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THE APPLI CATI ON OF JOB MARKET AND PLACEMENT
I NFORVATI ON TO ACADEM C PLANNI NG

Backgr ound

Among the policy issues addressed by the Departnent of Adm nistration to
the UWSystemis the question of the effectiveness of limting enrollnments in
sel ected acadenic prograns on the basis of placenent and job market information

For reasons which will be developed in this paper, the UNSystem in comon
with institutions of higher education generally, finds information on current
pl acenent or job market conditions to be of little value as the basis for program
deci si ons which would require enrollment Iimtations in selected academnc
progranms. Such infornation does influence student selection of prograns, and in
this way may affect enrollments.” But the effect follows from student choice,
rather than institutionally inposed quotas, and the University System believes
that this is wi ser academ c and public policy.

However, the question of using placenent and job nmarket information is not
limted to the wi sdom of inposing enrollnment limtations. In developing its
capability for both short range and | ong range academ c pl anni ng, the UW System
is using placenent and job market information in: (a) audit and revi ew of
exi sting academ c prograns; (b) review of proposals for new academ c prograns;
(c) planning priorities for the devel opnent of acadenic prograns; and (d)
devel opi ng effective career counseling for students and prospective students.
The specific question addressed by state governnment therefore falls naturally
within a larger policy question in the area of academ c planning and deci sion
maki ng.

Thi s broader policy question has been extensively discussed by the
institutions and central admnistration in the last year, and it will be usefu
at this time to sumrari ze the current position and practice of the Systemand its
institutions relative to the use of placenent and job market information, and to
proj ect possible lines of devel opnent for such uses.

The purpose of this paper

Thi s paper is designed:

(1) To explore the issues underlying use of job market and placenent data
i n academ c program deci si on and pl anni ng;

(2) To describe current University practice in using such information

(3) To state the "next steps" proposed by the Systemfor inproved use of
pl acenent and job market information

The paper will be used as the basis for policy discussion with the
institutions and their faculties, and with the Regents as well as with state
government. Refinement of its propositions and projections should result from
such di scussi on.

| ssues underlying use of job nmarket and pl acenent information
i n academ c program deci si ons and pl anni ng.

' For exanple, UWcanpuses report decreases of up to 47%in teacher education

enrol | ments between 1971 and 1974. This effect seens clearly related to
pl acenent information and job market projections.



The use of job market and placenment information in academ c program
deci si on naking and planning is highly controversial. To understand this, one
must recogni ze that such uses have been only recently proposed or undertaken in
America; that they seemto proceed froma conception of universities quiet
contrary to a major historical purpose of universities; and that uses of current
i nformati on pose a host of technical problens |eading to the nost serious concern
about the methods through which use could be undertaken

These propositions can be briefly illustrated by a sunmary descri ption of
the historical nature of American public universities, and the nethods
traditionally used in academ c program deci si on nmaki ng and acadeni c pl anni ng.
Wiy were universities founded?

Oversinplification is inherent in any brief answer to this question. But
assum ng this risk, the follow ng observations should be held in view in any
di scussion of the uses of job nmarket and placenent information in academc
pl anni ng.

American public universities were not founded sinply to serve society by
providing highly trained people to fill specified jobs. To be sure, they did
accept and performthis mssion. But they perfornmed it by perceiving that the
know edge and net hods of |earning inherent in study of basic arts and sci ences
could be applied to such goals as personal fulfillnment, citizenship, and
vocation. By placing traditional studies in the context of the persona
aspirations of students, and the needs of society, American public universities
sought both to invigorate traditional studies, and to enlarge the contribution
that know edge coul d make to the inprovenent of society and the human condition.?

This marriage of traditional scholarship to practical societal goals has
been central to the strength of Anerican public universities. The strength
derives, however, frominstitutions capable both of renenbering and maintaini ng
that which is traditional and fundanental to higher Tearning, while seeking the
added value to be realized through finding the connections between tradition and
the needs of people and their society.

Renenberi ng and mai ntai ning that which is fundanmental neans that
uni versities have as one basic reason for being the nmission of recovering,
ext endi ng, organizing, criticizing, and communicating the cultural and
intell ectual resources of their society and civilization. The mssionis a
public good” in that its fulfillment protects the state and its citizens from
| oss of connection with their cultural and intellectual resources. Al civilized
soci eties have viewed this as a vital need, basic to the well-being of society,
and particularly inmportant in a denocracy. For universities, it is the
fundanmental mssion in that no other institution in society maintains the
community of schol ars necessary to its achi evenent.

The added val ue possible to public universities is that of organizing
patterns of study or experience which give individuals maxi mum opportunity for
personal growth and fulfillnment, including preparation for the professional
technical, and | eadership roles needed by their society.

In organizational terns, conplex public universities are often perceived as
provi di ng basic studies through Colleges of letters and science, or liberal arts
and vocational studies through various professional schools or prograns. This is

2 The mission of the University of Wsconsin Systemas stated in the nerger

i npl enentation statute (36.01(2) Ws. Stats.) states this position clearly: "The
m ssion of this Systemis to devel op human resources, to discover and di ssem nate
know edge, to extend know edge and its application beyond the boundaries of its
canpuses, and to serve and stinulate society by devel oping in students hei ghtened
intellectual, cultural, and humane sensitivities; scientific, professional, and
technol ogi cal expertise; and a sense of purpose. Inherent in this broad m ssion
are net hods of instruction, research, extended education, and public service
designed to educate people and inprove the human condition. Basic to every

pur pose of the Systemis the search for truth.”
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much too sinple a view of the way in which basic academ ¢ disciplinary know edge
is related to the vocational and professional goals of students, and of the way
i n which know edge from practical disciplines and the professions extends and
infornms the basic disciplines. The point to be made is that the public

uni versity should not be thought of as an institution designed sinply to serve a
current or projected job nmarket, nor as an institution designed sinply to

mai ntai n and extend know edge for the sake of know edge. Effective acadenic

pl anni ng seeks to maxim ze both goals through their potential for nutua

rei nforcenent.

How has acadeni c pl anni ng been conduct ed?

Uni versities founded for the purposes asserted above pl anned academ c
prograns by nediating two major considerations?

1. The internal definition given by the comunity of scholars to the
nature and range of studies which were essential to conprehend the intellectua
and cultural heritage of their society, and to devel op enhanced persona
conpetence for |earning, or conpetence for entry into highly organized
pr of essi ons.

This process of internal definition has generally defined the basic
sci ences, social sciences, humanities and arts characterizing higher |earning, as
wel | as the studies needed for entry into the professions.?

The criterion or val ue enphasized in the process of internal definition has
been quality, and the differential characteristic of universities has been a
commitment to qualitative protection and enhancenent of the intellectual and
cultural resources of a society and its people.

2. Student demand, or the nunbers of persons w shing to enhance their
general understandi ng and conpetence for |earning, or to devel op particul ar kinds
of professional competence, or both. The consideration of student demand
enphasi zed the val ue of access or opportunity for personal growth as influencing
t he design of the academ c program

G ven these considerations, universities have generally asked that students
di stribute some part of their |earning across the range of studies representing
maj or di mensions of their cultural and intellectual heritage. They have al so
encour aged speci al i zation, or concentration on one or nore of such studies, or on
studies leading to particular kinds of professional or vocational conpetence.

In short, the range and size of prograns were determined by the joint
consequences of considerations internal to the nature of higher education, and
consi derations involving the total nunber of students w shing opportunity, and
the distribution of their preference. Planning responded to two nmaj or val ues or
criteria: (a) the value of quality through definition of the nature of higher
| earning; and (b) the value of access or individual growth by offering people the
particul ar ki nds of opportunity they desired.

The historical bases for acadenic planning did nediate the rel ationship of
hi gher education to the job nmarket through the pressure of student demand. That
is, students generally perceive university education not only as a neans of
personal growth, but also as an avenue to enhanced opportunity for enpl oynent,
and for realizing higher career aspirations. Student demand and aspirations have
unquesti onably supported the rapi d expansi on of professional programs within the
uni versity context, including not only the traditional |earned professions such
as nedicine and law, but also a multiplicity of energing professions, such as
teaching, agriculture, engineering, and allied health fields, nursing, industrial
t echnol ogy, business, and others thought to be supported by and supportive of
basi ¢ universities studies.

The first extensive us of job market analysis as a basis for acadenic

® The internal university definitions of conpetence needed for entry into various
prof essions are, of course, influenced substantially by accrediting standards
set by the professions and government.
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pl anning came in relation to studi es designed to support expansi on of opportunity
i n professions where high costs, sonetines joined to pressure for adm ssion
controls by the profession itself, had served to create a shortage of particul ar
categories of professionals. Job market and placenent studies, joined to studies
of student demand served to enforce the need for resources to expand opportunity.
In this sense, universities becane selective users of job market information to
support expansion in such areas as nedicine, dentistry, |aw, engineering and
technol ogy, urban and environnental planning, nursing, pharmacy, and so forth.
They al so received and sought federal assistance ained both at encouragi ng
students to enter fields thought to be in short supply nationally, and at
encouragi ng universities to expand opportunity in such areas. Such uses have
supported the historical use of student demand as one of the bases for planning,
and have been undertaken wi thout nuch thought as to their possible application in
ot her contexts.

In the last five years, the rapid expansi on of higher education joined to
ri sing costs has caused increased attention to efficiency as a third val ue or
criterion in acadeni c planning. The question is raised with increasing frequency
as to whether or not society should continue to support certain types of
opportunity for higher education at current levels if it appears that the
conbi ned forces of avail able opportunity and student demand are produci ng nore
hi ghl y educated people than the job narket will require.

The radi cal nature of the question needs to be observed if one is to
understand the sharp and often negative reaction it has aroused in the academ c
community. Carried to its ultimate logic, the question seens to propose that job
mar ket projections rather than the choices of citizens seeking education should
determ ne the size and kind of opportunity to be nmade avail able. Higher
education would thus be treated as a service institution for the state rather
than as an institution serving the public good generally and citizens
individually. If the ultimate logic is thought to apply to both basic higher
educational studies as well as professional prograns, the question seens to
chal | enge the very reason for being of studies which are primarily ained not at
preparation for a particular vocation, but at enhancenent of the individual and
civilization. Institutions founded to preserve, enlarge, and conmunicate the
cultural and intellectual heritage m ght now be judged on the basis of criteria
associ ated with career preparation rather than higher education

Difficulties in the application of job nmarket
and placenent information to academ c pl anni ng

G ven these considerations, sone critics would dismss any use of job
mar ket and pl acenment information as antithetical to the fundanmental nature of
hi gher education. However, the generality of response has been nore noderate,
and has enphasi zed sonme of the critical difficulties in using such information
wi sely. The academ ¢ conmunity generally has accepted efficiency as a criterion
which it nust apply to its own planning, and which nust nodify (but not supplant)
pl anni ng deci si ons nmade on the basis of considerations internal to the academnc
conmuni ty, or considerations responsive to student demand.

Fromthis perspective, job market and placenent data are accepted as
rel evant to the processes of acaden c program deci si on nmaki ng, and academ c
planning. It is one of several kinds of information related to the efficiency of
a particular programin responding to individual and societal need. But the
guestion remains as to how such information can be useful rather than the source
of poor decisions and planning. The difficulties inherent in use may be
sunmari zed as foll ows:

1. If major consideration is given to placenent or job market information
in shaping the formof universities, we may overl ook the major contribution nmade
by universities to the enpl oynment needs of society. The American university
system has devel oped for this society an expandi ng popul ati on of people with
enhanced intellectual skills, capacity for |learning, and versatility in neeting
t he denmands of energi ng occupations. This resource has been a major reason for

the capacity of our society to fill occupational needs in a rapidly changi ng
technol ogi cal society; i.e., as business, industry, and government define new
rol es and needs, there are people who can fill these roles and needs with

relatively short-termorientation or training. This consequence of an expanded
base of well educated people has been anply docunented in major econom c studies
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denonstrating that the productivity for the American econony is directly
correlated with i nvestnment in higher education. It would be folly, even fromthe
perspective of econom ¢ planning, to damage the major resource devel oped by

hi gher education in search for a better fit between the current curriculum and
the current profile of job narket needs. To do this would be to abandon

devel opnent of "versatile people" able to neet the needs of a rapidly changing
society in favor of curriculumalways in tune with the past or present, but never
intune with the future.*

2. Cosely related to #1 is themis the m stake of assum ng that coll ege
graduates who do not find i medi ate enploynent in a field closely related to
their major field of study represent a msplaced public investnent, and a waste
of time and noney by the individual. This is not the case. For exanple, persons
preparing for certification as teachers are al so undertaking a general or |libera
education as the nmajor aspect of their studies. Certification is an added val ue
which affects little, if at all, the devel opnment of personal conpetence in the
general or liberal education sense. The fact that nany peopl e who prepare as
teachers find enpl oynment in business, industry, or government is not evidence of
m sappropriation of resources or time, but of the functioning of the societal
resource created by well educated people. That non-school enployers often
express a preference for teacher education graduates was confirmed in the early
1974 di scussions of the relationship between manpower projections and teacher
education progranmm ng held on University of Wsconsin canpuses.

3. The notable inaccuracy of |long-termjob market projections, and the
damagi ng consequences of overreaction by hi gher education or by students to
short-term pl acenent information or projections, needs to be underlined.

In wel |l -docunented cases in engineering a teacher education, students have
overreacted to current placenent information by choosing alternative educationa
goals. The student entering higher education will not conplete a baccal aureate
objective for at |east four years, and nore probably for at least fromfive to
ten years. He or she may conpl ete a post-baccal aureate goal in less than six, or
as many as a dozen years. The problens of current graduates finding enploynent in
a particular field have frequently induced a decline in entering enrollnents, and
a shortage of prepared people at the point in history they enter the narket.

4. The dubi ous consequences of planning efforts which deliberately
di m ni sh the i nportance of individual choice in our society, while highlighting
mar ket pl anni ng, needs to be observed. The best evidence is that uncoerced
freedom of choice by individuals is a better guide to planning effective and
efficient institutional services than heavily centralized planning of the choices

peopl e ought to make. In the forner approach, sone people nmay make unw se
choi ces but the aggregate consequence will be that institutions will serve npst
people well. In the latter approach, m staken judgnents generate a coerced | ack

of wi sdom for many peopl e.

5. General saturation of the job market in a specified profession may not
speak at all to the affirmative action goals of society, the UWSystem and its
institutions. Care nust be exercised that general scarcity of enploynent
opportunities in occupations requiring high |levels of entry preparation not be
all owed to obscure the opportunities which are and should be avail able to nenbers
of racial and ethnic mnority groups and wonen. Factors such as gender, race,
and ethnicity are beginning to i nfluence short and | ong range job narket
projections and the need for educational support to fill needs projected on this
basi s.

Uni versities should and do develop a capability for rapid inplenmentation of
short-termtraining to neet short-term marketpl ace needs. 1In the University of
W sconsin System this capability is one of the m ssions of University Extension

4 It is worth observing that the question "Should we restrict access to
hi gher education in the absence of job market opportunity for graduate?" m ght
wel | be reversed. "Should we not expand access in such a condition?" 1In the

absence of planning ained at using the talents of young people, restricting
educational opportunity woul d exacerbate rather than tenper probl ens of
unenpl oyment and the public costs that would foll ow
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whi ch uses the established resource base of the systemto plan and undertake
cooperatively with Universities and Centers, the short-termtasks of continuing
education or public service in response to urgent public need. However, the

uni versities thensel ves do not and should not plan academic progranms in the basic
di sciplines, or for entry into professions, on this basis. To do so would be to
abandon the use of internal definition of the nature of higher learning, and to
abandon the criterion of quality as a distinguishing characteristic of higher
educati on.

Current University Practice in Using Placenent
and Job Market Information

M ndful of the limtations and pitfalls described in the foregoing section
the University System seeks informed use of placenment and job market information
in decisions relating to academ c prograns and acadenic planning. Use is
therefore sel ective and enphasi zes the fact that such information nust be
enpl oyed as one part of the information available in reaching a conpl ex decision
Current uses may be summarized in ternms of: (a) policy; (b) programreview
(c) long-range planning; and (d) student counseling.

A Pol i cy

The criteria established by the Regents review of new academ c prograns,
and audit and review of existing prograns, include "societal need" as one of the
Six major criteria.

These criteria appear in the docunment ACPS-1 (revised), which now serves as
t he basic statement of system planning principles. The criteria are supported by
the forms for programreview appearing in the document ACI S-1

Exami nation of "societal need" includes consideration of avail able
i nformati on on student demand for a particular program available information on
pl acenent experience of students receiving such preparation, and any forecasts of
job demand on a state or national basis. Information on trends over a period of
years i s obviously considered of greater value than single year information

B. Program revi ew

1. New acadenic prograns. Strong enphasis is given to societal need as a
criterion for approval of new program proposals. The university is entering a
period of limted growth, and in the next decade a probable decline in nunbers of
students seeking traditional baccal aureate |evel prograns. |In the absence of
strong denonstration of probable societal need, decisions will favor the use of
avai | abl e resources to strengthen where needed the quality of existing prograns
rat her than establishing new cost centers. 1In the case of high cost
post - baccal aur eat e prof essional progranms, the question of societal need would be
salient to any decision for expansion

2. Review and audit of existing progranms. The university systemwl|
seldom nmove to elimnate an existing programsinply on the basis of placenent
i nformati on, or negative job market forecasts. The nore effective avenues to
efficiency are: attenuation, consolidation, or elimnation of existing prograns
in the presence of significantly |low or declining student interest; consolidation
or elimnation of |ow enrollnment courses not deened essential to the quality of a
total program consolidation or elimnation of prograns judged to be
qualitatively suspect and holding little prom se of enhancenent. A decision to
attenuate, consolidate, or elimnate a programon the basis of the criteria
stated above woul d be reinforced by unfavorabl e pl acenent or job market
projection information. A strong denonstration of societal need for the program
based on placenent data and job market projections could |lead to a decision to
strengthen the program and seek to increase its attractiveness to students.

C. Long-range acadeni c pl anni ng

Al institutions of the System are now engaged in | ong-range planning as
part of a process for creating and maintaining a Long- Range Acadenmic Plan for the
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System Draft plans are in place for all of the institutions, and the process of
integrating institutional plans with system pl anning principles and objectives is
underway. Enphasis is being given to the devel opnent of the planning process at

all levels of the university, to the end that biennial updating will be standard

practice.

The | ong-range pl anni ng process involves creation and conti nuous revi ew of
systemwi de priorities for the devel opnent of academ c prograns. This task was
undertaken in connection with the 1973-75 and 1975-77 bi enni al budgets.
Priorities for 1977 and beyond wi |l be devel oped through the system I ong-range
academ c plan prior to devel opnent of the 1977-79 budget.

Job market information is used in devel oping | ong-range systempriorities,
together with information on student demand projections, and societal need as
defined fromthe perspective of the problens faced by contenporary society.

For purposes of |ong-range academ c planning, trend informati on on the job
market in |arge categories of enploynent (such as technol ogy, health science,
human service, etc.) is of nore value than information about a particul ar
occupation within that category. This derives fromthe fact that projections of
need for particul ar occupations are inherently inaccurate, but projections
concerning |large categories seem sonewhat nore reliable. Planning based on
| arge-scal e trends may be undertaken with sone confidence since persons preparing
for a particular occupation within a |arge category woul d have consi derabl e
versatility in nmoving into related occupati ons.

D. Car eer counseling

The university systemrecogni zes its responsibility to provide students
wi th both advi sing on educational choices, and counseling on career problens or
choices. The systemand its institutions enphasize individual choice by
students, but seek to support inforned choice. In short, the inforned free
choi ce of students is a central guide to academ c pl anni ng and program deci si on
maki ng. Career counseling supported by the best available current information on
pl acenent and the job market can manifestly support inforned free choice by
students. The responsibility is currently exercised in the foll owi ng ways.

1. The systemmintains toll free tel ephone advisory service® for citizens
of Wsconsin on the educational offerings of the system including information on
t he prograns which would relate to the occupational or professional objectives of
t hose who inquire.

2. Al institutions maintain advisory services for students and
prospective students on their educational offerings, the relationship of these to
occupational or professional interests, and counseling on career interests.

Career counseling is generally supported by opportunity for interested students,
on a fee for service basis, to undertake aptitude testing and nore intensive
counsel i ng.

3. Al departnents and schools maintain information on placenent of
graduat es, and professional schools maintain information on the job market for
students and prospective students. Fields whose graduates traditionally face
precarious career problenms (such as those in the perfornmng arts), advise
students about those problens. The system believes that this kind of
i nformati on, other than in summary form needed for |ong-range planning, is best
mai ntained in detail at the programlevel, rather than the system|evel since;

(a) such decentralization assures the greatest conmunication of usefu
information to those needing it at the | owest cost; and (b) decentralization also
assures the greatest currency for the information

4. The University System provides instruction in career counseling.

® This service, entitled HELP (Hi gher Education Location Progran), has been
particularly well received by current and prospective UWN Systenis students.
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Next Steps

1. The University Systemis seeking, in cooperation with VTAE, funding for
a current study of placenment experience of graduates. |If this research can be
undertaken, it is hoped that it will provide the data base for devel opnent of
nore sensitive research on the long-termcareer, or life satisfaction
consequences of various patterns of higher education

2. The Systemand its institutions should undertake the process of study,
di scussion and informati on sharing needed to generalize the use of "best
practices" on career counseling within the System

3. The Systemand its institutions should enphasi ze pl anni ng desi gned
better to relate a limted spectrum of basic, or core studies to a broad range of
potential professional or occupational applications. The recent trend toward
i ncreased use of educational plans relating canpus-based studies to internship or
field experience provides one avenue for maintaining both continuity for the
community of scholars and schol arship protected by universities and flexibility
in the relationship of this comunity to a rapidly changing society.

4. The System in conjunction with appropriate State Pl anni ng Agenci es and
pr of essi onal groups, should seek to devel op nore accurate, categorical trend
information on future societal needs. Information of this type (i.e., future
trends in the Health Sciences, etc.) would have a substantial effect on the
efficacy of the academ c | ong range planning activity of the Systemand its
Institutions.



