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POLICY AREA SIX: ILLINOIS COLLEGES AND UNIVERSITIES WILL
CONTINUALLY IMPROVE PRODUCTIVITY, COST-EFFECTIVENESS,
AND ACCOUNTABILITY

Part 1. Joliet Junior College Accomplishments, Plans, & Challenges
Accomplishments

New Budget Process

The most significant change in improving college cost-productivity and cost-effectiveness in the
past three years has been the implementation of a new budget process at JJC.! Beginning in Fis-
cal Year 2006, budget preparations begin years before. The implementation of an effective
budget process is one of the most important activities an institution can undertake, because a
budget is a commitment of educational values expressed in fiscal terms. From an internal point
of view, an effective budget process ensures programs are included, areas are prioritized based
on need, and resources allocated towards effective programs. From an external perspective, an
effective and systematic budget process ensures public resources and student tuition dollars are
used to create value. The JJC Budget process includes the following activities:

« November-January: Three-Year Financial Plan Development. The Vice President for Business
Services and Controller consult with the Board of Trustees regarding the JJC Three-Year Fi-
nancial Plan. Simultaneously, the Vice Presidents for Academic Affairs and Student Affairs
consult with Deans and Department Chairs in their respective areas. The goal of these activities
are to reach consensus on a set of planning assumptions and priorities. In November of the fis-
cal year, the financial plan is updated based on Fall enrollment data and presented to the Presi-
dent’s Cabinet and then the Board of Trustees.

« February: Budget Kickoff Meeting. The Business Services Office coordinates a budget kickoff
meeting in February, inviting anyone who is responsible for creating a department’s budget.
Budget worksheets are distributed to the proper budget contact. The meeting gives instruction
regarding the necessary forms needed to complete the budget and also gives various deadlines.
The Kickoftf Meeting is important in establishing deadlines and communicating institutional
priorities. The salary schedule is distributed and tuition recommendations made to the Board of
Trustees in the same month.

« March: Budget Submissions and Recommendations. In March, programs are responsible for
submitting final budget plans. The Vice President for Business Services and Controller meet
individually with each department head.

 April: Final Budget Draft and Distribution.

o May-June: Budget Submissions, Publishing the Legal Budget, and Approval by the Board of
Trustees.

1 Unless noted otherwise, budget information is from the JJC Annual Budget: 2005-2006 and JJC Annual Budget: 2006-2007.
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Budget Accomplishments

Over the last 34 years, the JJC operating budget has been structurally balanced. Reserves or one-
time revenue sources have not been used to bring expenditures in line with resources. For FY
2005, the JJC Business Services Office won a Distinguished Budget Presentation Award from the
Government Finance Officers Association. Previously, only four other community colleges in
Illinois have won the award.2 In FY 2004, JJC was awarded a Certificate of Excellence in Finan-
cial Reporting for its Comprehensive Annual Financial Report (CAFR) from the Association of
School Business Officials for the fourth year in a row.

Changes in Health Insurance
JJC has the highest fringe benefits per employee in the state. As shown in Figure 6.16, faculty

receive 158% of the state average in fringe benefits, administration 139%, and classified staff
165%. A large part of the benefits arise from the fact that JJC pays for its own health care premi-
ums, with very low employee contributions. Despite dramatic increases in health care costs in
nearly most sectors of the economy, JJC has been able, for the most part, to plan, prepare, and
contain increases. JJC raised co-pays in FY 2005 - co-pays that are still below industry standards.
Also, discounts for hospital and doctor charges improved with the utilization of a different pro-
vider network. These changes allowed the college to reduce the planned benefit expenditure in-
creases from 8% to 4% in FY 2007.

New Tuition Payment Plan

In early 2005, JJC contracted with FACTS Management Company, a company serving more than
3,000 elementary, secondary, and post-secondary institutions in the U.S. The company will ad-
minister a new tuition payment system. The goal of the system is to reduce or even eliminate
long lines during peak registration times and collect late payments. The company automatically
deducts tuition payments from students’ savings, checking, or credit card accounts and then elec-
tonically transfers the funds to JJC.3 The company also has a high collection rate - 99% - which
would will save staff time and resources collecting overdue tuition payments, which stood at
$58,000 for the Fall 2004 semester alone. Another advantage is that the use of the system en-
courages students to register on-line, reducing resources devoted to in-person registration sys-
tems and space.

Student Service Initiative

Knowing that students and anyone within or around the JJC District experience JJIC consciously
and unconsciously, the college conducted a structured service observation experience. Members
of the JJC campus visited various campus locations and area businesses for the purpose of identi-
fying and assessing clues and messages being sent to constituents and stakeholders. Clues set
impressions for the participants, whether equipment or space (sights, smells, or sounds), human-

2 Government Finance Officers Association, Awards for Rec ition. On-line: http://www.gfoa.org/services/awards.shtml

3 Slowik, T. (2005, January). Joliet Junior College Changes System for Tuition Collection. Joliet Herald News.
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istic (body language or tone of voice) and functional (good or bad service).# The results have led
to a recently completed set of service standards for the institution.

New Program Review Processes

Next year, JJC will implement new program review planning processes. The processes are based
on recommendations from ICCB? and internal improvements that needed to be made in the proc-
ess. The review process will be based on program evaluation theory and the use of effectiveness,
impact, and efficiency in program evaluation.® Three primary institutional areas will be exam-
ined in the program review process: 1) Occupational areas, 2) Academic/Transfer and Cross-
Disciplinary areas, and 3) Administrative and Student Service Areas.

There will be little change in the review of Occupational areas, but significant change will take
place in the Academic and Administrative areas. This is particularly the case in administrative
areas, which in recent history have not been reviewed at JJC in a systematic fashion. In the area
of efficiency, two changes will be implemented:

The establishment of a program review calendar. One of the primary purposes of program review
and evaluation is in the area of decision-support. Historically, program review at JJC has not
been utilized for this function. In fact, as it was missing from the larger institutional planning and
budget process, it’s sole function was external accountability. The schedule is included in a Pro-
gram Review Guide that will be distributed to all programs under review for a certain year. The
schedule below was purposely designed to follow the JJC Budget calendar:

» September-October 2006 - Representatives from the Office of Institutional Effectiveness will
meet with program coordinators.

« February 23, 2007 - Final program reviews must be e-mailed to rsmith@jjc.edu. They can also
be delivered to the Office of Institutional Effectiveness, Ryan Smith, J-2040. Unless negoti-
ated beforehand, late reviews will not be accepted.

« March 19, 2007 - Program reviews submitted to college President and appropriate Vice Presi-
dent for review. Revisions, although rare, might be requested.

« July 16, 2007 - Program reviews considered final.

« July 30, 2007 - PQP Report submitted to the Illinois Community College Board.

» August 20, 2007 - PQP Report distributed to campus and program reviews posted on-line.

The second major change will be inclusion of cost-effectiveness indicators in the program review
processes for all areas, Occupational, Academic/Transfer, and Administrative. Information on
staffing, budgets, and unit costs will be included and programs will be required to respond to the
areas and articulate their priorities and goals.

4 JJC Community Relations Office. (2006, January-February). Scanning for Clues at JIC. JJC Journal. On-line: http://www.jjc.edu/admin/cro/Communications.htm

5 ICCB. (2005, July). Findings and Recommendations: Evaluation of the Program Review System of the ICCB. On-line: http://www.iccb.state.il.us/HTML/pdf/agendas/10externalattach9-05.pdf

6 Boultemis, J., & Dutwin, P. (2005). The ABCs of Evaluation. San Francisco: Jossey Bass.
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Technology
Changes in technology will also enhance cost-effectiveness and productivity. The FY 2006 and

2007 Budget reflected significant investments in the human and technical infrastructure related
to technology at JJC. The community embarked on a comprehensive review of the technology
function in 2004. An outside firm was retained to conduct the review and the results were re-
viewed by a representative campus committee.” The recommendations from the committee had a
significant impact on the 2006 Budget, including the creation of a new Chief Information Officer
(CIO) and Chief Information Security Officer (CISO) positions. While incurring increased up-
front costs, the long-term returns of making early investments in technology, and in particularly
security, are already being witnessed.

Capital & Construction

Over the next 10 years, it is projected JJC will require $39 million in capital improvements in
categories ranging from exterior wall and roofing systems to electrical and plumbing. In order to
implement an effective planning approach towards construction, JJC compiled all infrastructure
needs in a comprehensive document called the Capital Renewal and Improvement Plan (CRIP).8
The CRIP includes all capital programs, regardless of size. It is an ongoing program that includes
the assessment of capital needs, ensuring that potential projects conform with academic priorities
and investment strategies, and establishing priorities for project funding. The document call(s/ed)
for approximately $10 million of spending for FY 2006 and 2007 each.

In 2005, JJC was awarded second place in a recycling contest sponsored by Abitibi Consolidated,
a New York based paper collection firm. A report citing the award noted that JJC “has achieved
and surpassed the waste reduction goal of 40%” (set by the Illinois Department of Commerce
and Economic Opportunity).® The report also noted a 58% reduction in landfill waste generated
per student since 1987. Each year, JIC recycles about 80 tons of waste, including 53 tons of pa-
per; 5 tons of plastics, cans, and glass; 11 tons of automotive-related materials; and 154 pounds
of inkjet cartridges. Enhanced recycling efforts translate into tangible benefits. Procurement costs
decrease the need for paper, new file folders, and shipping and landscape materials. Additionally,
JJC received money in return for each inkjet cartridge returned to the vendor.

Tuition Reciprocity

In 2004, JJC joined a collaborative tuition agreement with all bordering districts, except one. The
agreements allow residents in one district to attend college in another district at the same tuition
rate.!? Estimated savings will be $120,000 per year.

7 From the JJC Annual Budget: 2005-2006.
8 From the JJC Annual Budget: 2005-2006.
9 JJC Increases Recycling Effort. (2005, May). Palos Heights Star.

10 Taylor, A. (2004). JJC Makes Joint Deal with Elgin. Joliet Herald News.
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Dual Programs

In the 2004 Summer, JJC established a joint Nursing program with the University of St. Francis.
Not only will the program provide a seemless transition for students who want to pursue a four-
year degree in Nursing, but it will lower cost inefficiencies by identifying courses that may result
in unnecessary duplication.

Collaborations

In collaboration with the Will County State Attorney’s office, JJC computer programmers helped
the Will County police department develop a database system that automatically notifies police
officers of scheduled court appearances, cutting down on dismissed cases and saving taxpayer
dollars. The program cost about $6,000 to develop, but the estimated savings are about $20,000
in police time and equipment costs.!!

Impact Fees

This past year, JJC also investigated using impact fees as another potential revenue source, mak-
ing it the first in Illinois and possibly the nation to use impact fees.!? The fee would be $250 for a
single-family dwelling and $125 for each multi-unit dwelling. The utilization of fees was in re-
sponse to anticipated enrollment growth requiring an estimated 350,000 additional square feet of
classroom space at a cost of $83 million. Currently, the initiative is being communicated to local
communities.

Space Utilization

In order to address space utilization issues, JJC will open the Weitendorf Agriculture Education
Center (AEC). The $2.6 million price-tag was subsidized by private donations and external grant
funding. JJC also conducted a study of the feasibility of differentiated tuition. The final plan put
forth to the campus community by the President’s Cabinet was not received well by the public
and student body. Results from a public forum and a survey showed that nearly 66% of students
disapproved of the plan and, for the moment, it is tabled.!? In the meantime, JJC opened up five
new faculty positions for teaching exclusively in the afternoon.

Plans

Every year, JJC engages in a three-year financial plan, most recently articulated in the 2007-2009

Three-Year Financial Plan. Some of the highlights of the plan include:

o Technology Replacement Plan - In 1996, JJC established a Technology Fee to support growing
demand for technology. The Technology Planning Committee (TPC) was assigned the task of
addressing this demand. During the past seven years, JJC has added 63 servers and over 2100
computers in labs. In FY 2004, JJC lost over $300,000 in state support of technology initia-

11 Hirtzer, M. (2004, January 4). Computer Notifies Cops of Dismissed Cases. Daily Southtown Herald.

12 Slowik, T. (2005, December). JJC Wants Communities to Impose Impact Fees. Homer Sun.

13Differentiated Tuition Report, On-line: http://www.jjc.edu/admin/ie/Information/Tuition Financial Aid/Differentiated%20Tuition%20Report.pdf; Slowik, T. (2005, November). Tuition Cut -
Plan Sparks Debate. Joliet Herald News; Slowik, T. (2005, November). JJC Tuition Plan Faces Opposition. Joliet Herald News.
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tives, leading to a 10% reduction in technology funding in FY 2004. In response, JJC devel-
oped a Technology Replacement Plan detailing the cost of replacing existing equipment. By
engaging in a strategic planning process, technology will be funded in high priority areas that
are consistent with the institutional mission.

 Construction - To accommodate capital expenditures and deferred maintenance, JJC imple-
mented a strategic planning process for capital and construction. Additionally, in 2003, the
Board of Trustees initiated a comprehensive plan to address deferred maintenance issues. The
plan included the issuance of $9.7 million in debt certificates and the establishment of a $2
capital assessment fee increased to $4 in FY 2006 that is anticipated to repay the debt certifi-
cates. An additional $1 capital fee was implemented to pay for a new parking lot to accommo-
date enrollment growth.

The I.T. Department recently completed a Technology Improvement Plan (TIP). The plan has
four essential components:!'4

1. Three-Year Technology Replacement Plan

2. Technology Improvement Planning Process

3. Help Desk Services

4. Information Security Plan

A goal of the plan is to develop a project planning process through the development of guiding
principles, feasibility studies, and calendars.

Challenges

Several economic forces will challenge the budgeting process at JJC, forcing the institution to

place more emphasis on productivity and cost-effectiveness. Some of these challenges include:

e Nature of the Educational Process - Tuition and fees have risen faster than inflation at U.S.
colleges and universities (although when financial aid is included and discounted from tuition,
net prices at community colleges have not risen significantly).!> The main cause of this is that
the nature of processes used in postsecondary education do not generally allow institutions to
share in productivity gains witnesses in the rest of the economy. !¢ In the private sector, compa-
nies were able to gain efficiencies through technology and better use of equipment. Efficiencies
were passed along to consumers, thus reducing prices and keeping inflation low. In colleges
and universities, however, instructional methods have witnessed little change. Colleges had
two choices: 1) increase class size to garner economies of scale or 2) reduce faculty salaries,
both of which would have led to real or perceived declines in educational quality. Thus, while
the Current Price Index (CPI), the measure most compared to tuition prices, remained low, col-

14 JJC Information Technology Department. (2006). Technology Improvement Plan. On-line: www.jjc.edw/it/pdf/TIP07-09.pdf

15 Cunningham, A., & Carroll, C. (2005, November). Changes in Patterns of Prices and Financial Aid. Washington, DC: U.S. Department of Education. On-line:
http://nces.ed.gov/pubsearch/pubsinfo.asp?pubid=2006153

16 Ehrenberg, R. (2002). Tuition Rising: Why College Costs So Much. Cambridge, MA: Harvard University.
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lege prices increased, particularly when students and other stakeholders increased demands and
in the face of rising costs. The challenge ahead for JJC will be in how to manage resources in a
more efficient and productive manner without impacting educational quality.

e Technology - New research is showing that technology, when used appropriately, has a positive
impact on learning and development.!” Massy notes technology’s potential lies in the promo-
tion of active learning and engagement; bringing elasticity to traditional rigid academic struc-
tures; codifying knowledge; accommodating different learning styles; establishing cooperative
learning; and shifts faculty’s role from the delivery of facts to enhancing learning.!® Colleges
are the cusp of transforming technology from a growing cost-driver to utilizing it for efficiency
gains in services, non-instructional areas, and, in the area of classroom instruction, distance
education. The challenge ahed will lie in how to use technology to create efficiencies without
impacting impacting the quality of education students receive.

e Regulating Policies and Procedures - Public community colleges are complex organizations.
Thus, they operate as bureaucracies. Community colleges are also public and subject to laws,
regulations, and reporting requirements of various entities. Personnel policies, purchasing, aud-
tis, union negotiations, federal and state reporting requirements, disability standards, environ-
mental protection laws, and space planning, to name a few, all require the devotion of time and
resources. The challenge ahead for community colleges will be in how to address these issues
in a cost-efficient manner that does not induce the institution in being distracted from its pri-
mary mission of enhancing student learning.

e Shifting Revenue Base - More and more, colleges are finding themselves being more reliant on
market mechanisms for funding, as state dollars have shifted from enrollment-driven from
based on direct student aid (choice) and performance-based funding. In District 525, JIC’s
property tax revenue is restricted by two factors - the Property Tax Extension Limitation Law
(PTELL) and rates on individual funds.!® Due to PTELL, the rate to the individual taxpayer in
the JJC district has been unchanged since 1992 and there has not been a tax rate in the district
since 1977. Further restrictions come from construction and deferred maintenance. Funding
and repair of the college’s aging buildings over the last 10 years has been restricted due to tax
caps and no O&M rate increase since 1977. With traditional sources of funding becoming in-
creasingly restricted, increased demands on the part of students and stakeholders, rising costs
in mandated areas (health care, utilities, salaries, etc.), the most effective institutions will be the
ones that understand the realities of the fiscal environment contemporary community colleges
operate in. The challenge will be in planning initiatives to accommodate these realities.

17 Pascarella, E., & Terenzini. P. (2005). How College Affects Students. San Francisco: Jossey Bass.
18 Massy, W. (2003). Honoring the Trust: Quality and Cost Containment in Higher Education. Bolton, MA: Anker.

19 From the JJIC Business Services Office. (2006, January). Three-Year FInancial Plan: 2007-2009.
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Part 2. Common Institutional Indicators
Figure 6.1 COST OF INSTRUCTION per Credit Hour at lllinois Community Colleges, FY 2001-2005 (6C1)

Joliet Junior College
Year Unit Cost % of state avg. lllinois Community College Avg.
2001 $205.22 106% $194.25
2002 $211.38 107% $198.13
2003 $208.66 109% $191.09
2004 $207.22 107% $193.16
2005 $211.63 107% $198.39

Figure 6.2 ADMINISTRATIVE AND SUPPORT COST per Credit Hour at lllinois Community Colleges, FY 2001-05 (6C2)

Joliet Junior College
Year Unit Cost % of state avg. lllinois community college avg.
2001 $78.15 88% $88.69
2002 $83.60 91% $91.65
2003 $75.16 91% $82.65
2004 $75.20 90% $83.42
2005 $73.03 89% $81.60

Figure 6.3 ADMINISTRATIVE AND INSTRUCTIONAL COST per Credit Hour, FY 2005
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Figure 6.4 Percent of Students who Have Graduated, Transferred, or Are Still Enrolled, Summer 00-05 (6C3)%°
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Part 3. Mission-Specific Indicators

Mission-specific indicators and their relationship to Joliet Junior College’s Mission

Area Description

AQIP Supporting Institutional Operations
AQIP Measuring Effectiveness

AQIP Planning Continuous Improvement
AQIP Building Collaborative Relationships

Performance Goals

Performance Goal 1. The cost of instruction at JJC will not exceed 110% of the state average
(Source: ICCB Unit Cost Study)

Performance Goal 2. The cost of administration at JJC will not exceed 110% of the state average
(Source: ICCB Unit Cost Study)

Performance Goal 3. The completion rates of first-time, full-time JJC students will be above the

state average (Source: Integrated Postsecondary Education Data System, IPEDS)

20 This analysis examines the percent of first-time, full-time students who entered in a Fall semester and graduated by the summer three years
later. It is based on an ICCB analysis using National Student Loan Clearinghouse data.
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Data for the three-five most recent years

Figure 6.5 Summary of Population Served at lllinois Community Colleges), FY 2000-2005 (6M1)

JJC lllinois
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Note. Market share is the percent of district residents who enrolled in a credit or non-credit course at JJC during a fiscal year. Over the last six years, the number of district residents who com-
pleted a credit or non-credit course at JJC has remained relatively stable. In FY 2000 through FY 2005, the total credit and non-credit enrollment at JIC was 37,921; 36,320; 37,739; 40,132;
36,036; and 36,229. Enrollment at all community colleges in Illinois has also remained relatively stable over the last six years, varying from a high in 2000 of 1,008,007 to a low of 945,661 in

2002. The market share for all community colleges in Illinois has also dipped, but at a slower pace than at JJIC.

Figure 6.6 Number of General Equivalent Diplomas (GED) Awarded at lllinois Community Colleges, FY 2001-04 (6M2)

JJC All lllinois Community Colleges
2001 1,116 12,768
2002 370 11,783
2003 367 9,005
2004 150 5,120
2005 124 5,115
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Figure 6.7 Advancement to College Level Work for Remedial Students at JJC, FY 2001-05 (6M3)

Year Base Number Percent Number Not Percent Not
Advanced Advanced Returning Returning
2001 2,871 1,498 78% 944 33%
2002 3,512 1,751 79% 1,306 37%
2003 3,661 1,796 76% 1,304 36%
2004 4,104 1,467 59% 1,598 39%
2005 4,019 1,422 57% 1,502 37%
3-yr change 10% -21% -- 15%

Note. Advancement percents for all Illinois community colleges were 77% in 2001 and 2002, 74% in 2003, 57% in 2004, and 58% in 2005.

Figure 6.8 Adult Education Test Score Gains, FY 2000-05 (6M4)
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Figure 6.9 English as a Second Language Test Score Gains, FY 2000-05 (6M5)
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Figure 6.10 Full-Time Equivalent (FTE)/Faculty Ratio at lllinois Community Colleges, FY 2000-05 (6M6)
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Figure 6.11 Credit Hours Generated at lllinois Community Colleges, FY 2001-05 (6M7)

Joliet Junior College lllinois

Year Credit Hours FTE Credit Hours FTE
2001 186,833 6,228 5,816,453 193,882
2002 199,109 6,637 6,080,768 202,692
2003 216,744 7,225 6,354,890 211,830
2004 223,735 7,458 6,566,732 218,891
2005 227,616 7,587 6,531,640 217,721
5- Yr % change | 21.8% 12.3%

Figure 6.12 Recent GED Completers Enrolling in College-Level Work at JJC, FY 2002-05 (6M8)
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Figure 6.13 Number of Students Served through Dual Enroliment at JJC, FY 2002-05 (6M9)
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Note. Enrollment in Dual Enrollment programs for all Illinois community colleges FY 2002 through 2005: 25,401, 26,959, 27,692, and 34,166.

Figure 6.14 Number of Students Served through the P-16 Initiative Grant at JJC, FY 2002-05 (6M10)
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Note. Formerly known as the Accelerated College Enrollment program. Enrollment in Dual Enrollment programs for all Illinois community col-
leges FY 2002 through 2005: 20,057; 18,471;19,210;19,246.

Brief interpretation of performance and related implications

The total unit cost at JJC has been above the state average for the last five years. The primary
reason is because JJC has selected to invest heavily in instruction and comparatively less in ad-
ministration. Unit costs for instruction are 107% above the state average, while unit costs for
administration are 89% below the state average. Additionally, while the rate at which JJC has
hired full-time faculty is the 4th highest in the state at 15%, the JJC administration decreased by
-7%. As figures 6.15 and 6.16 show, JIC full-time faculty salaries are below peer group averages,
combined salary and fringe benefits place JJC on equal footing with its peer group. (Fringe bene-
fits for faculty at JJC are the highest in Illinois). The average administrative salary, however, is
well below peer group averages, but average fringe benefits for administrators are 4th in the
state.
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Figure 6.15 Average Salaries for Employee Groups at JJC and Selected Comparison Groups, FY 2006
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JIC Peer Group: DuPage, Joliet, Harper, Lake County, Moraine Valley, Oakton, and Triton. All Suburban Community Colleges: Includes colleges in the JJC Peer Group, plus Elgin, Morton,
Prairie State, South Suburban, and Waubonsee. Does not include City Colleges of Chicago. When making comparisons based on this chart, it is important to note that administrative definitions
may vary between institutions. For instance, an “administrator” at one college may be classified as “staff at another. It also does not include fringe benefits per employee, a category where JIC is

the highest in the state. For a more detailed analysis, consult the ICCB Annual Salary Report: www.iccb.org

Figure 6.16 Average Fringe Benefits for Employee Groups at JJC and Selected Comparison Groups, FY 2006
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JJC has the 4th lowest tax rate among peer institutions and has not increased its tax rate for 28
years. Only three other community colleges in Illinois has lower tax levy rates per $1,000 in
2002. Coupled with very low administrative costs, low salaries compared to peer group institu-
tions (particularly for administrators), JJC clearly makes good use of taxpayer dollars.
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