reduced funding the most, perceptions were divergent.  Interestingly, each 

also had similar perceptions regarding IB’s strategic efforts to minimize the impact on 

academic affairs.  As noted earlier, Dr. Ibaca had stated: 

We will take larger cuts in other areas from a proportional stand point than 

academic affairs.  We preserve academic affairs because if we don’t have we 

can’t carry out the programs, we can’t recruit students, and we can’t generate the 

tuition revenue. 
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He continues sharing his views on divisions at IB who felt reduced funding the greatest 

by noting: 

You’re probably looking at facilities and also technology tending to suffer the 

most because you can’t buy new equipment on a regular time frame as one could 

do in the past.  With the focus on protecting the instructional enterprise those 

other units have taken a larger cut than if you just were to do a straight percentage 

cut across the board. 

Dr. Finib felt that every division was impacted by the reduction in funding.  

However, he also shares a similar perspective to that of Dr. Ibaca, as he explained: 

I think it has impacted our facilities area as greatly as any other area.  We’ve had 

to reduce the shifts that our cleaning crew works, for instance.  Also, for example, 

we had a paint shop that we had folks working on internally, and we had to lay 

those folks off and outsource the efforts.  We’ve had to reduce a number of 

individuals that we have that are working on significant projects at the university.  

We’ve had to delay some of the maintenance-type things that we need to address.  

All of those things not only impact our department in my division, but it also 

impacts the university significantly. 

Dr. Ibsa described how reduced funding impacted student affairs as she stated: 

Some people have been relieved of their positions.  A direct impact in my division 

is that I’ve lost not only that person, but also that position and that line of funding.  

So now the load does only one thing, it shifts and it must be redistributed to serve 

our students. 
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While the preservation of the academic affairs division is an important factor, 

academic affairs remains affected at the institutional level.  Dr. Ibaca noted that, “with 

reduced funding there is less flexibility to offer elective courses.”  Interestingly, Dr. Ibsa 

asserted that, “this impacts our ability for our students to move seamlessly through the 

academic curriculum.” 

In addition to declining state appropriations being perceived as a significant 

strategic issue for IB, various other external and internal institutional strategic issues 

were perceived as developing from decreasing state allocations.  As such, all of the study 

respondants at IB identified the need for alternate revenue streams as a major strategic 

issue.  Dr. Ibaa stated: 

We seek to find partnerships with other institutions, whether it’s businesses or 

colleges to determine where it makes sense academically to partner.  We’ve 

created successful partnerships and we are looking at more partnerships.  We 

definitely need to keep looking at new partnerships with different corporations. 

Dr. Ibsa proudly asserted that IB has actively sought out research dollars.  She stated: 

Now the expectation is to generate external funding for research, to produce 

scholarly products, e.g., journal articles, books, performances that are juried if 

you’re looking on the creative side.  I think we’re always focused on research.  

We attained two major research grants and we have some state-of-the-art 

research. 

Dr. Ibaca shared similar sentiments with regard to research dollars as an alternate revenue 

stream.  He explained, “we must enhance the research enterprise…we have to develop a 

research infrastructure.” 
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A second strategic issue observed by administrators at IB was the competitive 

nature of higher education.  Dr. Finib expressed that, “what we’re experiencing is that 

there are a number of universities that are now much more interested in our African 

American students that were not as interested in the past.”  Dr. Ibaca also noted the 

competitive nature of higher education has impacted tuition numbers and heightened 

recruitment efforts.  He stated: 

What’s happening is minority students no longer just consider HBCUs for 

college.  They’re looking at other institutions which are good institutions as well.  

For us to attract better prepared, minority students and compete for these students 

in a meaningful way with the other institutions, we have to be more diverse in our 

approach to recruitment. 

A third strategic issue identified by two IB interviewees pertained to alumni 

engagement.  Along those lines, Dr. Iaaa spoke to the need to engage and educate alumni 

as she stated: 

I think one of the other primary issues that we have is the lack of support, or I 

shouldn’t say the lack of, but the increased need for support from alumni.  

HBCUs have produced alumni who impact the world in every type of way, and I 

think that if they understood the need without being emotional about it, but 

actually being factual in their support, then the conversation about the need and 

the value of HBCUs could actually be minimized because the alums of these 

institutions who are great alumni would find ways to support the institution 

financially. 

She further expressed the need for alumni support as she emphasized: 
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We have to be able to have a rate that resonates with others outside of our 

community to make our alumni want to support.  That’s the first thing, is helping 

our alumni to understand that we really need them to support their alma mater.  

We need to educate and create awareness for our alumni. 

Dr. Ibsa echoed her sentiments as she also stated, “it’s important for HBCU graduates to 

support their alma maters, they are key to our overall effectiveness and growth.” 

Similar to Dr. Ibsa and Dr. Finib noted that internal stakeholder perceptions, as it 

related to the institution becoming more diverse, is a notable strategic issue unto itself.  

Dr. Finib was tackling what he believed to be an inaccurate perception when addressing 

institutional growth in terms of diversity.  He explained: 

People think diversity is a disguise to change HBCUs.  One of the challenges that 

we have is that sometimes some people think that if you’re trying to be more 

diverse that means you’re not going to be an HBCU, and there’s nothing further 

from the truth. 

Along the same lines, Dr. Ibaca stressed the need for diversity as he explained: 

We can no longer try and serve a single population.  We have to become more 

diverse.  Two reasons, one is it the right thing to do, and secondly, it’s a business 

decision in order for us to sustain ourselves because we can’t allow enrollment 

declines as you’ve seen in some other institutions around the nation.  Also if we 

want our graduates to compete in a global society, what better way to prepare 

them than to have them exposed to the diversity of race, gender, whatever, while 

they’re in college. 
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Response strategies and perceptions of effectiveness.  Administrators at IB 

identified various response strategies currently employed and perceived as successful.  

Response strategies were classified as emergent strategies that became visible as a result 

of decreasing funding levels, coupled with the increasing need to enhance institutional 

effectiveness.  A key response strategy employed by IB was outsourcing operations.  Dr. 

Finib expressed: 

We have outsourced key operations…we have Barnes & Noble who is now 

running our bookstore.  We’ve seen that our revenues from doing that have 

increased significantly.  We’ve also leaned more heavily on our revenue-earning 

operations such as our bookstore, our food service areas, our ticket office, 

parking, things of this nature. 

While Dr. Finib noted that outsourcing resulted in the elimination of university 

positions, he perceived this strategy as successful.  Such outsourcing, Dr. Ibsa believes, 

resulted in the redistribution of roles and responsibility.  She articulated, “in an attempt to 

maintain efficiency, we’ve had to move more and more people off of state finding and 

onto student fee-funded lines.” 

Additional financial strategies were noted by several administrators as being in 

response to a decline in state funding.  Such strategies focus on cost reduction, cost 

containment, and delayed maintenance.  For example, Dr. Finib stated that, “we have 

strategically looked at our purchases, who we’re spending money on, and go about trying 

to leverage our spending.”  He continued: “We have done things that would eliminate 

some excess paper supplies and printing equipment across the campus.  We have engaged 
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in a print initiative that reduced the number of printers/copiers, and fax machines that we 

have by almost two-thirds.” 

A third financial strategy described by interviewees is increasing tuition.  For 

example, Dr. Ibaca noted that, “in order to offset the reduction of state resources, one has 

to have increased tuition revenue.”  Conversely, while Dr. Ibaca viewed tuition increases 

as a successful strategy, Dr. Ibsa perceived it as unsuccessful, but necessary.  She 

asserted “…of course tuition and fees are raised every year, but what that boils down to is 

that more and more of the funding of the university is shouldered on the backs of 

students.”  Dr. Ibsa went on to note that while of the strategy of tuition increases have 

been successful to date, she remains concerned about the longevity of this strategy in 

relationship to its impact on students.  She stated, “we have been successful, but how 

long can we keep cutting into the bone.  All the fat’s gone, the fat’s been gone.” 

A fourth strategy Dr. Finib mentioned was increased recruitment and retention.  

He said the following: 

We are starting to focus more heavily to make even greater investments in two 

areas, one is to focus on non-traditional type prospective students, and the other is 

to focus on our non-completers.  Amongst the non-traditional students are two 

types of students, often from a community college and looking to transfer.  We’re 

making sure that we’re signing agreements with other institutions that inform 

students they can transfer to our institution.  The other concentration of non-

traditional students are students who come to our university having received 90 

credit hours-plus and, for whatever reason, have dropped out.  We are pursuing 
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these students very aggressively and telling them, “Hey, you’re close.  This is 

what you need to take to get your degree.” 

Recruitment strategies also extend to faculty recruitment.  Dr. Ibaa asserted that: 

There are different expectations for a doctoral research institution than for a non-

doctoral research institution that we must live up to.  That means we must hire a 

different type of faculty, we must hire a faculty who have the credentials and the 

ability to be able to conduct research active and be productive. 

Dr. Iaaca reiterated this recruitment strategy as he stated: 

We are now developing a more structured hiring process.  In the past, the hiring 

was basically led at the school or college level.  In order to have better quality 

control, we’re now more centralized in how we approach the hiring of faculty. 

While many of the institutional response strategies were described as successful, 

the overall perception of the success of response strategies were mixed.  Interviewees, 

that is, the President and the vice presidents of academic, student, financial, and alumni 

affairs, also perceived institutional shortcomings.  For instance, Dr. Ibaca stressed that 

“we have to really focus on being customer-driven and have great customer service.”  

She goes on to state that “although we’re recruiting students, we still have not been 

proactive in recruiting for our distance education program.”  Sharing a similar 

perspective, Dr. Ibaa asserted that, “…in terms of distance education, we have a number 

of universities that are way ahead of us.”  Dr. Finib also shared a concurrent view as he 

explained, “we need to be much more intentional with our distance education than we are 

now, because we know these students are working.” 
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While Dr. Finib and Dr. Ibsa describe various cost-reduction strategies, Dr. 

Finib’s perceptions of these strategies differed.  This is evident as Dr. Finib stated that, 

“expenses and salaries are on a downward trend.  Also, I guess you can say there has 

been mixed success with our efforts in purchasing, but we see more opportunities there.”  

In other words, more strategic purchasing opportunities were identified. 

Cross-site analysis of administrative perceptions.  In reviewing internal 

stakeholder perceptions of the impact of shifting funding levels on institutional response 

strategies at both IA and IB, the interviewees shared similar perspectives on the decline 

of state appropriations.  Interestingly, while all of the interviewees at IB noted a decline 

in state funding over a five-year period, contradicting IPEDS data revealed that there was 

only one year in which IB experienced a decline in funding.  In reality, IB experienced 

small percentage increases, not reductions in state allocations. 

 The perceptions of interviewees at IA were more accurate than those of IB in 

regard to shifting funding levels.  IPEDS data revealed that a percentage increase in IA’s 

state allocations was observed for one year.  Both IA and IB were faced with institutional 

cuts; however, IA employed across the board cuts, which were viewed as unsuccessful by 

IA interviewees.  Conversely, IB employed institutional cuts by divisions and department 

in an effort safeguard academic affairs.  Interviewees at both IA and IB held similar 

perspectives in regard to strategies geared at increasing alumni engagement and 

awareness. 

 Administrators at both HBCUs reported that they perceived that their institutions 

had to engage in various response strategies.  These institutional response strategies were 

categorized into three major types; (1) community engagement strategies, (2) academic 
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strategies, and (3) financial strategies.  Community engagement strategies focused on 

increasing partnerships, both global and national, and engaging alumni.  Academic 

strategies included program elimination, acquisition of more research dollars through 

grant funding, and increased student and faculty recruitment and retention. 

 From administrator perceptions, it was observed that both HBCUs engaged more 

heavily on financial strategies as opposed to other response strategy types.  Key financial 

strategies included increasing fundraising efforts, increasing tuition and fees, and 

increasing the number of strategic investments.  Additionally, a greater reliance on 

revenue-earning operations and outsourcing operations were noted at both study sites.  

Limiting institutional expenses was another strategy that was noted at both study sites as 

well.  More specifically, administrators noted that their respective HBCUs experienced 

delayed facility maintenance, delayed technology upgrades, hiring freezes, job 

elimination, and budget cuts. 

Research Question 3 

What common themes, if any, can be identified among the two selected study 

sites in light of institutional self-assessment reports? 

To answer this question, the researcher conducted document reviews of two state 

Board of Governors (the Board) system strategic plans, and a total of 18 institutional 

effectiveness reports for IA and IB over a five-year period; 2009-2014.  Within each of 

the selected study sites, the researcher coded the Board’s system strategic plan and the 

institutional strategic planning reports.  These documents were coded by frequency and 

pattern to determine their influence, if any, on IA’s and IB’s 18 self-assessment reports 
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between 2009–2014.  Resultant themes were identified for each study site, as well as 

across both sites. 

Institution A Board’s system strategic plan.  The Board’s system strategic plan 

that impacts IA was approved in 2011 for a 15 year period (2010–2025) and was recently 

revised in 2014.  The Board’s system strategic plan outlines primary goals for the state 

university system (SUS) in which IA functions.  The Board’s strategic system plan was 

coded twice and resulted in 117 codes and sub-codes.  Table 3 identifies the researcher-

developed code list for the IA Board’s system strategic plan. 

Table 3 

Institution A Board of Governor’s System Strategic Plan Code List 

Code/Theme Frequency of Codes 
(n = 117) 

Community Impact 24 

Degrees Awarded/Graduation Rates/Enrollment 16 
Technology 16 

Research 16 
Fundraising/Partnerships 10 

Student Focus 9 
Institutional Image 7 

Diversity/Internationalization 6 
Faculty Impact 5 

Academic Affairs 2 
Emergent Strategies 1 

Strategic Issues 1 
Strategic Planning 1 

 
 Researcher coding found four common themes within the Board’s system 

strategic plan.  They are: (1) community impact, (2) degrees awarded/graduation rates, 
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(3) research and technology, and (4) partnerships through business and economic 

development.  The first theme, community impact, focuses on the development of the 

state as a result of collaborative institutional efforts.  Key excerpts from the Board’s 

(2014) system strategic plan such as, “transform and revitalize the economy and society 

through research, creativity, discovery, and innovation,” (p. 10) and “deliver knowledge 

to advance the health, welfare, cultural enrichment, and economy through community 

service,” (p. 10) support this as the most prevalent theme.  With key phrases such as 

“increase degree productivity” (IA BOG System Strategic Plan, 2014, p. 12), “increase 

access and efficient degree completion for students” (IA BOG System Strategic Plan, 

2014, p. 12), and “increase the number of degrees awarded in STEM/Health and other 

programs of strategic emphasis” (IA BOG System Strategic Plan, 2014, p. 13), the 

second most common theme the researcher identified was degrees awarded and 

graduation rates. 

 The third most prevalent theme the researcher identified was research and 

technology.  Supporting excerpts from the IA BOG system strategic plan as evidenced 

through the following phrases include; “increase research activity” (p. 14), “increase the 

number of patents, licenses and start-up companies created as a result of university 

research” (p. 14), and “more sharply focus the research agenda for the State University 

System by identifying the research strengths and priorities of each university and by 

strengthening research collaboration among the universities” (p. 14).  The fourth theme of 

partnerships through business and economic development, strongly overlaps with the 

theme of research and technology.  This is suggested by key excerpts from the IA BOG 

system strategic plan (2014) such as; “increase community and business engagement” (p. 
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15), “increase research commercialization activities” (p. 14), “promote greater 

opportunities for entrepreneurship and the commercialization of research discoveries to 

boost production in businesses and industries” (p. 14), and “improve the quality and 

impact of scholarship, research, and commercialization activities” (p. 14). 

Institution B Board’s system strategic plan.  The Board’s system strategic plan 

that impacts IB was approved in 2013 for a five-year period (2013–2018).  The Board’s 

strategic system plan was coded twice and resulted in 124 codes and sub-codes.  Table 4 

identifies the researcher-developed code list for the IB Board’s system strategic plan. 

Table 4 

Institution B Board of Governor’s System Strategic Plan Code List 

Code/Theme Frequency of Code (n = 124) 

Community Impact 27 

Student Focus 20 

Degrees Awarded/Graduation Rates/Enrollment 18 

External Expectations 18 

Fundraising/Partnerships 11 

Faculty Impact 10 

Technology/Research 8 

Academic Affairs 3 

Strategic Issues 3 

Strategic Planning 3 

Institutional Image 3 
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 Researcher coding identified five key themes within the IB Board’s system 

strategic plan (2014).  They are; (1) community impact, (2) student focus, (3) degrees 

awarded and graduation rates, (3) external expectations, and (4) fundraising and 

partnerships.  The most common theme of community impact was recognized with key 

excerpts such as develop [ing] “solid linkages between education, jobs, and the economy” 

(IB BOG System Strategic Plan, 2014, p. 14), “we must commit to being both globally 

and locally connected so that we can better understand and draw on the world’s 

knowledge and resources in order to create new knowledge that works” (IB BOG System 

Strategic Plan, 2014, p. 58), “serve the needs of our state, regions and communities 

through active engagement” (IB BOG System Strategic Plan, 2014, p. 68), and “our 

campuses are campuses are meccas for cultural activities that contribute to the vibrancy 

and social life of their communities, offering art, music, theater, and other forms of 

community engagement” (IB BOG System Strategic Plan, 2014, p. 68). 

The second researcher identified theme was student focus.  Excerpts to support 

this was evidenced through the following key phrases such as; “demonstrating student 

learning in ways that respect the depth and complexity of the knowledge we expect our 

students to master” (IB BOG System Strategic Plan, 2014, p. 37), and “renew our 

commitment to the highest levels of student success and academic rigor” (IB BOG 

System Strategic Plan, 2014, p. 38).  The third significant researcher identified theme was 

degrees awarded and graduation rates.  Key phrases that reinforced this theme were; 

“help the state reach a bachelor’s and higher degree attainment level” (IB BOG System 

Strategic Plan, 2014, p. 14), “how many graduates are being produced” (IB BOG System 

Strategic Plan, 2014, p. 16), “focus on improving graduation rates of existing students” 
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(IB BOG System Strategic Plan, 2014, p. 26); and “assist in increasing degree attainment 

for a variety of populations in the state” (IB BOG System Strategic Plan, 2014, p. 41). 

Cross-site analysis of Boards’ system strategic plans.  The theme of 

community impact was identified by the researcher as the most common theme for the 

Boards’ system strategic plans that governed both IA and IB.  Researcher coding 

identified that the Board’s system strategic plan for IB has a stronger student focus than 

the Board’s system strategic plan for IA.  However, both plans had similar foci in the 

areas of degrees awarded and graduation rates.  This theme was more prevalent in the 

Board’s system strategic plan for IA than for IB. 

The Board’s system strategic plan for IA also had a long-ranging theme of 

fundraising and partnerships.  While this was also evident for IB, it was more strongly 

related to the impact on the community.  With regard to IB, the theme of research also 

permeated the themes of community impact, student focus, and degrees awarded and 

graduation rates; however, this theme remained an underlying theme and was not the 

most common theme.  Conversely, research was a common theme for IA. 

Institution A institutional effectiveness reports.  Document review conducted by 

the researcher of IA’s institutional effectiveness reports as required by the Board of 

Governors from 2009–2014 focused on identifying patterns that were prevalent from the 

expectations set forth by the Board, as well as by institution itself.  In reviewing IA’s 

institution effectiveness reports, the researcher focused on patterns relative to four key 

metrics.  These metrics included; (1) total endowment value, (2) total research and 

development (R&D) expenditures, (3) total enrollment numbers, and (4) degrees 

awarded.  The researcher also discovered in the FY 2008–2009 institutional effectiveness 
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report, that IA underwent a revision of its mission statement and strategic plan that were 

approved in 2009. 

IA’s institutional effectiveness reports indicate that the total endowment value for 

IA increased over the five-year period.  IA’s R&D expenditures showed a slight increase 

in FY 2009-2010 of $200,000, but began decreasing from FY 2011-2012 to FY 2012-

2013 (see Table 5).  IA experienced its highest enrollment in Fall 2010 of 13,277 students 

of which 10,836 were classified as undergraduate students, 2,192 were classified as 

graduate students, and 249 remained unclassified.  Despite fluctuating enrollment rates, 

IA showed an increasing pattern of degrees awarded, with the highest number of 

undergraduate degrees awarded of 1,560 in Fall 2013.  The highest number of graduate 

degrees awarded was 707 in Fall 2012.  Over the five-year period, IA experienced its 

lowest enrollment of 10,738 in FY 2013-2014.  However, in the same year, IA had the 

highest endowment value of $127,185,000.  Pattern data attained from the IA’s 

institutional effectiveness reports are listed in Table 5. 
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Table 5 

Institution A Five-year Institution Patterns from Institutional Effectiveness Reports 

Institutional Patterns 

 Fall 2009 Fall 2010 Fall 2011 Fall 2012 Fall 2013 

 FY 2009-
2010 

FY 2010-
2011 

FY 2011-
2012 

FY 2012-
2013 

FY 2013-
2014 

Total 
Endowment 
Value 

$96,153,964 $111,516,000 $107,743,000 $115,281,000 $127,185,000 

Total R&D 
Expenditures 

$3,300,000 $53,500,000 $52,300,000 $51,100,000 N/A 

Enrollment 12,261 13,277 13,207 12,051 10,738 

Undergraduate 9,756 10,836 10,335 9,265 8,209 

Graduate  2,239 2,192 2,629 2,571 2,315 

Unclassified 206 249 243 214 214 

Degrees 
Awarded 

1,890 1,926 2,073 2,193 2,208 

Baccalaureate 1,243 1,296 1,466 1,486 1,560 

Graduate  647 630 607 707 648 
 
 Institution B institutional effectiveness reports.  Document review conducted 

by the researcher of IB’s institutional effectiveness reports from 2009–2014 focused on 

identifying patterns that were also prevalent as set forth by the Board, as well as the by 

institution itself.  In reviewing IB’s institution effectiveness reports, the researcher 

focused on patterns for four key metrics (see Table 6).  Those metrics included; (1) total 

endowment value, (2) total R&D expenditures, (3) total enrollment numbers, and (4) 

degrees awarded.  The researcher also discovered that institutional effectiveness reports 

came into formal existence in Fall 2010, thus, institutional information for FY 2009-2010 

and FY 2011-2012 were not as easily obtainable.  However, data were collected from 

additional annual reports and the office of institutional research.  The institutional 
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effectiveness reports indicated that IB actively monitors the progress of its performance 

indicators through self-assessment. 

Document review revealed an upward pattern of total endowments for IB.  

Between Fall 2010 and Fall 2013, IB has seen a $16,100,000 million dollar increase.  

Additionally, between FY 2012-2013 and FY 2013-2014, IB’s endowment value grew by 

$80,000,000.  The researcher also noted that within the same year, R&D expenditures 

dollars have decreased over the same period by $6,200,000 (see Table 6). 

IB experienced its highest enrollment in Fall 2010 of 10,798 students, of which 

9,151 were classified as undergraduate students and 1,644 were classified as graduate 

students.  The lowest enrollment was observed in Fall 2009 of 10,614 students, of which 

8,735 were classified as undergraduate students and 1,318 were classified as graduate 

students.  Based on the information available, in Fall 2010 IB awarded 1,726 degrees, its 

highest amount of degrees over the five-year period (see Table 6). 
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Table 6 

Institution B Five-year Institution Patterns from Institutional Effectiveness Reports 

Institutional Patterns 

  Fall 2009 Fall 2010 Fall 2011 Fall 2012 Fall 2013 

  FY 2009-
2010 

FY 2010-
2011 

FY 2011-
2012 

FY 2012-
2013 

FY 2013-
2014 

Total 
Endowment 
Value 

 $24,100,000  $34,000,000 $40,200,000 

Total R&D 
Expenditures 

 $61,840,000  $56,700,000 $52,100,000 

Enrollment 10,614 10,795 10,881 10,636 10,561 

Undergraduate 8,735 9,151  8,872 8,872 

Graduate  1,318 1,644  1,689 1,689 

Unclassified 561     

Degrees 
Awarded 

 1,726  1,673 1,313 

Baccalaureate  1,349  1,286 456 

Graduate   377  387 506 
 

Several common themes were noted amongst the two selected sites institutional 

effectiveness reports.  Both IA and IB displayed increasing patterns of endowment values 

over the five-year period.  Additionally, R&D expenditures showed a declining pattern 

and enrollment at both institutions fluctuated.  In Fall 2012, enrollment numbers for IA 

and IB showed a downward trend.  Differences were also noted over the five-year period 

in regard to degrees awarded.  IA showed an increasing trend in this area, where IB 

showed a declining trend. 

Cross-site analysis of Boards’ system strategic plans and institutional 

effectiveness reports.  The theme identified in the Board’s system strategic plans were 

used to further cross-examine the institutional effectiveness report patterns for IA and IB 
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over the five year period reviewed.  The key themes identified during researcher coding 

of the IA Board’s system strategic plan are; (1) community impact, (2) degrees 

awarded/graduation rates, (3) research and technology, and (4) partnerships through 

business and economic development.  The most prevalent theme, community impact, was 

not framed as a metric of measurement in the Boards’ system strategic plans.  

Community engagement “focuses on the collaboration between universities and their 

larger communities (local, regional/state, national, global) for the mutually beneficial 

exchange of knowledge and resources in a context of partnership and reciprocity,” (IA 

BOG System Strategic Plan, 2014, p. 15).  However, with key phrases such as “increase 

community and business workforce” (IA BOG System Strategic Plan, 2014, p. 15) and 

“advancing researche and providing public service for citizens, their communities and 

economies” (IA BOG System Strategic Plan, 2014, p. 9) it can be asserted that 

community impact is closely tied to degrees awarded at IA.  Within this theme, a notable 

pattern of increasing degrees awarded is observed, thus suggesting that there has been an 

increase in the community and business workforce initiatives.  Although the third 

strongest theme identified in the IA Board’s system strategic plan was research and 

development, IA showed a declining trend in research and development expenditures 

over a five-year period. 

The narrative within the institutional effectiveness reports outlines goals and 

strategies for themes identified that were not quantitatively measured and/or reported on 

institution effectiveness reports by IA.  More specifically, although partnerships through 

business and economic development was a strong theme identified in the IA Board’s 

system strategic plan, it was not a measured metric within IA’s institutional effectiveness 
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reports.  For example, IA seeks to engage in efforts to “strengthen the quality and 

recognition of commitment to community and business engagement [by] improv[ing] the 

quality and relevance of public service activities, and  grow[ing] the number of 

institutions recognized for their commitment to community and business engagement” 

(IA BOG System Strategic Plan, 2014, p. 15). 

The key themes identified during researcher coding of the IB Board’s system 

strategic plan were; (1) community impact, (2) student focus, (3) degrees awarded and 

graduation rates, (4) external expectations, and (5) fundraising and partnerships.  These 

themes were used to further assess patterns within IB’s institutional effectiveness report 

over a five-year period.  Similar to IA, community impact is an unmeasured metric within 

institutional effectiveness reports at IB; however, with a key strategic goal to 

“intentionally engage [in university partnerships with] community partners to expand 

economic development and civic engagement,” (IB Institutional Effectiveness Report, 

2013, p. 1) it can be noted that IB seeks to make a community impact.  This also ties into 

the IB Board’s prevalent theme of fundraising and partnerships.  For example, although 

an exact amount is not given, the 2013 institutional effectiveness report stated that IB 

“raised over $10 million through gifts and pledges” (p. 10).  Additionally, an increase in 

endowments is also seen over the five year assessment of IB’s institutional effectiveness 

reports.  A decline in degrees awarded is observed within IB’s institutional effectiveness 

reports from Fall 2011 to Fall 2013. 

Research Question 4 

How well do the mandated key performance indicators align with the historic 

mission of HBCUs? 
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 Research indicates that both of the states in which IA and IB operate “have a 

funding formula or policy in place to allocate a portion of funding based on performance 

indicators such as course completion, time to degree, transfer rates, the number of 

degrees awarded, or the number of low-income and minority graduates” (National 

Conference of State Legislatures, 2015, p. 1).  In addressing Research Question 4, the 

researcher used document review to determine state-by-state mandated performance 

measures, specifically those of the two selected study sites.  The researcher also sought to 

determine the perceptions of internal stakeholders from both IA and IB through semi-

structured interviews.  Nine of the selected 10 stakeholders participated in the interviews. 

Mission statement analysis for Institution A.  The researcher identified five 

major themes within IA’s mission statement; (1) the historic mission, (2) community 

contribution, (3) a student-centered environment; (4) student success and academic 

preparation, (5) university image, and (6) diversity.  With key phrases such as “preparing 

graduates…in their service to society,” (IA Mission Statement, 2014, para. 1), “global 

partnerships,” (IA Mission Statement, 2014, para. 1), and “public service,” (IA Mission 

Statement, 2014, ppara. 1) the most common theme was the community contribution (see 

Table 7).  Student success and academic preparation was identified as the second most 

common theme.  Table 7 shows the frequency of codes from which themes emerged 

within IA’s mission statement. 

  



110 

Table 7 

Institution A Frequency of Codes in Mission Statement 

Theme Key Words/Phrases 
Frequency 

Community Contribution 4 

Student Success and Academic 
Preparation 

3 

Diversity 2 

Historic Mission 2 

Student-centered Environment 1 

University Image 1 

 
 Overview of performance metrics for Institution A.  The researcher identified 

numerous IA performance indicators.  These performance indicators include: national 

institutional examination pass rates; average time to degree; four-year graduation rates; 

six-year graduation rates; degrees conferred annually; degrees conferred to minorities; 

degrees conferred without excess credit hours; academic progress rates; degrees awarded 

in STEM/Health fields or areas of strategic emphasis; total R&D expenditures; range of 

R&D expenditures from external sources; and number of patents, licenses, and start-up 

companies.  Table 8 lists the key mandated performance indicators in no particularl order. 
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Table 8 

Institution A State Performance Indicators 

Institution A 

Percent of Bachelor’s Graduates Employed and/or Continuing their Education 
Further 

Average Wages of Employed Baccalaureate Graduates 

Cost per Undergraduate Degree 

Six Year Graduation Rate (Full-time and Part-time FTIC) 

Bachelor’s Degrees Awarded in Areas of Strategic Emphasis (includes STEM) 

University Access Rate (Percent of Undergraduates with a Pell grant) 

Graduate Degrees Awarded in Areas of Strategic Emphasis (includes STEM) (NCF 
Excluded) 

Academic Progress Rate (2nd Year Retention with GPA Above 2.0) 

Freshman in Top 10% of Graduating High School Class (NCF Alternative Metric) 

Board of Governors Choice 

Board of Trustees Choice 

 
 Overview of performance metrics for Institution B.  The researcher identified 

the following indicators; national institutional ranking, fall enrollment, amount of 

contracts and grants attained, number of patents and licenses, average time to degree, 

four-year graduation rates, six-year graduation rates, degrees conferred annually, athletic 

success, financial resources attained, degrees conferred annually, graduate rates 

improvements, retention, program offerings, improving student success, and critical 

thinking skills of graduates.  However, the state in which IB functions does not have a 

recognized list of mandated performance indicators for IB, and other institutions of 
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higher education operating within the state, to adhere to.  However, suggested metrics are 

used and are accepted metrics of evaluation by the state university system. 

 Cross-site analysis of performance metrics at IA and IB.  Alignment was 

noted for both institutions in the areas of graduation rates, bachelors and graduate degrees 

awarded, and 2-year retention rates.  Whereas IA functioned in a state where mandated 

performance metrics were outlined by the Board, IB functioned in a state with suggested 

measures that vary based on the environment and the institution. 

Internal stakeholder perceptions of the alignment of the historic HBCU 

mission and mandated metrics.  In addition to document review, the researcher sought 

to determine the perceptions of internal stakeholders regarding the alignment of the 

historic HBCU mission with mandated performance indicators.  Semi-structured 

interviews with key administrators were conducted and ranged from 45–60 minutes. 

Institution A.  All of the study interviewees acknowledged the HBCU historic 

mission.  When asked about the institutional preservation of the historic mission in 

juxtaposition to the mandated key performance indicators of institutional effectiveness, 

interviewee responses were similar.  For instance, Dr. Presia perceived that IA’s 

performance should not be measured on the same scale and in the same manner as other 

higher education institutions in the state.  She stated: 

Each institution of higher education was formed for a specific reason and based 

upon a particular mission.  We each have accreditation bodies and agencies that 

provide standards by which we should all adhere.  However, for institutions like 

ours, that were formed to serve low wealth communities and typically an 

underserved K-12 environment, the metrics don’t reflect what we do here. 



113 

Dr. Presia continued: 

I think that there needs to be mission differentiation in all assessments and 

evaluations of institutions.  Every university or college, regardless of the majority 

race or ethnicity of the people it serves should be measured by it’s ability to 

accomplish it’s individual mission. 

Dr. Iasa also spoke to the misalignment of state performance metrics as he stated: 

We are staying true to our mission, but, there are some characteristics of the 

student body, such as the high percentage of underprivileged students, student 

eligibility for financial aid, and college preparedness, that makes the measurement 

of IA on the identical scale as other institutions invalid. 

In agreement with Dr. Iasa and Dr. Presia, Dr. Iaaca perceives performance metrics as 

limited measurements for IA.  Dr. Iaaca said: 

It think what comes into play that is a little bit different for an HBCU, or other 

minority serving institutions, is there might be different levels of attainment or 

achievement prior to admission to IA amongst the student body.  So saying that 

each institution should meet the same level of attainment across the board relative 

to things like graduation rates is unmindful of the different institutional missions. 

Dr. Iaaa perceives the mandated key performance indicators of institutional effectiveness 

as being greatly misaligned with the historic mission of IA.  He stated: 

The mission has to be central to metrics, without that context, they really don’t 

work.  Right now, there are metrics that are not even in alignment with what we 

want to be.  We have to change our metrics to align to our mission, if we don’t do 

that, then those metrics don’t mean much. 
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Dr. Iaaa further explained that the metrics are not aligned because they do consider the 

institutional input: 

I don’t think this about solely HBCUs, Traditionally White Institutions (PWIs), 

Hispanic Serving Institutions (HSIs), or any other institution type.  I do think that 

any type of measurement that is done to universities must take into account the 

institutional input before assigning metrics.  When you look at measurement, you 

have to take into account mission, and you have to take into account population, 

and a lot of other inputs.  You have to ask questions such as, “What resources do 

you have?” and “Are your goals different?”  The metrics give no room for value 

when what they are measuring does not align with the historic value of access and 

opportunity. 

While Dr. Iafin does not agree with the key performance indicators as they relate to IA, 

she indicated that she does think that some performance metrics should not be unique by 

institution type: 

I think there are some metrics that could be different but I think, overall, there are 

some that should apply across the board.  We continue to say, “Our population is 

different and so they shouldn’t be graduating timely and they shouldn’t be 

successful and we shouldn’t have to be more efficient in our operations.”  I think 

there are some metrics that we should be meeting regardless of our population.  

An example might be the cost of degree. 

Institution B.  Each of IB’s interviewees acknowledged the historic HBCU 

mission throughout the interview.  When asked about the alignment of the institution’s 

historical mission in juxtaposition to the mandated key performance indicators, 
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interviewee perceptions were divergent.  For instance, when asked if IB should be 

measured on the same scale and in the same manner as other higher education 

institutions, Dr. Ibaca expressed that because IB was a part of the state university system, 

that it must indeed, be measured by that scale.  He responded: 

The core mission of providing great customer service and quality education that 

will benefit society as a land-grant institution has not changed at all.  Even though 

we’re an HBCU and we have a rich heritage of serving minority students, we are 

held to the same standards as the majority institutions in the system.  That does 

not necessarily mean that the measures that are used are the best measures to use.  

For example, people tend to focus on four-year graduation rates, but the 

underlying assumption there is that all students are full time and take more than 

15 hours a semester.  Those assumptions are not valid in a lot of cases because 

now the norm here is for students not to be full time for the entire four years.  The 

four-year graduation rate is not necessarily the best measure of performance of the 

institution, because it does not take into consideration a student’s economic 

situation. 

Conversely, Dr. Ibsa perceives an alignment between the institutional mission and 

mandated state metrics. She stated: 

Yes, we can be measured on the same scale as any other institution.  We have a 

number of variables that we look at and that we’re improving in.  I guess we use 

the same scales because we have to.  We also match up to our peer institution 

using benchmark metrics. 
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Dr. Ibaa agrees with Dr. Ibsa’s perspective that IB can and should and be measured on 

the same scale as other institutions; however, Dr. Ibaa indicated that, in her view, a 

misalignment with the mandated metrics exists in relationship to the historic mission of 

the institution.  Dr. Ibaa further indicated a belief that the scale itself must take into 

consideration institutional challenges beyond internal control.  She stated: 

I do believe that we can be measured on the same scale as other institutions, but it 

has to be a scale that takes into consideration the challenges that the institution 

faces; whether it’s an HBCU or a PWI.  So, I don’t think that all measurements 

can be the same across the board.  There are general metrics, but I do believe that 

some institutions have other factors that can determine or sway or impact their 

ability to be effective, such as state budget cuts and things of that nature. 

Dr. Finib’s perspectives were similar as he noted that while the scale can be 

identical, there are still distinctive institutional characteristics that must be taken into 

consideration.  He stated: “I think the scale may vary.  It varies, in part, because of the 

economic circumstances and preparedness of many of the students.” 

Cross-site analysis of interviewees’ perceptions.  Each of the study 

interviewees spoke to the historic mission of HBCUs.  Administrators at IB described a 

stronger alignment of mandated performance indicators with their institution’s historic 

mission in comparison to interviewees from IA.  Additionally, while there were varying 

perceptions at IB regarding this alignment, all interviewees at IA shared similar 

perspectives and identified a misalignment between the metrics and IA’s mission. 
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Research Question 5 

Are the response strategies used to address shifting funding levels geared towards 

the historic mission of HBCUs or mandated metrics of institutional effectiveness? 

In addressing this question, the researcher conducted a document review to gain 

insight into the common themes prevalent amongst the mission statements of IA and IB.  

Additionally, the researcher conducted interviews with selected key administrators to 

determine their perspectives regarding institutional response strategies relative to shifts in 

state funding. 

Mission statement analysis for IB.  The researcher identified four major themes 

within IB’s mission statement; (1) the historic mission, (2) community contribution, (3) a 

student centered environment, and (4) technology (see Table 9).  The theme of 

community contribution was identified by the researcher as the theme with the highest 

frequency including key words/phrases including community engagement and outreach 

programs.  Student success and academic preparation had the second highest frequency.  

The frequency of key themes are outlined in Table 9. 

Table 9 

Institution B Frequency of Codes in Mission Statement 

Theme Key Words/Phrases 
Frequency 

Community Contribution 3 

Student Success and Academic Preparation 3 

Historic Mission 1 

Technology 1 
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Cross-site analysis of mission statements.  In reviewing the common themes in 

IA’s and IB’s mission statements, community contribution was identified by the 

researcher as the strongest themes across both institutions.  The theme of student success 

and academic preparation had identical frequencies and were equally observed at both 

sites.  The researcher noted that while technology represented a key word/phrase within 

IB’s mission statement, it was not observed in IA’s mission statement.  Conversely, the 

theme of diversity was noted in IA’s mission statement, but not in IB’s mission 

statement. 

Internal stakeholder perceptions of the direction of institutional response 

strategies.  The researcher interviewed nine study participants to gain their perceptions 

of the path of institutional response strategies in relationship to shifting funding levels, 

performance metrics, and the HBCU historic mission.  The study interviewees shared 

their perceptions of the direction of institutional response strategies, that is, are 

institutional strategies being geared toward the HBCU historic mission, or are they being 

geared towards state dollars and performance metrics?  Interviewees were asked if they 

perceived that their individual institutions were staying true to their missions, or going 

where the dollars were. 

Institution A.  All five of IA’s respondants all perceived and acknowledged that 

IA response strategies aligned with its mission.  However, all of the interviewees 

identified environmental factors which added to the complexity to do so, and that has led 

to institutional shifts.  Examples varied as to how IA was staying true to its mission.  For 

instance, Dr. Iafin shared: “I think we are staying true to our mission, but we are doing 

that in a way to try and also follow the metrics.  The metrics are starting to drive our 
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mission.”  Dr. Iaaa perceived that IA was staying true to its mission, however, he noted 

that funding is necessary and meeting metrics goals is critical to fulfilling the mission.  

He stated: 

I think we are going after revenue sources, because we have to, that’s just the 

nature of it.  But, I also think that we’re trying to stay close to our mission.  We 

are committed to our mission to serve what we call “access and opportunity” 

students, as well as students who are qualified to get into any other state 

university system. 

He continued: 

It’s because of our historic mission that we have the dual role and purpose of 

providing access and opportunity.  I think that is one of the things we’ve been 

very consistent about…to continually ensure that we continue that purpose.  But 

you will find that chasing the dollar does become a part of what you have to do, 

just to keep the lights on. 

Dr. Iasa shared a similar perspective as he stated: 

The institution is staying true to its mission, but increasing funding is needed to 

sustain that mission.  We strive to be the best in class land-grant institution with a 

global footprint, but there have been several shifts due to changes in federal, state, 

and legislatures which have impacted us and resulted in new initiatives, but we 

are staying true to who we are. 

Dr. Iaaca also perceives that IA was staying true to it’s mission, however, she notes that 

strategies have been put in place with mandated metrics in mind.  She stated: 
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I think we are, and have been, staying true to our mission.  The interesting thing 

about being an HBCU is that sometimes you can actually have a strategy to do 

both.  For example, if we are able to enhance the pool of applicants by reaching 

more non-residents, we can meet our metrics by recruiting students who would, 

hopefully, continue to maintain our mission as an HBCU. 

She continued: 

I don’t think the mission has changed, I think the vision has shifted.  It is not a 

dramatic shift, bit it’s an important shift.  I think there has been a shift in 

emphasis and focus as opposed to a shift in our mission. 

Dr. Presia shared: 

We are staying true to our mission.  We’re an agricultural school and we are 

trying to introduce students to agriculture and the affect and impact that it has 

globally.  It’s just that we have not been able to extend ourselves globally for our 

students in a way that I would hope that we will be able to do in the future. 

She continued: 

But we have not diverted our mission from being, from serving under-served or 

low wealth students in the 128 years that we’ve been around.  We still believe that 

we are competitive in the 21st century global economy and what we are doing is 

making sure that the students that we serve in these communities have an 

appropriate lead.  We are really trying to prepare our students to be competitive in 

a global economy by aligning education and diversity programs with our 

strategies for university advancement. 
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Institution B.  The four respondants from IB all acknowledged that IB strategies 

aligned with mission; however, the perceptions on how IB is staying true to its mission 

varied.  For example, Dr. Ibsa stated, “we are staying true to our mission,” but continued 

describing how that is achieved by its alignment to the strategic plan governed by the 

Board of Governors.  She continued: 

We have a road map that we’re following to 2020, and all departments, divisions 

and units are required to produce.  We receive a template, and it’s the six strategic 

goals from the BOG, and our accomplishments under each of the goals are 

outlined. 

Several interviewees stated that preserving the historic mission can be done on a flexible 

continuum.  Dr. Finib perceives that IB is staying true to its mission while simultaneously 

changing in an effort to meet the metrics.  He stated: 

I think that we’re kind of doing both.  We’re staying true to our mission as a land 

grant institution.  But, at the same time, we’re also looking for opportunities in the 

demographic of students to go where there is potential growth from a student 

revenue standpoint. 

He continued: “We’re still staying true to our mission but we are also changing and 

looking to change the demographic of the students that we have coming in, but we are 

also looking to be more diverse, too.” 

 Dr Ibaa’s perceptions aligned with Dr. Finib’s in viewing IB as staying true to its 

mission, yet being adaptive as she stated: 
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I think the institution is definitely staying true to the mission, and, adjusting and 

being flexible to determine what the next steps should be if funding isn’t there or 

available, but I do believe that we are staying true to our mission. 

She noted the challenge between IB remaining true to its mission and strategic decisions 

as she continued: 

Is staying true to your mission and not necessarily shifting to chase the follow 

when the dollar goes way bring very strategic?  We have to be focused and 

remind ourselves that, “this is our mission, how are we going to find funding to 

support what the mission is, and not change the mission to get a dollar?” 

Cross-site analysis of internal stakeholder perceptions of the bearing of 

institutional strategies.  Interviewees at both IA and IB perceive that fidelity exists 

between institutional strategies and their alignment with the historic mission of providng 

access and opportunity to students.  Interviewees at IA were more consistent with this 

perception than those at IB.  With the exception of Dr. Ibsa, all interviewees at IB noted 

that while the institution is holding true to its mission, environmental factors exists that 

have led to institutional shifts.  As a result of this, perceptions varied as to how IB was 

staying true to its mission.  The researcher noted that many of the strategies that the 

interviewees at IA and IB noted tied directly into the metrics outlined by their respective 

Boards of Governors.  This suggests that the metrics are starting to drive institutional 

missions; however, interviewees from IB reflect this at a greater level than interviewees 

at IA. 
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Chapter Summary 

 This chapter began by providing an overview of respondant demographics.  Then 

the findings of the study as they related to the study’s research questions were presented.  

Findings were presented first by each study site, then in a cross-site analysis for each 

research question. 

 Chapter five presents a discussion of the results of the study.  Common themes 

across HBCUs are also identified.  Additionally, implications of the findings, a 

conclusion, and recommendations for future research are offered. 
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CHAPTER V. DISCUSSION 

This exploratory, multi-site qualitative case study sought to examine the 

institutional effectiveness of two public land-grant SACS accredited HBCUs in 

relationship to shifting state allocated funding levels over a five-year period.  The 

phenomenon was examined through the lens of the researcher-developed conceptual 

framework.  This framework was developed based on Hay et al.’s (2010) framework for 

institutional effectiveness and Lerner’s (1999) strategic planning process model.  

Following the discussion of findings and implications in this chapter is a conclusion, 

followed by recommendations for future research. 

Discussion of Findings 

The study findings suggest that the two selected case study HBCUs attempted to 

preserve their historic mission while operating within a political frame.  One 

characteristic of this political atmosphere was shifting funding levels that magnified the 

perceptions of institutional issues.  Along these lines, a common perception held by key 

study respondants was that state appropriations constantly decreased between 2009 and 

2014.  However, findings revealed that while this was true for some years, both HBCUs 

experienced percentage increases in state appropriations during at least one year within 

the five-year period.  This perception may have existed because the percentage increases 

were small and the initial level of state appropriations in 2009 following the Great 

Recession was never reinstated for either HBCU.  Further, upon examining IB’s IPEDS 

data evidence, during four of the five years that framed the study analysis, IB experienced
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 percentages increases.  However, during this time, percentage increases only ranged 

from 1–4% for IB.  Further, IA only experienced a percentage increase in state 

allocations for one of the five study years. 

 Institutional effectiveness reports for 2009–2014 for both IA and IB were 

examined that more specifically reflected a decline in R&D expenditures, but an increase 

in endowment values over the five-year period.  Conversely, some patterns, such as 

declining enrollment trends at IB and the number of degrees awarded at both institutions, 

reflected fluctuating trends.  For instance, the patterns reflected by these reports 

emphasized that patterns of institutional effectiveness as defined by SACSCOC aligned 

with the perceptions of the study respondants.  Despite fluctuating enrollment trends at 

both institutions, study participants viewed their individual institutions as institutionally 

effective even in the midst of decreasing and/or small percentage increases in state 

appropriated funds. 

 The perception alluded to earlier may further exist because the two case study 

institutions are transitioning from a reactive to a proactive mode in response to 

uncertainty in state allocated funding patterns.  Decreasing and/or small percentage 

increases in state appropriations may be viewed as a strategic issue for public land-grant 

SACSCOC-accredited HBCUs. 

Findings also revealed that the key administrators that participated in this research 

study view their individual institutions as remaining mission focused in a complex and 

political environment.  Existing fiscal realities were perceived to directly hinder the 

capacity of each HBCU’s ability to achieve their historic mission of providing hope 

through educational access, opportunity, and community advancement to disadvantaged 
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populations.  However, while the historic HBCU mission is perceived as unbroken 

amongst the study participants, it was also perceived as evolving, where needed, in order 

to respond to internal and external strategic demands.  As a result, some perceived the 

occurrence of mission expansion, while others viewed institutional vision as shifting.  For 

instance, Dr. Iaaca shared her perspective on the shift in vision when she stated: 

I don’t think the mission has changed, I think the vision has shifted.  It is not a 

dramatic shift, bit it’s an important shift.  I think there has been a shift in 

emphasis and focus as opposed to a shift in our mission. 

Mission expansion has been undertaken by institutions to adjust their tasks to 

achieve their mission.  Shifting funding patterns have forced mission evolution as a result 

of institutional concerns.  However, the majority of the study participants for both case 

study institutions viewed their institution’s mission as intact, alongside the 

implementation of new or different strategies in order to achieve state mandated goals.  

The latter is consistent with Chaffe’s (1985) adaptive strategy model, or what has been 

described more recently by Siegel’s (1998) mission creep.  Chaffe’s model shifts 

strategic planning with regard to goals from a sequential approach to one that considers 

continuous adjustment. Chaffe affirmed that continuous adjustments in strategic planning 

are made to give consideration to the relationship that exists between internal and 

external environmental conditions and the organization itself.  Unfortunately, in both 

scenarios, it was perceived by both internal, and particularly external stakeholders, that 

this study’s HBCUs are “selling out” in terms of their institution’s historic HBCU 

mission. 
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 This perception might be explained, at least in part, by the lack of clarity amongst 

stakeholders in terms of the difference between mission change, mission shift, and vision 

shift.  It should be noted here that Siegel (1998) defined mission creep as unwanted or 

misunderstood mission change that occurs because task changes occurs in response to 

unexpected situational shifts.  Yet, the majority of respondants viewed the expansion of 

mission evolution as occurring without HBCUs being forced to relinquish their historical 

underpinnings.  Siegel defined this expansion as an occurrence resulting from the 

adoption of tasks to expand the mission.  Nonetheless, more clarity is needed to separate 

the two, and effectively communicate such a separation to stakeholders.  More clarity is 

also needed to differentiate between the federal definition of an HBCU and HBCU 

historic mission, as the two are distinctively different.  The definition of an HBCU is 

often mistaken as the HBCU historic mission itself.  Title III of the Higher Education Act 

of 1965 (2012) defines a Historically Black College or University (HBCU) as: 

any historically Black college or university that was established prior to 1964 

whose principal mission was, and is, the education of Black Americans, and that 

is accredited by a nationally recognized accrediting agency or association 

determined by the Secretary [of Education] to be a reliable authority as to the 

quality of training offered or is, according to such an agency or association, 

making reasonable progress toward accreditation. (p. 139) 

The federal definition of an HBCU came into existence in 1965; however, the 

HBCU historic mission was defined 125 years prior to this in 1837 at Cheyney 

University, the nation’s first HBCU, that provided educational opportunity and access to 

an overlooked population.  This historical and culturally significant aspect of HBCUs 



128 

frames the definition which still exists in the literature today.  The HBCU historic 

mission is to provide open access, opportunity, and community advancement to a 

population with a disadvantaged background who otherwise would be unable to receive a 

college education (Jones & Parks, 1990; Willie et al., 2005).  Often, this HBCU historic 

mission is confused with the definition of an HBCU itself, which focused on the 

historical education of Blacks and African Americans.  However, today the HBCU 

historic mission serves all underrepresented populations, not only Blacks and African 

Americans.  More clarity is needed to separate the two definitions. 

Understandably, financially motivated strategies have emerged amongst the two 

case study institutions in this study that have focused on cost reduction, restructuring 

institutional costs, and seeking alternative revenue streams.  However, while cost 

reduction and/or restructuring initiatives were noted and viewed at both HBCUs as both 

successful and necessary, the impact on human capital at HBCUs was severe.  For 

example, Dr. Iafin shared her perspective of the administrative team at IA as she stated, 

“I think it has made our staff extremely lean and it’s made it more difficult.”  HBCU 

administrators, faculty, and staff are professionally strained.  Study respondants shared 

that they, along with others at their institutions, wear multiple hats and perform various 

administrative roles in an effort to maintain and enhance institutional effectiveness 

because key positions have been eliminated, combined, or remained unfilled.  For 

example, Dr. Iaaa stated that, “you have employees who are overworked, who are 

underpaid, and they just have so much on their plate.”  This can also lead to stakeholder 

burnout.  Jenaro, Flores, and Arias (2007) described burnout as a syndrome composed of 

emotional exhaustion, depersonalization, and a reduction of personal accomplishment.  
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Characterized by distress, decreased motivation, negative attitudes, and a sense of 

reduced effectiveness, leadership burnout can result in decreased HBCU institutional 

effectiveness (van Dierendonck, Garssen, & Visser, 2005). 

 While findings also indicate that both HBCUs have developed strategies that rely 

heavily on external stakeholders for needed financial support, including implementation 

and measurement of performance metrics, they must also consider, to a greater extent, 

aiming at privatizing more of their revenue streams.  Innovative strategies employed in an 

effort to identify and acquire alternative revenue streams such as private funding sources, 

corporate partnerships, research funding, creating coalitions with other higher education 

institutions (including other HBCUs), and reengaging alumni, appear inevitable.  

Furthermore, the implementation of such strategies have the potential of positively 

impacting the perceptions of overall HBCU institutional effectiveness, assuming they are 

successful forms of strategic leadership.  Pisapia (2009) defined strategic leadership as 

the “ability (as well as the wisdom) to make consequential decisions about ends, actions, 

and tactics in ambiguous environments” (p. 7). 

One of the key findings of this study is that mandated or suggested performance 

metrics are not often aligned with the historic mission of the two HBCUs.  This 

misalignment is heightened as a result of the constraints in financial resources.  In 

addition, state performance metrics for student graduation rates are not representative of 

the type of students that HBCUs most often serve.  Gasman (2010a) noted that HBCUs 

enroll more low-income and underprepared students who typically are representative of 

the first generation in their family to attend college.  Along these lines, an interesting 

notion of mission differentiation playing a significant part of institutional assessment and 
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evaluation was noted by one of the study respondants as a more effective means of 

measurement for HBCUs.  Such mission differentiation would allow for better alignment 

of metrics and the historic mission of HBCUs. 

Implications 

While an interesting finding was the turnover of the majority of administrators 

among the two selected study sites; that is, six of the nine study participants have held 

their leadership positions for less than three years, what was also noted was that new 

administrators are moving towards strategic leadership in terms of strategies employed as 

they continue to implement the historic mission of HBCUs.  Such a shift in leadership 

serves as a catalyst for innovation at HBCUs.  Additionally, it also suggests that HBCUs 

are moving towards more strategic leadership.  Such strategic leadership is critical for 

public, land-grant SACSCOC-accredited HBCUs.  The current political environment 

surrounding HBCUs focuses on key measures such as degree completion, graduation 

rates, time to completion, student success, and accountability.  This focus has presented 

heightened demands for HBCUs.  HBCU leaders and administrators must continue to be 

creative in reframing the conversations regarding the political environment and strategic 

issues HBCUs face. 

While often viewed as high leadership turnover, particularly through media 

accounts, a change of such magnitude can symbolize transformation and institutional 

progression.  Such a shift in higher education leadership establishes a precedent that 

HBCUs are strategically equipping themselves with new administrators in an era of 

innovation, change and accountability. 
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Public, land-grant SACSCOC-accredited HBCUs are now entering an era 

requiring more aggressive proactive planning.  Some strategies were noted within both 

HBCUs that incorporated adaptive practices that seek to develop relationships through 

diversity, inclusion, and internationalization.  Additionally, a heightened sense of 

philanthropy from HBCU stakeholders was also identified as an adaptive practice of 

HBCUs.  However, within these areas, there is still much room for improvement. 

It is critical that HBCU leaders take a more active role in reframing and 

redefining the conversations surrounding HBCUs in the 21st century.  The findings 

revealed that administrators are striving to change the institutional culture.  Unless 

HBCU leaders take on this role, change will be more difficult to facilitate.  Further, 

unless HBCU administrators clearly communicate to both internal and external 

stakeholders their newly adopted perspective, then the common misconceptions 

surrounding HBCUs will remain. 

 Whereas both institutions experienced shifting funding levels, another study 

implication relates to inequitable funding.  Inequitable funding in this case is to be 

differentiated from the issue of shifting funding levels.  Shifting funding levels relates to 

the yearly fluctuating levels of state funding, whereas inequitable funding relates to the 

discriminatory levels of institutional funding.  Shifting funding levels play into a bigger 

issue of historical inequitable funding for HBCUs.  Dr. Iaaa, the key administrator for 

alumni affairs at IA, highlighted the issue of inequity.  He stated that: 

HBCUs still struggle with equity, not even just reduction.  We still struggle with 

not having a one-to-one match that is required for our land grant funding.  Yet, 
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other institutions within the same state receive three and four-to-one matches on 

their funding. 

Unless state funding is improved for HBCUs, then the lack of commitment in state 

funding will perpetuate the inequitable funding that HBCUs have historically faced. 

 Rivard (2014) asserted that at the time when public Black colleges were 

established in a segregated higher education system, they were customarily “starved for 

resources…lacked academic facilities, faculty salary pools and other features found at top 

public universities” (p. 1).  The researcher argues that evidence of this trend permeates 

throughout history, and is manifested amongst the perceptions of persons in leadership 

within the two HBCUs within this study.  The researcher also argues that the decision 

makers at state levels maintain a political environment that leaves HBCUs in a state of 

financial uncertainty. 

Inequitable funding patterns, in connection with unattainable performance 

metrics, make institutional effectiveness almost impossible to achieve in comparison to 

other higher education institutions.  While HBCUs can continue to strive to increase 

alternative revenue streams to enlarge funding pools, without equitable state funding 

achieving equitable funding goals will remain a moving target.  Thus, unless inequitable 

funding is addressed, shifting funding levels in state appropriations will continue to be a 

secondary funding challenge to repairing inequitable funding for HBCUs.  The issue of 

inequitable funding needs to not only be discussed, but be constantly addressed in 

political arenas.  HBCU advocates, beyond the scope of institutional leadership, will 

continue to be needed to act as political lobbyists, keeping the issue of inequitable 

funding at the forefront of finance policy discussions. 
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Finally, HBCUs should consider possibilities for promoting their uniqueness as a 

measure of institutional effectiveness.  HBCU uniqueness or “distinctiveness” is defined 

as “the special set of values, features, and outcomes that make traditional HBCUs more 

effective than PWIs not just in educating Black students, but in transforming them,” 

(Arroyo, 2010, p. 3).  Currently, there is no metric to capture HBCU uniqueness.  The 

researcher argues that this can assist in changing the perceptions of overall HBCU 

institutional effectiveness, quality, and mission attainment. 

Recommendations for Future Research 

The findings of this study led to several recommendations for future research.  

First, future research should replicate the study using Chaffee’s (1985) adaptive model as 

a conceptual framework, as well as the researcher-developed conceptual framework used 

for the purposes of this study.  Second, future research should expand the current research 

study to a wider range of public, land-grant SACSCOC-accredited HBCUs beyond the 

Southeast region of the U.S.  Third, this research study only focused on public, land-grant 

SACSCOC-accredited HBCUs.  Future research should expand this study to a greater 

number and type of HBCUs in the U.S.  Research involving private HBCUs should be 

conducted in an effort to examine institutional effectiveness in the absence of mandated 

state allocations and resultant strategic challenges. 

A fourth recommendation for future research is to identify the impact of HBCU 

policy advocates in addressing inequitable funding levels.  A fifth recommendation for 

future research is to look at institutional vision statements state-by-state and analyze them 

relative to selected performance metrics.  Gasman (2008) asserted that HBCU successes 

“are rarely celebrated by the mainstream educational community, policymakers, and the 
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media” (p. 9).  Thus, a final recommendation for future research is to focus on defining 

additional metrics that capture HBCU uniqueness. 

Conclusion 

HBCUs have been a fundamental institution type in higher education in the U.S. 

since the 1800s.  Coming into being on a wider scale at the end of slavery, the 

development of HBCUs also brought with it the historic mission of access, opportunity, 

and community development in a time of racial resistance.  This historical reality led to 

years of underfunding and funding disparities for HBCUs.  Today, while the historic 

mission of HBCUs, once meant entirely for underrepresented Blacks and African 

Americans, has expanded to embrace diversity and various cultures, it has continued, but 

with inequitable state funding for HBCUs.  Thus, while historical funding of public 

institutions has existed to serve the public interest, funding disparities have existed 

among HBCUs (Sav, 2010).  These disparities have created a continuous “catch-up” 

environment for HBCUs, one in which HBCUs not only aim to survive, but to thrive, as 

state funding in the eyes of many leaders continues to stagnate.  In addition, as demands 

for accountability increase, new financial resources will be vital for strategic 

implementation, outcomes of institutional effectiveness, and maintaining the HBCU 

historic mission.  Strategic leadership will be critical to the facilitation of institutional 

change, as well as the navigation of a more complex and global HBCU environment. 

Chapter Summary 

This final chapter presented a discussion of the research findings along with the 

study implications.  The researcher also provided a conclusion.  Finally, 

recommendations for future research were offered.
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Appendix A. Researcher-developed Interview Protocol of HBCU Key Higher 
Education Administrators 

 
Sampling Plan:  • The President of the Institution 

• Vice President/Assistant Vice President of Financial Affairs 
• Vice President/Dean of Student Affairs 
• Provost/Vice Provost of Academic Affairs 
• Vice President/Assistant Vice President of Alumni Affairs 

 Title of Study: A Case Study Analysis of the Impact of Shifting Funding Levels 
on the Institutional Effectiveness and Strategic Planning in Public 
Land-Grant HBCUs Between 2009 – 2014. 

Name of 
Interviewer: 

Anelle Shanna Jayd Alfred, Florida Atlantic University 

Name of 
Interviewee:  

 

Place:  

Date:  

Starting Time:  

Ending Time:  

 
Introduction: Good Afternoon/Morning/Evening. My name is Anelle Alfred and I am a 
higher education leadership doctoral student at Florida Atlantic University (FAU) located 
in Boca Raton, FL. Thank you for agreeing to be interviewed and participating in my 
research study. As an alumni of an HBCU, the title of my study is “A Case Study 
Analysis of the Impact of Shifting Funding Levels on the Institutional Effectiveness and 
Strategic Planning in Public Land-Grant HBCUs Between 2009 – 2014.” The purpose of 
this multi-site case study is to determine the impact of shifting funding levels on two 
Historically Black Colleges and Universities between 2009 – 2014 in relationship to 
institutional effectiveness and strategic planning. As such, I am conducting interviews 
and document reviews. As per my approved IRB application related to the conduct of 
ethical research, your answers to the following questions will be kept confidential. The 
interview should take no longer than 45 - 60 minutes. Do I have your permission to 
record your interview? 
 
Interview Questions 

1. What is your current affiliation with (insert institution’s name) and how long have 
you held this position? 

2. How do you define institutional effectiveness? 
3. How would you say your institution defines institutional effectiveness? 
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4. Given the uniqueness of the population at your institution, do you think your 
institution’s institutional effectiveness can be measured on the same scale and the 
same manner as traditionally white higher education institutions in America? 
Please Elaborate/Explain? 

5. To the best of your knowledge has your institution experienced a shift in funding 
over the past five years (2009 – 2014)? 

6. If yes to the previous question, in your view, how has the shift in funding from the 
state sources affected your institution’s ability to maintain or enhance its 
institutional effectiveness? 

7. Along the same lines, how has the shift in funding from the state affected your 
unit’s ability to maintain or enhance its institutional effectiveness? 

a. What visible changes have you seen in your division, and on the entire 
campus as a result of [the shift in] funding levels? 

8. What financial strategies has your institution implemented to counteract or 
address the shift in state funding? 

a.  Have these strategies been successful? Which have not? How have they 
affected the university? How have they affected the student? 

9. What financial strategies has your unit implemented to counteract the shift in state 
funding? 

a. Have these strategies been successful? Which have not? How have they 
affected the university? How have they affected the student? 

10. In your view, which divisions at your institution have felt the reduction the most? 
a. Are you able and willing to provide related financial data if any (e.g., 

statements, budget reports etc. that could be used for further analysis 
related to this study? 

11. In your view, what financial data are available that I could use for further analysis 
of what you described? 

12. With the described shift in funding, do you think your institution is staying true to 
its mission or going where the dollars are? 

13. In your view, has the mission of your university changed over the last 10 years? 
a.  If so, in what way? Have new objectives been adopted? Where did they 

come from? From a policy document? A federal mandate? A state 
mandate? From your Board? From the Foundation? From internal 
administrators or faculty? 

14. Has this change in mission, if any, led to any new initiatives on at your 
institution?  

15. For long-term sustenance of public land-grant SACS HBCUs, what do you see as 
the key factor, moving forward, in terms of overall HBCU institutional 
effectiveness? Is there anything else you would like to share? 

 
Closing: Again, I want to thank you for your time and contribution to my research. I 
would like to remind you that this is a confidential interview for research purposes. 
Before we end, do you have any questions? Also, can I reach out to you if I have some 
follow-up questions? What would be the best contact number or email for you? Finally, 
would you be willing to review a copy of this interview transcript for purposes of 
member checking feedback? (If so, collect contact email). 
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Appendix B. Document Summary Form 
 

Name of document 
 

Relevance Miscellaneous Notes 

Date received or 
picked up 

 
 
 
 
 

 
 

Brief summary of 
contents 

 
 
 
 
 
 
 
 

 

Significance  
 
 
 
 
 
 
 
 
 
 

 

Relevant case study 
or site 
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Appendix C. List of SACSCOC-accredited Public Land-Grant HBCUs 
 

Public land-grant SACS accredited HBCUs City State 
1. Alabama Agricultural and Mechanical University Normal AL 
2. Alcorn State University Alcorn State MS 
3. Florida Agricultural and Mechanical University Tallahassee FL 
4. Fort Valley State University Fort Valley GA 
5. Kentucky State University Frankfort KY 
6. North Carolina Agricultural and Technical State 

University Greensboro NC 
7. Prairie View Agricultural and Mechanical  University Prairie View TX 
8. South Carolina State University Orangeburg SC 
9. Southern University and Agricultural and Mechanical 

College at Baton Rouge Baton Rouge LA 
10. Tennessee State University Nashville TN 
11. Virginia State University Petersburg VA 

 
Obtained from personal communication with Dr. Belle Wheelan, President of SACSCOC 
(9/8/2012). 
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Appendix D. Timeline of African American Higher Education in United States and 
Related Funding Enactments 

 

Development of HBCUs in American Higher Education  

1862   Morrill Act of 1862 (2011) passes into federal law by President Lincoln to 
encourage higher education for farmers, scientists and engineering.  This 
act signed to develop publically funded state colleges and universities. 
Nearly 17.5 million acres of land were distributed to qualifying states.  The 
proceeds were to be used to sustain the institutions.  Alcorn State 
University (MS) is the only Black land-grant college established. 

1862–1871   Twenty Black colleges and teaching schools are established by the 
American Missionary Association and the Freedmen’s Bureau.  

1890   Second Morrill Land-Grant Act passes into federal law and requires these 
new colleges to be open to Black students. Sixteen land grant colleges are 
established specifically for African American students. 

1928   Southern HBCUs are accredited by SACSCOC. 

1944   United Negro College Fund is established to raise funds for tuition at 
HBCUs.  This was necessary at a time when the GI Bill was signed and 
resulted in an influx of veterans wanting a post-secondary education. 

1950   HBCUs reach their peak enrollment, as a percentage of total Black college 
enrollment: 85% of Black students in U.S. are attending HBCUs.  

1954   Supreme Court decision in Brown v. Board of Education gives the federal 
government more power to require states to equalize funding of HBCUs 
with their traditional University counterparts.  The courts ruled that 
separate but equal was not a clause for higher education.  More access was 
granted to Blacks and minorities in higher education. 

1964   The Civil Rights Act was signed.  This Act rallied for equal opportunities 
for African Americans and minorities.  It prohibits the discrimination on 
the basis of race, color, religion, sex, or national origin. 

1965   Higher Education Act of 1965 (2012) defines HBCU as “any historically 
Black college or university that was established prior to 1964 whose 
principal mission was, and is, the education of Black Americans, and that is 
accredited by a nationally recognized accrediting agency or association 
determined by the Secretary [of Education] to be a reliable authority as to 
the quality of training offered or is, according to such an agency or 
association, making reasonable progress toward accreditation” (p. 139)  
This Act sought to provide additional aid specifically to HBCUs.  It 
ensured as a guaranteed funding stream for HBCUs. 
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1980   President Jimmy Carter signs Executive Order 12232 “to overcome the 
effects of discriminatory treatment and to strengthen and expand the 
capacity of historically Black colleges and universities to provide quality 
education,” (Gasman, 2010a, p. 1).  

2005   HBCU Expansion Act of 2005 (2005) sought to extend funding 
opportunities to HBCUs predominantly Black Institutions.  The act sought 
to “To amend part B of title III of the Higher Education Act of 1965 to 
expand the eligibility requirement to include Predominantly Black 
Institutions of higher education”(HBCU Expansion Act of 2005, 2005, p. 
1).  Additionally, this act also ensured a recommitment to funding’s and 
overall development of HBCUs and other minority serving institutions. 

2007   The start of the recession, referred to as The Great Recession (2007–2009_ 
let to the decline in economic activity during the late 2000s which is seen 
as the largest economic downturn since the Great Depression. 

2009   President Barack Obama establishes National HBCU Week as the last 
week in August. 

2010   Health Care and Education Affordability Reconciliation Act signed by 
President Obama.  This Act made changes to and extended mandatory 
appropriations for several Higher Education Opportunity Act (HEOA) 
programs for HBCUs and other minority serving institutions. 

2011 Changes to the HBCU Parent PLUS Loan (PPL) requirements were 
implemented which directly impacted HBCUs enrollment negatively. 

2012   President Obama signs Executive Order renewing the White House 
Initiative on HBCUs to foster collaborative efforts between HBCUs and 
the federal government aimed at research and grant funding. 
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Appendix E. Email Recruitment Script for Key Higher Educational Administrators
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Appendix F. Codes and Sub-codes for Data Analysis 
 

Code Occurrences (N = 1,019) 

Impact of Funding Decrease 45 

Decreased Funding 26 

Degrees Awarded/Graduation 
Rates/Enrollment 

34 

Need to Educate Alumni Education 3 

Leadership 3 

New to Leadership Position 11 

Wearing Multiple Hats 7 

Historic Mission 19 

Community Impact 91 

Mission Alignment 28 

Metrics Misalignment 24 

Faculty Impact 30 

Student Focus 60 

Institutional Image 82 

Diversity/Internationalization 26 

Admin. Support Services 18 

Academic Affairs and Support Services 14 

External Institutional Expectations 18 

Institutional Effectiveness  

Common HBCU Theme 3 

Compliance - Institutional Effectiveness 15 

Institutional Effectiveness Indicator 4 
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Non-Compliance - Institutional 
Effectiveness 

11 

Perception of Institutional Effectiveness 147 

Perceptions of Non-institutional 
Effectiveness 

12 

Key Factor for HBCU Sustenance 15 

Strategies  

Emergent Strategies 61 

Fundraising/Partnerships 39 

Technology/Research 40 

Intended Strategies 62 

Strategic Issues 57 

Strategic Planning 14 
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Appendix G. IRB Approval Letter 
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Appendix H. IRB Consent Form 
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Appendix I. Crosswalk Matrix - Data Organization 
 
Question Component Research Questions Phase and Unit of Analysis 

Perceptions of Institution 
Effectiveness 

How institutional 
effectiveness, and the ability 
to remain mission focused is 
perceived by key internal 
and external stakeholders 
within four selected sites in 
light of shifts in funding 
over the last decade? 

1. Phase 1 - Document 
Review  
 

2. Phase 3 - Interviews 
 

Strategic Responses How have State funding 
levels shifted, and what 
impact has this shift had on 
institutional response 
strategies at HBCUs? 

1. Phase 2 - IPEDS Review 

2. Phase 3 - Interviews 

Strategic Responses What common themes, if 
any, can be identified 
among the four selected 
study sites in light of 
accountability reports 
and/or self-assessments? 

1. Phase 1 - Document 
Review 

 
2. Phase 3 - Interviews 

Mission Alignment How well do the mandated 
metrics of institutional 
effectiveness align with the 
historic missions of 
HBCUs? 

1. Phase 1 - Document 
Review 

 
2. Phase 3 - Interviews 

Mission Alignment Are the strategies being 
geared towards the historic 
mission of HBCUs, or 
mandated metrics of 
institutional effectiveness? 

1. Phase 1 - Document 
Review 
 

2. Phase 3 - Interviews 
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Appendix J. List of 107 HBCUs 

ALABAMA HBCUs 

Public, 4-year Colleges: 

• Alabama Agricultural and Mechanical University 

• Alabama State University 

Public, 2-year Colleges: 

• Bishop State Community College 

• Gadsden State Community College 

• Shelton State Community College 

Private, 4-year Colleges: 

• Concordia College-Selma 

• Miles College 

• Oakwood University 

• Selma University 

• Stillman College 

• Talladega College 

• Tuskegee University 

ARKANSAS HBCUs 

Public, 4-year College: 

• University of Arkansas at Pine Bluff 

Private, 4-year Colleges: 

• Arkansas Baptist College 

• Philander Smith College 
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CALIFORNIA HBCU 

Private, 4-year College: 

• Charles Drew University of Medicine and Science 

DELAWARE HBCU 

Public, 4-year College: 

• Delaware State University 

DISTRICT OF COLUMBIA HBCUs 

Public, 4-year College: 

• University of the District of Columbia 

Private, 4-year Colleges: 

• Howard University 

• Howard University School of Law 

FLORIDA HBCUs 

Public, 4-year College: 

• Florida Agricultural and Mechanical University 

Private, 4-year Colleges: 

• Bethune-Cookman University 

• Edward Waters College 

• Florida Memorial University 

GEORGIA HBCUs 

Public, 4-year Colleges: 

• Albany State University 

• Fort Valley State University 
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• Savannah State University 

Private, 4-year Colleges: 

• Clark Atlanta University 

• Interdenominational Theological Center 

• Morehouse College 

• Morehouse School of Medicine 

• Morris Brown College 

• Paine College 

• Spelman College 

KENTUCKY HBCUs 

Public, 4-year College: 

• Kentucky State University 

Private, 4-year College: 

• Simmons College of Kentucky 

LOUISIANA HBCUs 

Public, 4-year Colleges: 

• Grambling State University 

• Southern University and Agricultural and Mechanical College 

• Southern University at New Orleans 

Public, 2-year College: 

• Southern University at Shreveport 

Private, 4-year Colleges: 

• Dillard University 
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• Xavier University of Louisiana 

MARYLAND HBCUs 

Public, 4-year Colleges: 

• Bowie State University 

• Coppin State University 

• Morgan State University 

• University of Maryland, Eastern Shore 

MISSISSIPPI HBCUs 

Public, 4-year Colleges: 

• Alcorn State University 

• Jackson State University 

• Mississippi Valley State University 

Public, 2-year Colleges: 

• Coahoma Community College 

• Hinds Community College-Utica 

Private, 4-year Colleges: 

• Rust College 

• Tougaloo College 

MISSOURI HBCUs 

Public, 4-year Colleges: 

• Harris-Stowe State University 

• Lincoln University of Missouri 

NORTH CAROLINA HBCUs 
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Public, 4-year Colleges: 

• Elizabeth City State University 

• Fayetteville State University 

• North Carolina Agricultural and Technical State University 

• North Carolina Central University 

• Winston Salem State University 

Private, 4-year Colleges: 

• Barber-Scotia College 

• Bennett College 

• Johnson C. Smith University 

• Livingstone College 

• St. Augustine’s College 

• Shaw University 

OHIO HBCUs 

Public, 4-year College: 

• Central State University 

Private, 4-year College: 

• Wilberforce University 

OKLAHOMA HBCU 

Public, 4-year College: 

• Langston University 

PENNSYLVANIA HBCUs 

Public, 4-year Colleges: 
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• Cheyney University of Pennsylvania 

• Lincoln University 

SOUTH CAROLINA HBCUs 

Public, 4-year Colleges: 

• South Carolina State University 

Public, 2-year Colleges: 

• Denmark Technical College 

Private, 4-year Colleges: 

• Allen University 

• Benedict College 

• Claflin University 

• Morris College 

• Voorhees College 

Private, 2-year Colleges: 

• Clinton Junior College 

TENNESSEE HBCUs 

Public, 4-year College: 

• Tennessee State University 

Private, 4-year Colleges: 

• American Baptist College 

• Fisk University 

• Knoxville College 

• Lane College 
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• LeMoyne-Owen College 

• Meharry Medical College 

TEXAS HBCUs 

Public, 4-year Colleges: 

• Prairie View Agricultural and Mechanical University 

• Texas Southern University 

Public, 2-year College: 

• St. Philip’s College 

Private, 4-year Colleges: 

• Huston-Tillotson University 

• Jarvis Christian College 

• Paul Quinn College 

• Southwestern Christian College 

• Texas College 

• Wiley College 

VIRGINIA HBCUs 

Public, 4-year Colleges: 

• Norfolk State University 

• Virginia State University 

Private, 4-year Colleges: 

• Hampton University 

• Saint Paul’s College 

• Virginia Union University 
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• Virginia University of Lynchburg 

WEST VIRGINIA HBCUs 

Public, 4-year Colleges: 

• Bluefield State College 

• West Virginia State University 

VIRGIN ISLANDS HBCUs 

Public, 4-year Colleges: 

• University of the Virgin Islands 

• University of the Virgin Islands-Kingshill 
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