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Howard R. Swearer

Report on Planning for 1977/78 Admissions and Recruitment

Considerable effort has been made over the last two months
to clarify and elaborate operational plans for admissions and
student recruitment for 1977/78. Many responses to the January 31
draft statement on admissions policy have been received; several
preliminary plans dealing with various aspects of recruitment
have been drafted by responsible administrators and interested
parties; and consultations have been held with a variety of
persons. Deliberations have been serious and extensive. Exchanges
of views have identified problems and brought greater understanding.
This memorandum outlines the current status of this process and
the next steps to be taken.

This should be considered an interim report. To develop a
detailed and specific admissions strategy requires assistance from
many people and several offices; and, to compound the situation,
this is a very busy time of the year, especially for those directly
involved in admissions work. Moreover, this report is more general
in nature than originally anticipated, or desired, since consider-
able work has yet to be completed. Finally, it should be noted
that at the same time planning has been going forward, several
concrete actions have already been taken.

The University needs to respond promptly and constructively
to the problems which are identified in this report; but it should
avoid hasty and superficial reactions. Decisions on recruitment
plans should set a course which will bring positive results over
the long term and thereby avoid makeshift short-term palliatives.

1. While admissions is of vital importance to the entire
University and in one way or another is related to each of the
major divisions, it has an especially close affinity to student
services and educational programs. The recruitment and selection
process is influenced by the academic and social experiences of
students. At the same time, the Admission Office is well-situated
to indicate desirable modifications in student services and
academic programs suggested by changes in secondary education or
shifts in the interests of students applying to Brown. Moreover,
actions to encourage more women students to concentrate in "non-
traditional" fields and to attract more minority students to Brown
should be enhanced by a close working relationship between Admissions
and the Dean of The College and his staff.
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Accordingly, the College Admission Office is being trans-
ferred to the jurisdiction of the Dean of T.he College who, in
turn, will henceforth report directly to the President. The
Office of Financial Aid is also being transferred to the Dean
of the College since it should remain closely related to
Admissions and is, in addition, an important student service.
Within the parameters discussed in this memorandum, the Dean
will work closely with the Admission Office, NASP, and other
offices to ensure that preliminary plans are put into operational
form and that budgets and staff are adequate and appropriately
deployed to carry them out.

2. The challenges facing admissions are of several types.
In recent years the Admission Office has been under heavy pressure
because of the increased volume of applications, coupled v/ith a
tightly limited budget for staff and operations. Of course, an
expanded applicant pool is highly desirable and speaks well for
Brown's standing in higher education. Still, this condition
could threaten to erode the quality of the University's recruit-
ment process. This concern is particularly salient as higher
education as a whole anticipates a substantial decline in the
number of students in the 1980"s. The University must handle
the large number of current applications in an effective and
sensitive manner in order to prepare for the anticipated change
in the national admissions picture. Decisions made now to cope
with the problem of "abundance" will have an important bearing
on the strength and quality of Brown's student body during the
decade of "scarcity" ahead.

The Admission Office has expressed the view that it is not
adequately staffed and budgeted to meet its responsibilities as
effectively as desirable. This spring a careful review of
admissions costs, staffing, and operations will be undertaken
to determine if resources are adequate and properly deployed.
During this process, the special costs of recruiting minority
students will be identified so that funding available for this
purpose will be known in advance. Since finances are constrained,
not every suggested activity can be funded and hard decisions must
be made about which recruitment projects are likely to be the most
productive.

3. The sharpest criticism of the draft admissions statement
has been from students directed toward the section on student
financial aid in which it was stated that budgetary limitations
put some practical limit on how much financial assistance can be
extended. Such a reaction is understandable. The subject could
simply have been ignored, but candor seemed the wiser course,
especially when common sense indicates that financial aid is
finite and limited.
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Some amplification of this matter is in order. First, at
a time of considerable financial tautness, the University is
attempting to share the burdens as equitably as possible among
the various segments of the institution while maintaining quality.
Financial aid has not been required to carry a disproportionate
share compared to other major items in the budget. Second, the
University is, in fact, allocating a substantial sum for student
aid and some one-third of the students are receiving help. Third,
the great bulk of these aid funds do not derive from restricted
gifts and grants or designated endowment income, but from the
general revenues of the University, including tuition income. It
would be very difficult to allocate a higher proportion of these
general revenues to this purpose without doing damage to other
important sectors of Brown.

At the same time, it should be said that the amount of
financial assistance as a percentage of the operating budget
should not be permitted to continue to decline. And, in fact,
our goal should be to increase gradually the total amount of
financial assistance over the next five years, not only in
absolute dollars, but by two or three percentage points within
the total operating budget. To do so will necessitate a determined
effort to secure additional sources of funding; and we are now
preparing to launch this campaign, early next year.

The financial assistance program must be closely coordinated
with the admission of new students. In addition, we need to devise
promptly a better system to indicate to students in more detail
when they are accepted for admittance the amount and nature of
their financial aid package.

4. Within the context of overall admissions policies and
plans, special attention needs to be given to the recruitment of
minority students. Since 1968 the University has affirmed a
policy of vigorously encouraging qualified minority students to
matriculate here. After a half decade of notable success, the
number of minority applicants began to decline in the mid-1970's.
This experience has been shared by a number of other private
universities and colleges and, while the causes are not completely
understood, they are no doubt complex and multiple. Whatever the
causes, this shrinkage of minority applicants must be viewed with
concern and renewed efforts made to reverse the trend. The
University must take concrete steps to attempt to achieve the goal
of increased minority applications agreed upon in 1975 and as
clarified in 1976.

This enterprise promises to be more difficult than was the
case in the early years of this decade, given the apparently changed
national environment. Intensified and new approaches are required.
Several promising proposals to upgrade the recruitment of minority
students have been advanced by both members of the staff and
students. They include: carefully-tailored admissions literature
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and letters; special meetings and occasions on and off campus
for prospective students and volunteer recruiters; market studies;
more extensive use of current students, faculty, and staff in
recruitment; closer connection with the Providence secondary
schools through tutoring projects; and others. One of the most
promising suggested actions is to intensify efforts to mobilize
Brown's alumni, in general, and minority alumni, in particular,
to assist in recruitment. Now some 500 - 600 strong, these
minority alumni and alumnae, who know the University by direct
experience, can be persuasive spokespersons. A preliminary plan
for involving alumni in minority recruitment has been sketched
out, concentrating particularly on 16 metropolitan areas which
have both sizable minority communities and strong NASP committees.
In addition, two exploratory meetngs have been recently held
with minority alumni to seek their advice on how the University
should best proceed. Beyond the alumni, there are other individ-
uals strategically placed in secondary education and minority
communities who, working directly with the staff or with alumni,
can help to identify promising minority applicants and encourage
them to consider Brown.

5. The Assistant Director of Admissions for minorities has
a lead role to play in developing plans for minority recruitment
and in coordinating actual recruitment efforts. He, in consulta-
tion with other University officers, should formulate detailed
plans which include specifications about who will carry out various
activities, when, in what manner, and at what cost. Approval of
these plans, as a part of the total admissions plan, will carry
with it necessary budgetary support. Actual expenditures for
minority recruitment activities will be processed and approved in
the same manner as all other admissions expenditures, but the
amount of money available for these special efforts will be made
known so that programs may be planned and implemented, and cost
effective trade-offs made in a timely manner.

It should be emphasized that minority recruitment must be
a multi-faceted and total institutional endeavor involving a
number of persons and offices. To achieve maximum results,
activities spanning several university offices must be coordinated
and mutually reinforcing. The aim is not to establish a separate
minority admissions office but to strive to institutionalize
these various activities and achieve a cooperative and purposeful
division of labor.

6. While more effective recruitment strategies can and will
be deployed next year to increase the number of minority applicants,
for the current year the application session has ended; and the
number of minority applications has declined. The urgent business
over the next month is to encourage those minority students accepted
for admission to matriculate at Brown. Efforts coordinated by the
Admission Office and NASP are already underway to enlist the aid
of a number of faculty, staff, students, and alumni to contact
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personally as many of these prospective students as possible.
This is not a one-shot effort. It should be a continuing and
important part of Brown's recruitment program in the years
ahead and is one aspect of the cooperative institutional enter-
prise required.

7. As final recruitment plans are worked out over the next
few weeks, the Dean of The College, the Director of Admissions,
the Assistant Director of Admissions, the Director of NASP, and
those others most directly responsible for this work will need
the cooperation, support and understanding of many of us at Brown.
As plans are being prepared, I have asked the Dean to make
periodic reports so that the community will be informed of the
progress. I intend to give my full support to these undertakings
and I know others will, as well. Together we will find the means
to achieve our goals.

ap

•>>


