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“This is the third straight year in a row we have seen budget cuts”, President Paupert exclaimed as she pacing back and forth in her office.  “Stephen, are you sure you have checked those numbers?  Are you sure we have to begin letting people go?”

Stephen, the President’s Chief finance and budget officer had worked for President Paupert for only 2 years.  He could not understand the President’s anxiety.  Sure it was tough to fire folks but this wasn’t really a firing; there was simply no money to continue to maintain programs at the level they were offering them at their comprehensive mid-size Midwestern institution and not let someone go.
Aware of the President’s eyes fixed upon him, Stephen pretended to pour over the numbers for a few minutes longer before responding.  “No ma’am, there is no way.  We have to start letting people go.  We simply don’t have enough money to maintain these employment numbers and keep all these programs.”

Upon hearing this, President Paupert abruptly stopped pacing, looked back to Stephen with bright eyes and an exuberance that would be uncharacteristic of the comments that had just been made.  “That is it”, she exclaimed with enthusiasm.  Stephen glanced up at her, slightly concerned by the dramatic change in her temperament.  “What it is it?” Stephen questioned with complete confusion.  “That is it,” she repeated and Stephen could see that a weight literally seemed to have been lifted from her shoulders.
The President, amused by Stephen’s looks of confusion, continued.  “Stephen, five years ago when I first arrived here, people were very concerned about the well-being of the university. Times were tough then and we all knew that they would become more difficult before they got better.  Given our minimal resources, I knew I would have some challenging decisions to make, but I needed to learn about the institution first.  I needed to know where the opportunities to increase quality and enrollment were and I needed to better understand which programs were in desperate need of revitalization.”

Stephen interrupted, “So that is why you implemented outcomes-based assessment program review?”  “Exactly”, she responded with growing enthusiasm.  “In order to understand where we had the best opportunities for improvement with the minimal resources at hand, I asked each program and their faculty and administration to implement outcomes-based assessment.  As you can imagine, faculty and staff were immediately concerned that I would use the results of such an analysis to cut positions.  I wanted to make sure that they understood I had no intent of this, so I made a promise to them.”
“Oh no,” Stephen muttered, “Is this where the saying came from?”  “Indeed it is,” she exclaimed and then she turned toward him with crinkled brow as if to question how it was that he had never pieced all this together before.  Deciding not to pursue that line of questioning with him, President Paupert returned to her enthusiastic idea.

“Indeed it is,” she repeated herself, refocusing her thoughts on the task at hand.  “I had promised that if everyone would implement a pervasive, systematic outcomes-based assessment program review process, I would never use the results to cut jobs. I promised that we would use the results of this outcomes-based program review to honor people but not positions and roles.  Thus, the saying was derived, ‘Honor people; not positions.’”

Stephen grunted in the realization that his work was about to dramatically change.  “So now”, he grudgingly began, “we need to review these budget numbers with the results of programs in hand to see which programs we need to cut but re-assign those people assigned to those programs to programs that could grow or are growing.  Is that right?”  “Exactly,” responded President Paupert with so much excitement that it appeared that it was all she could do to stay within her own skin.

“An before you start in on it,” she continued as if to read Stephen’s mind, “I know this will take a lot of work from the leadership team.  So, let’s find two days next week for the executive cabinet to devote to examining the results of the last five years’ of program review data identifying which programs we need to cut and who needs to be provided with the opportunity to transfer their role and responsibilities to another department.”

“President Paupert,” Stephen carefully interrupted this time.  “President Paupert, we need to provide our plan for budget cuts to the Governing Board two weeks from today.  You and I both know that it will be a lot faster to just cut some positions.  We can meet the stated dollar amount that we need to cut much more quickly if we just cut a few folks.  I am sure they can find jobs elsewhere.  With all do respect ma’am; your plan means a slow way in which to identify savings.  In addition, your plan means that some of what we save from program cuts will need to be re-allocated to training and development to prepare folks for their newly re-assigned roles.  I mean, maybe people forgot what you promised in the first place and it will all just be no big deal when people leave.  I mean, they have to understand the situation we are in.”
President Paupert slowly walked back to her desk and sat down in her leather chair.  She leaned back, folded her hands in her lap and looked straight into his eyes.  Stephen had watched her every move and realized that even though he had not worked for Paupert very long, she was the kind of leader who took what she promised people very seriously.  He realized when she looked up at him, that he would have to propose a far more convincing argument than what he just did to get her to change her mind.  As he searched for another approach to his argument, she firmly said, “Well then Stephen, we better get busy.  Would you please work with your administrative assistant to clear the executive leadership’s calendars for the next two weeks?”
Directions to class:

1) Break into groups of 2-3

2) Read the case study quickly and then again to determine whether the case analysis will require developing a recommendation or evaluating a decision that has already been made.

3) Identify the central problem posed in the case study.

4) Identify secondary problems posed in the case study.

5) Locate evidence to support identification of the central problem and the secondary problems.

6) Evaluate the alternative proposed.  As you do so, consider the following:

a. How could you make this proposed solution work?

b. How could the President maintain her promise and thus her trustworthiness with this proposal?

c. If you determine that the proposed solution won’t work, discuss why not.

d. What research would you present to support the President’s proposed solution?

7) Suggest a new solution, if you have determined that the proposed solution will not work.

a. What is your new solution?  

b. How does it differ from what the President proposed?

c. How would you propose your solution to the President, knowing that she will be concerned about the promise she made to her faculty and staff?

d. What research would you present to support your proposed solution?

e. What else should you consider in your presentation to the President?

8) Discuss how you would implement the proposed solution OR your new solution.

a. Which theories of change and strategies of change would you propose be used?

b. Which collaboration strategies would you utilize?

c. What other strategies would you utilize?
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