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Abstract 

Nationwide, community college administrators are attempting to maintain financial 

stability amid extreme budget challenges. The problem that was addressed through this 

study is that some community college administrators at a large Northeastern state lack 

strategies to sustain financial stability, which threatens the 14 institutions’ ability to 

continue to operate as a viable educational choice. The purpose of this study was to 

investigate the strategies that community college administrators at multiple institutions of 

varying financial stability use. The conceptual framework that grounded the study was 

Porter’s five forces framework. Research questions focused on what strategies are used, 

why these strategies are used, and in what way they support financial stability currently 

and in the future. For this case study, purposive sampling was used and semi structured 

interviews with 10 community college administrators were conducted. Data was analyzed 

by transcribing interviews, participant member checking, and the use of an online tool to 

identify codes and themes. The themes that emerged are budget control, marketing 

strategy, industry attractiveness, and competitive environment. These findings led to the 

development of a policy paper with the following recommendations: develop committees 

to share best practices on cultivating auxiliary revenue and competitive advantage 

strategies, adopt new marketing and outreach strategies, and invest in professional 

development for college administrators related to business strategies. These 

recommendations provide the potential of positive social change by supporting continued 

operations of the community colleges not only allowing the faculty and staff to continue 

their employment but also serving students that depend on community colleges. Educated 

students, in turn, serve their communities and society.  
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Section 1: The Problem 

The Local Problem 

Funding and student enrollment for community colleges in a large Northeast state 

have declined in the past 9 years (Peterson, 2019). This enrollment decline has led to an 

imbalance of revenue to expenses. In some instances, to decrease expenses, community 

college administrators are selling buildings on several campuses (Shaver, 2019). These 

factors have forced community college administrators to examine how to best operate 

courses and serve students with fewer classrooms (Shaver, 2019). As noted in a 2015 

white paper prepared by the Council of Higher Education and the state’s board of 

education, community college administrators at these institutions cite the need for new 

strategies to remain fiscally stable (Micek, 2019). 

Funding and student enrollment challenges are not unique to this local problem. 

On a national level, community colleges are experiencing declining funding from local 

and state appropriations, as well as decreased student enrollments. Confidence of 

financial stability from community college leaders has dropped to 44%, from 52% in 

2017 (Hanover Research, 2019). Community college leaders at the national level are 

investigating if mergers, acquisitions, alternative education models, and attracting new 

learners are effective strategies to support financial stability. Community colleges must 

act more like businesses and focus on increasing and diversifying revenue to continue 

operations. 

A gap in practice exists for some community college administrators in practicing 

effective financial stabilizing strategies (Micek, 2019). Community college leaders must 
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understand its position within a competitive environment to support long-term 

sustainability. The problem investigated by this study is that some community college 

administrators in a Northeastern state lack strategies to sustain financial stability, which 

threatens the institution’s ability to continue to operate as a viable educational choice. If 

this is not studied, other community colleges risk relevancy in the new economy and 

eventual redundancy from competitors that are more flexible and nimbler to change 

(McKenzie, 2020). 

Rationale 

The purpose of this qualitative single case study was to explore the strategies used 

by community college administrators in a large Northeastern state to establish financial 

stability. The study site, a large Northeastern state, has 14 community colleges that serve 

nearly 300,000 students per year. The 14 community colleges and its students contribute 

$13.6 billion in income to the state’s economy in 2016-2017, approximately 2% of the 

total gross state product (State Commission for Community Colleges, 2020). At the 2021 

Annual Meeting, community college presidents highlighted the need to use proactive 

business strategies to remain financially stable and continue to serve students and 

contribute to the state’s economic well-being (State Commission for Community 

Colleges, 2021).  

Interviews with community college administrators from several community 

college in a large Northeastern state were used to develop an understanding of strategies 

that might support financial stability. Like businesses, community colleges must be aware 

of the opportunities that can be taken advantage of for success as well as the conditions 



3 

 

and events that can threaten sustainability. Community colleges’ business environment is 

supported and formed by its relationship with students (customers and buyers), faculty 

(suppliers), and intensity of competition among other higher education institutions that 

compete for the same value-added opportunities that drive revenue. The purpose of this 

qualitative single case study was to explore the strategies used by community college 

administrators in a large Northeastern state to establish financial stability. Several of the 

successful community colleges in the large Northeastern state might be using strategies 

that could add value to other community colleges in the large Northeastern state that are 

currently struggling. 

Definition of Terms 

Throughout this study, I used several key terms found in scholarly literature. 

These terms clarify the background to the problem. 

Community college: A community college is a 2-year public higher education 

institution that offers technical diplomas, associate degrees, industry-based certification 

programs, and professional development (Cohen & Brawer, 1996).  

Competitive advantage: The strategic advantage one business entity has over its 

rival entities within its competitive industry is known as competitive advantage 

(Negulescu, 2020).  

Financial stability: Financial stability is the ability for an organization to facilitate 

and enhance economic processes, manage risks, and absorb shocks (Schinasi, 2004).  
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Significance of the Study 

Higher education funding in the study state is reported as one of the lowest funded 

in the United States by a 2021 Center on Budget and Policy Priority report (Jackson & 

Saenz, 2021). The state has consistently reduced higher education funding by over 33% 

over the past 10 years. Funding concerns coupled with decreasing enrollments and 

increased higher education competition have resulted in community colleges in this state 

experiencing significant budget challenges. This study addresses a local problem by 

focusing on community college administrators in a large Northeastern state that used 

strategies leading to financial stability. If specific strategies are used, it supports these 

institutions’ ability to continue to operate as a viable educational choice (Morton, 2019). 

Understanding what strategies can support financial stability can provide new guidance to 

community college administrators in a large Northeastern state and add to the body of 

knowledge surrounding this topic.  

There has been significant research in understanding how 4-year public and 

private institutions use strategies to support financial stability (Jessop, 2018; Somers et 

al., 2018). Research on the alignment between financial stability and community colleges 

may not exist (Jessop, 2018). This research may contribute to the gap in practice for 

community college leaders. This qualitative study, while focused on the local level, may 

also have applicability to community colleges across the country that are also 

experiencing financial challenges. The results of this study may provide suggestions to 

improve financial stability, which may lead to better training or mentoring of other 

community college administrators.  
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Research Question 

The focus of this study was to identify what strategies community college 

administrators at multiple institutions of varying financial stability in a large Northeastern 

state may use to support financial stability. Financial stability for this study was described 

as a community college’s ability to continue its operations to remain a viable educational 

choice for communities. Because financial stability is the result of many reasons, this 

study includes conversations with community college administrators from institutions of 

varying financial stability to gain an understanding of the strategies used or not used that 

support financial stability. Therefore, this study was guided by the following research 

questions: 

RQ1: What strategies do community college administrators at multiple 

community colleges of varying financial stability in a large Northeastern state use to 

support financial stability? 

RQ2: Why do community college administrators at multiple community colleges 

of varying financial stability in a large Northeastern state use specific strategies to 

support financial stability? 

Review of the Literature 

An extensive review of the literature that pertained to business strategies and 

financial stability provided very little current or relevant research regarding the activities 

or actions of community college administrators. The existing body of literature was 

focused primarily on the broader topic of higher education, specifying at times 4-year 

private and public colleges and universities (Miotto et al., 2020; Rabin et al., 2020; 
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Turlacu et al., 2019). However, research on business strategies for financial stability for 

both private and non-profit companies was prevalent (Fruwirth et al., 2020; Taran et al., 

2019). The review of the literature has been broken into seven sections to address this 

topic as it relates to community college administrators. The first section introduces the 

conceptual framework and provides information on its application to the study. The 

second section is a historical review of the mission and founding of community colleges. 

The third section provides more details related to community college funding. The fourth 

section describes characteristics that 4-year private and public colleges and universities 

have in common with community colleges as it relates to financial stability and business 

strategies. The fifth section provides an overview of recent research related to private and 

non-profit companies and business strategies for financial stability. The sixth section 

summarizes the research. 

The literature review was conducted using databases with an emphasis in 

Education and Business and Management, including Education Source, ERIC, SAGE 

Journals, ScienceDirect, Taylor and Francis, Academic Search Complete, ABI/Inform, 

Business Source Complete, and Emerald Insight via the Walden Library and Google 

Scholar. The key words used for this research included community college, business 

strategies, financial stability, higher education, competitive advantage, entrepreneurial, 

business model innovation, and Porter’s Five Factors. Key words produced peer-

reviewed research that provided relevancy and applicability to this study. 
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Conceptual Framework 

The purpose of this study was to investigate the strategies that community college 

administrators at multiple community colleges of varying financial stability in a large 

Northeastern state use to support financial stability. The conceptual framework that 

guides this study was Porter’s five forces. This framework is a tool for analyzing an 

organization’s competitive environment (Bruijl, 2018). Organizational leaders can 

analyze external factors that impact their business strategies. Porter’s five forces 

framework includes the microenvironment that drive competition and threaten an 

organization’s ability to make a profit: (1) the bargaining power of buyers, (2) the 

bargaining power of suppliers, (3) the threat of new entrants, (4) the threat of substitutes, 

and (5) competitive rivalry (Porter, 1979). Leaders want to maintain a sustainable 

competitive strategy, especially when seeking financial stability in uncertain times.  

According to Yükseköğretimin (2017), higher education can be evaluated using a 

business research approach because of its participation in three assumptions of business- 

competitive markets, profit maximization, and competitive resource bundles. As 

community college administrators seek to support operations in an ever-changing 

environment, community college administrators must have strategies to support the 

varied external opportunities and be prepared for threats that may exist. As organizations 

analyze their operating environment, Porter’s five forces framework is a strategy to 

understand the different forces that impact and shape profit (Melahat Oneren et al., 2017).  

Porter’s five forces framework suggests that the five forces are interrelated 

(Porter, 1979). Developments in one force may have an impact in another. Furthermore, 
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understanding this phenomenon allows for leaders to gain a comprehensive view of what 

is impacting an organization’s profitability. Awareness of the five forces can help leaders 

better understand the structure of an industry and develop a position that is more 

profitable, more sustainable, and less vulnerable to attack (Bruijl, 2018). In this study, 

Porter’s five forces helped to explain and document the business strategies that 

community college administrators use to support financial stability. 

 The use of Porter’s five forces as a framework also addresses the research 

questions in this study. Using these research questions, I sought to understand what 

strategies community college leaders use, and why they are used. Porter’s five forces is a 

comprehensive framework for business leaders to understand strengths, weaknesses, 

opportunities, and threats to an organization. As community college leaders shared their 

experiences, the use of Porter’s five forces was a way for them to understand how 

strategies support financial stability. 

Review of the Broader Problem 

Community colleges were created in the early 1900s to meet a growing need for 

education outside of the traditional secondary school options. The mission of these early 

schools was to prepare individuals to locally participate in the workforce. These 2-year 

institutions were advocated by local community organizations and financially supported 

by local funds. The formation of the first 2-year colleges provided educational 

opportunities to communities without access to the tradition of elite higher education 

(Cohen, 2009). 
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The success of local support for 2-year education eventually led to the formation 

of the first permanent 2-year college, Joliet Junior College, in 1901. This formation 

established financial support to include local and state allocations, a move that continued 

as junior colleges expanded across the United States (Cohen et al., 2014). By 1947, junior 

colleges began to be referred to by the term used now, community colleges.  

The federal government supplied the first infusion of federal funds to community 

colleges by way of financial assistance to students with the Higher Education Act of 

1965. Cohen et al. (2014) indicated the Act also encouraged states to comingle funding 

sources to support community colleges. This three-tiered approach to funding allowed 

community colleges to mission-shift into access and opportunity. Increased funding 

decreased barriers to higher education for local communities. 

The 1960s-70s marked a time of extreme enrollment growth for community 

colleges (O’Banion, 2019). It was also the first time that educational outcomes were 

discussed at a federal level (Kolbe & Baker, 2019). Prior to 1960, there were no agreed 

upon criteria for educational outcomes, and community colleges had previously been 

under complete local control (Cohen & Valeau, 2009). The positives brought by federal 

funding came with increased federal and state oversight with a desire for outcomes 

(Kolbe & Baker, 2019). 

Community colleges continue to offer plural missions of transfer and workforce 

development (Winthrop, 2019). These dueling missions exist to support the diverse 

student population that exists at community colleges (Maglorie, 2018). Student 

demographics at a community college include first-generation students and non-native 
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English speakers (James, 2019). The joint missions support this diverse student body. It 

also supports community college as a bridge for students where college may not have 

been accessible via traditional means (Cohen et al., 2014).  

The ability for community college students to enter the workforce at a quicker 

rate than students at 4-year institutions reflects the significant impact that community 

colleges and community colleges degrees provide on a local and federal economic level 

(Tyndorf & Martin, 2018). Further, community colleges can also support the local 

economy by driving economic development (Friedel & Reed, 2019). This can occur by 

acting as a feature to drive new business to a region (Boerner, 2018). The close 

connection with community colleges to its local workforce enables rapid acceleration and 

adoption of new technology (May, 2020).  

Community College Funding  

Community college funding varies across the country but in general comes from 

three sources: tuition and fees, local appropriations, and state appropriations (Kolbe & 

Baker, 2019). Tuition and fees indicate the amount of money that comes from students, 

including any financial aid. Local appropriations are the amount of funding local 

communities provide from taxes and typically represent 10% of a community college’s 

financial support. State appropriations are provided to community colleges in most 

instances via a prescribed formula. Many states use historical data to reimburse 

community colleges per full-time equivalent (FTE) enrollment. As noted by the State 

Higher Education Executive Officers Association 2019 annual report, FTE represents the 

student credit hours to full-time academic year students.  
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This same group reported that fiscal year 2019 marked a 2.4% increase in per-

student education appropriations. On average, public institutions across the country 

received $8,196 in education appropriations per FTE enrollment in 2019. However, this 

increase does not account for the drastic cut of funding community colleges received 

post-Great Recession of 2008. Education appropriations per FTE in 2019, despite the 

increase, continue to be 8.7% below pre-recession levels.  

  As enrollment at community colleges increases rapidly during economic 

downturns, state funding is decreasing, and tuition is rising at a faster rate. Public 

institutions are increasingly supported by tuition and fees with decreasing state funding 

(Hu & Villarreal, 2019). Net tuition rates have grown consistently over time, reaching 

$6,902 per FTE in 2019. In more than half of all states, tuition and fees have become the 

primary revenue source for public higher education (Kolbe & Baker, 2019). 

Unlike secondary K-12 education, there is no federal appropriation of funding to 

higher education, including community colleges (Melguizo et al., 2017). Federal dollars 

do support specific programs and initiatives at community colleges that directly support 

students like Pell Grants and other workforce development initiatives (Koh et al., 2019). 

Unlike state and local appropriations that are distributed in a general manner for 

community colleges to decide specifically where to allocate funds, federal dollars are less 

flexible as these funds are typically allocated to specific programs. Federal financial 

support also often come with rigorous reporting and performance-based outcome 

requirements for community colleges. 
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Porter’s (1979) research into organizations’ sustainability suggests that business 

leaders should consider the following five external forces that can affect performance: (a) 

threat of new entry, (b) supplier power, (c) buyer power, (d) threat of substitutes, and (e) 

competitive rivalry. The use of Porter’s five forces model can help organizations to 

understand sustainability and maintain a competitive advantage (Aydin, 2017). Mahat 

(2019) suggested that institutions of higher education can apply a profit-oriented 

framework to business practices by using Porter’s five forces to evaluate competitive 

advantage and sustainability. Community college leaders can use this strategy and the 

five external forces as they seek to understand strategies for financial stability. 

Threat of New Entrants 

The threat of new entrants relates to how strong a new competitor is to an 

industry. According to Porter (1979), if an industry or organization is established with a 

strong brand, it is more difficult for a new competitor offering a similar product to thrive 

in an environment. If the current industry or organization has lower barriers to entry, a 

competitor can experience an easier time entering the new market and these increases 

competition to the current organization.  

According to Perea (2020), the threat of new entrants in community colleges is 

high. The barriers to entry into the higher education space is low, and movement over the 

past 10 years has shown the increase in for-profit higher educational organizations (Soliz, 

2018). For-profit higher educational organizations no longer need to invest in typical 

brick-and-mortar infrastructure with the increased attention to virtual learning. The 

Hanover Research Report (2019) found that for-profit higher educational organizations 
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are also able to obtain the same or equivalent accreditation that community colleges use. 

Doing so provides access to these organizations to give students federal financial aid and 

other assistance, thus making the institutions more popular to students.  

Moreover, other entities outside of educational institution are entering the 

educational market (Hanover Research, 2019). Private companies have begun to certify 

specific skills and credentials within their organization. Community colleges are no 

longer the first place an individual can get employed with beginner skills. On top of that, 

companies are accelerating the rate that individuals learn new skills and compensating 

appropriately (Winthrop, 2019). These actions compete with the brand loyalty 

community colleges may have previously established in a community. As Soliz (2018) 

noted, companies are challenging one of the biggest ways community colleges build 

brand loyalty: a local, low-cost education.  

Bargaining Power of Buyers 

The threat of buyer power is the availability of customers to drive the price of a 

product or service (Porter, 1979). As buyers make choices, this impacts demand for better 

quality products and increases competition. An organization’s threat in the bargaining 

power of buyers is determined by variables including the number of customers, the 

buyer’s ability to substitute the product easily, and the cost of switching products or 

services. 

According to Weahaton (2020), the threat of buyer power in community colleges 

is high. Due to the surplus of higher education options available to students, community 

colleges must be deliberate in explaining the value of a community college education to 
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current and future students (Sublett & Tovar, 2021). To be competitive, community 

college administrators must effectively sell value that includes low tuition prices, flexible 

learning, and exceptional faculty. Amizawati (2016) noted that higher education 

institutions can be more strategic in setting prices by understanding customer 

expectations of the service and cost in comparison to the competitors. 

Corporate environments also understand that reputation and influence are 

strategies that can support financial stability by establishing a competitive advantage in 

the market. Miotto (2020) noted that research has been done to measure how reputation, 

by way of its influence on legitimacy, can create a sustained competitive advantage for 

public universities. Miotto’s research also studied reputation and its association with 

performance and sustainability. The findings of this study suggest that a university’s 

reputation has a significant and positive effect on its legitimacy.  

Threat of Substitutes 

Substitutes can be a similar product or service that provides a customer with a 

similar result (Porter, 1979). As organizations produce unique products, there is a lesser 

threat for substitutes. When organizations produce products that can be easily replicable, 

this threat is increased as customers have more options. The threat of substitutes can be 

impacted by the quality of a product, advertising, or general usefulness of a product. 

According to Rizvi (2018), the threat of substitutes in community colleges is high. 

The features that typically draw students to community colleges such as small class sizes 

and affordable prices are strategies that have been adopted by public and private 4-year 

colleges and universities (Soliz, 2018). Winthrop (2019) argued that students are being 
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offered larger scholarships or other financial aid incentives to enroll in public and private 

4-year colleges and universities as opposed to a local community college.  

The threat of substitutes continues to be high when community college 

administrators evaluate how course are offered. As community college leaders work to 

transform classes to incorporate virtual learning, this is the same strategy that is occurring 

throughout the entire higher education industry (Hanover Research, 2019). Students have 

a plethora of choices and can make changes easily to transition to new institutions.  

Bargaining Power of Suppliers 

The threat of supplier power relates to the number of suppliers an organization 

relies on, what they provide, and how quickly an organization could switch to a new 

supplier (Porter, 1979). Regarding community colleges, one type of supplier is its faculty. 

This gives the supplier power to drive prices that the organization must pay. Competition 

in the supplier market allows an organization to seek new suppliers to maintain lower 

costs and drive profit. 

Research from Parker and Richards (2018) noted that the threat of supplier power 

in community colleges is high. Community college instructors are hired to teach, not 

research or other functions that may be associated with public and private 4-year 

institutions. Additionally, community college faculty are teaching entry-level or 

generalist courses (Parker & Richards, 2018). Coursework can also include hands-on 

technical trades, and classes require individuals to have education and industry 

experience. Because the type of education can be nuanced, finding the right faculty can 

be difficult, thus making the faculty have a higher bargaining power. 



16 

 

The idea of using faculty for more than teaching is a process that public and 

private 4-year institutions currently do use as a revenue generation model (Musselin, 

2019). Jessop (2017) argued that universities develop profit-oriented entrepreneurial 

practices in different ways depending on financial, administrative, and ideological 

pressures. Organizations act more like economic enterprises that aim to maximize their 

revenues and/or advance the economic competitiveness of the spaces in which they 

operate. Using faculty to generate revenue by way of research is one facet to financial 

stability. 

Threat of Rivalry 

The threat of rivalry relates to the number of competitors and their ability to enter 

the same space as an existing organization (Porter, 1979). In an environment with high 

competition, there are many equivalent products and services available to consumers. 

Highly competitive environments provide consumers with many options and force 

organizations to aggressively court consumers by product price cutting, increasing 

advertising, or creating new products and services. In environments with lower 

competition, organizations retain industry value and can drive market price for services. 

In the context of community colleges, the threat of rivalry and competition is 

high. Tandberg and Anderson (2020) noted that as community colleges experience 

funding challenges, leaders are forced to make decisions that can negatively impact 

students. Community college leaders deploy strategies such as increasing class sizes and 

foregoing important infrastructure upgrades when finances are constrained. Morton 

(2019) asserted that these strategies that can help community colleges stay fiscally 
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solvent in the short-term can also make an institution’s competitive value decrease in the 

eyes of students and allow 4-year public and private colleges and universities to compete 

in this new educational space. Students that previously did not consider 4-year private or 

public colleges and universities may now choose that route.  

According to Banuelos (2019), public and private 4-year colleges and universities 

are capitalizing on the unique nature of community colleges and creating spaces for 

students to thrive. Strategies can include smaller classes, more focused sports and clubs, 

and appealing living spaces. Guth (2020) asserted that these organizations can be 

competitive in this space as they offer larger and more comprehensive scholarships than a 

student would typically find at a community college. Somers et al. (2018) wrote that as 

the financial barrier to education is decreased for students with access to larger 

endowments than traditionally available at community colleges, students may drift from 

community college enrollments. 

The COVID-19 pandemic’s aftershocks that are impacting enrollment across the 

United States is an accelerant to the rivalry in higher education, particularly for 

community colleges (St. Amour, 2020). According to the 2020 National Student 

Clearinghouse Research Center report, community college enrollment dropped nearly 

10% by fall 2020 (St. Amour, 2020). This reflects double the enrollment decline that 

community colleges experienced during the Great Recession of 2008 (Blankenberger & 

Williams, 2020).  

As community college administrations continue to seek to remain relevant to 

communities and students, they must understand their business model and how that 
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supports investment in its suppliers. This can relate to investing in high-quality faculty 

and new infrastructure. According to Foss and Saebi (2016), the definition of a business 

model is the design or architecture of the value creation, delivery, and capture 

mechanisms of a firm. To innovate a business model is to seek to understand what the 

drivers, facilitators, and hindrances of innovation are. As organizations develop a 

business model strategy, competitive advantage is the most important part. (Negulesco, 

2020).  

According to Negulesco (2020), competitive advantage is the differentiation of a 

company from its competitors and why a company will succeed. The results of 

competitive advantage are sustainability and increased profit. Companies must innovate 

technologies, products, and services to make and maintain competitive advantage. 

Innovation is the main source of continuous improvement of the competitive advantage 

and the overall performance of organizations. Strategy is aligned with strategic plans and 

planning.  

Each of the five forces for community colleges is high. Community college 

administrators need strategy to stay profitable. During financially unstable times, 

community colleges are not only competing with other newer for-profit educational 

institutions and employers, but with preexisting higher education institutions already 

established in an area. Although community college administrators may have determined 

their strategy against current competitors prior to disruption, the impacts of new entrants 

can create a drastic change in how institutions conduct business through the strategies 

used to stay profitable during turbulent times. 
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Community college leaders must identify strategic positioning through the five 

forces framework to take a competitive stance in the market, determine the rules of 

competition, and identify the market structure (Porter, 1979). The outward facing 

assessment is helpful to understand if the firm should embrace the market forces or create 

initiatives to defend against them. Porter (1979) identified that a strategy is only as good 

as the response to the organization’s environment, as the strongest forces identify an 

organization’s potential vulnerabilities and can define the organization’s strategic stance. 

Implications 

The implications for possible project directions based on the findings of the data 

collection and analysis can further align community college leaders to understand 

strategies toward financial stability and continue operations in an uncertain economic 

climate. This information will be shared with the study participants with the goal for 

mentorship, or a workshop for individuals that need additional business strategies for 

financial stability. This qualitative study, while focused on a local level, may have 

applicability to community colleges across the country that are also experiencing 

financial instability. This includes implications for positive social change, like allowing a 

large community college in the Northeast to continue operations and thereby adding 

economic value to its community. Continuity in operations also allows for more students 

to continue to receive quality educational services and increased credentials, degrees, and 

diplomas.  
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Summary 

Some community college administrators at multiple organizations of varying size 

in a large Northeastern state may lack strategies to support financial stability. The focus 

of this study is on understanding the perceptions of business strategies used by 

community college administrators to address the idea of financial stability of an 

organization. This section described the problem and purpose statement of the project 

study. Also addressed were the research problem, nature of the study, and associated 

literature review. The literature review included information related to community 

college, higher education, and business efforts to maintain financial stability. In Section 

2, information related to data collection, data analysis, research design, participants, data 

reliability, and validity are provided. 
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Section 2: The Methodology 

Research Design and Approach 

Research methodology is used to design a study to ensure valid and reliable 

results that address the research objectives (Lee & Saunders, 2017). Effective research 

seeks alignment from the problem and purpose statement to study design. A researcher 

uses a systematic and objective approach to identify, collect, analyze, and distribute data 

findings (Tight, 2017). This study was designed to understand the perceptions of 

community college administrators of business strategies for institutional financial 

stability. 

The research methodology for this project study was qualitative. Qualitative 

methodology is used to understand individual groups and phenomena in natural settings 

(Ravitch & Carl, 2016). Qualitative research was an appropriate method for this study, as 

it may be used to understand community college administrators’ perceptions of the 

strategies used or not used to support financial stability that allow an institution to 

continue operating as a viable educational choice. This was measured by semi-structured 

interviews with multiple community college administrators in one large Northeastern 

state.  

Description of Qualitative Research 

The research design was a qualitative case study, as I sought to understand how 

individuals interpret personal experiences, how they construct their worlds, and what 

meaning they attribute to their experiences (Merriam & Tisdell, 2015). Using this type of 

design uncovered strategies used by community college administrators. 
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A case study was applicable, as the purpose of this research was to explain a 

phenomenon (Tight, 2017). The use of case studies allowed for an investigation of a real-

life situation to understand the experiences of community college administrators. By 

using this method, I was able to take an in-depth look at current financial records at 

community colleges of varying sizes in a large Northeastern state. Additionally, case 

studies are appropriate when the boundaries between the context and phenomenon are 

difficult to distinguish, as evident in a community college setting (Mills et al., 2010). 

Community colleges are complex organizations with multiple facets that affect business 

strategies. In this instance, using a qualitative case study methodology allowed for the use 

of multiple sources of evidence to help me understand the factors that influence the 

development and implementation of business strategies for community college 

administrators. Based on the data collection method and the in-depth nature of the 

questions being asked, I deemed a case study most appropriate. 

Justification of Research Design 

In a review of research methods, it was evident that a quantitative research 

method was not appropriate for this research. Quantitative research is best used to 

understand large portions of data and large number of participants (Edmonds & Kennedy, 

2017). Control is also very important in quantitative research, as researchers follow a 

clearly defined path that must be followed (Edmonds & Kennedy, 2017). Quantitative 

research also relies on a hypothesis in the development of research questions to establish 

relationships between variables (Salkind, 2010). This project study did not have a goal to 
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establish control groups, follow a defined path, or reliance on a hypothesis. Therefore, a 

quantitative method was not appropriate for this investigation. 

A mixed methods approach was also not appropriate for this research. Mixed 

methods research allows for both quantitative and qualitative research to support each 

other (Edmonds & Kennedy, 2017). A mixed method research design includes closed-

ended and numerical data collection and open-ended and textual data to be individually 

analyzed and collectively support the research conclusion (Salkind, 2010). Because this 

project study did not support the strands of quantitative research, the use of a mixed 

methods approach was not considered. 

Participants 

Purposive sampling was used to select the participants for this study. A purposive 

sampling approach is used to seek out participants with specific characteristics and 

relationship to the phenomenon being researched (Emmel, 2013). The predetermined 

criteria for selection of participants were community college administrators working at 

multiple institutions in a large Northeastern state.  

There are 14 community colleges in this state. Because I was interested to 

understand strategies used to support financial stability, and leaders in different parts of 

an organization may have different viewpoints that are important for saturation, I 

interviewed community college leaders from multiple community colleges throughout the 

state. A total of 10 presidents, chief academic officers/provosts, and chief financial 

officers were interviewed to provide data for this study.  



24 

 

To gain access to the participants, I first acquired approval from Walden 

University’s Institutional Review Board (IRB). I developed and distributed an email to 

share with all community college presidents, chief academic officers, and chief financial 

officers in this state. I also posted to my personal social media networks to further 

distribute the news that I was looking for research participants and would be happy to 

speak with anyone that may fit the research qualifications. Snowballing was used for this 

research study, which is the method of generating a pool of research participants by 

referrals (Frey, 2018). This method is also referred to as chain sampling or chain referral 

sampling.  

To establish a researcher-participant working relationship, I connected via email 

with all participants that expressed interest to explain the study, introduce myself, provide 

a rationale for my research, describe the measures I would take to ensure confidentiality, 

and express my appreciation for their participation. Because the present study involved 

the participation of human subjects, I sought to make the participants feel comfortable 

prior to asking any questions. All participants were provided a document that outlined 

this information, including: the use of pseudonyms instead of names in my project study, 

how I safely and securely stored data until I could appropriately dispose of it, and an 

explanation that all participation in this was voluntary and confidential. All participants 

signified consent via email and acknowledged verbally on the recorded interview. 

Participants member checked the recording, that is, checked for internal validity and to 

verify the contents of the transcript.  
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Data Collection 

The goal of this qualitative research was to understand the topic from the 

perspective of each participant. According to Given (2008), interviews allow a researcher 

to structure questions that participants can answer with spontaneous descriptions to add a 

richness to the research and understand the other person’s perspective. A semi-structured 

interview was used in this study to allow for themes and topics to develop in an organized 

setting. The information that was collected consisted of participants’ perceptions of 

strategies used to support financial stability for community colleges. Because 

interviewing is the most common form of data collection in qualitative research, this 

method was appropriate for this project study. 

The data collected in this study was sourced from strategic plans of the 

community colleges, interviews with community college administrators, and archival 

documents such as operational budget reports and annual financial reports that were 

relevant to the development of business strategies for financial stability. According to 

Yin (2018), the use of multiple data sources is helpful to ensure the analyzed data is 

accurate and credible and will assist with triangulation and data saturation. I used 

methodological triangulation of interview responses, interview observation notes, and 

archival documents to address the problem of this project study. I achieved data 

saturation, which is considered when additional interviews are unable to produce new or 

additional themes, at 10 interviews. I was familiar with some of the potential sites 

because I had previously been employed at one community college in this state. To avoid 
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potential bias, all participants received the same set of questions and followed the same 

cadence of interviews and review of site documents.  

Data collection instrument and sources included: 

1. Archived documents: strategic plans, operational budget reports, and annual 

financial reports. This information was published and available via public 

documentation in the state where the study was conducted. 

2. Interviews and interview observation notes with community college 

administrators: researcher-produced from semi-structured interviews. This 

was done via videoconferencing. This allowed for a conversational interview 

with follow up questions as needed. Each session was recorded. 

The data collection instruments listed above were sufficient to answer the 

research questions. The information that was collected was the participants’ perceptions 

on business strategies that support financial stability. The use of interviews and archived 

documents as data collection tools were appropriate qualitative research tools (Guest et 

al., 2013). Interviewing in particular is one of the most common forms of data collection 

for qualitative research (Guest et al., 2013). 

Data Analysis 

Data for this study were obtained through purposive sampling and interviewing 

10 community college administrators currently working at various institutions of varying 

sizes at a large Northeastern state. Archival data were obtained by using the internet and 

working with community college administrators. According to Durdella (2019), analysis 

requires a targeted population or set of procedures to collect and interpret evidence and 
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present findings that resolve questions and addresses particulars rather than 

generalizations to fully organize the research. I followed a three-phase iterative process 

of data analysis as outlined by Durdella (2019). First, during preliminary data analysis, I 

formulated interview questions that aligned to my research questions. The second step 

was thematic data analysis. In this step, I analyzed primary data (recorded interviews) by 

transcribing the audio interviews and in-session notes immediately following each 

session. This step also included identifying codes and mapping categories to understand 

the theme from all the interviews. Finally, I participated in interpretation data analysis to 

understand the relationships between different data pieces. 

Discrepant cases are when a participant’s experiences or viewpoints differ from 

the main body of evidence (Suter, 2012). After I reviewed the video/audio recordings of 

each participant and coded for major themes, I reviewed any discrepant cases as an 

additional element to the study. Because a discrepant case can add value to a study by 

adding to the richness of a study, this also supported my role as a researcher in presenting 

data in an unbiased way. 

Data Analysis Results 

The following section outlines the specific details for data analysis. To start this 

process, I obtained Walden IRB approval to conduct a study on human subjects. Once I 

obtained approval, I gathered data via teleconference interviews of the study’s 10 

administrative participants. The interviews were recorded in Zoom and stored in a 

password-protected file on my computer. When not in use, the computer was locked with 

a password of which I only had access. 
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Data Generation 

I obtained approval from Walden University IRB to conduct research on human 

subjects. My Walden IRB approval number is 08-17-21-0760927. In alignment with my 

IRB application materials, I emailed potential participants that fit the study’s criteria. The 

email included an overview of the study, a brief biography of my study goals, and an 

explanation of how this study can help community college administrators in practice. I 

also used social media like LinkedIn to contact potential participants. 

Data Gathered 

A total of five participants responded to my initial email request. Five additional 

participants responded after my LinkedIn communication. In the initial communications 

from participants, each potential participant consented electronically to be a part of the 

study. All participants were provided a secure Zoom link to participate in each interview. 

All 10 participants were assigned a code to protect their identity. One hour was allotted 

for each interview session, and each participant was informed that there would be a 

follow up interview (member checking) requested as part of this study. 

Data Recording 

All interviews were recorded using Zoom teleconference software. During the 

interview, I also took handwritten notes of important items I wanted to remember post-

interview. This allowed me to begin to see some early themes for this study. The Zoom 

teleconference software also had transcription capabilities. I used this feature to listen to 

the recordings as I read the transcription. I did not make any revisions to the transcripts, 
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as it was important to me to keep authentic recordings to fully understand the 

participants’ perspective. 

At the conclusion of the interviews, I uploaded the transcription and recordings to 

a private drive on my personal computer. Each file title aligns with the code I assigned to 

each participant and the date of the interview. I am the only person with access and 

knowledge of this password. 

Build the Findings From the Problem and Research Questions 

The problem investigated by this study was that some community college 

administrators in a Northeastern state may lack strategies to sustain financial stability, 

which threatens the institution’s ability to continue to operate as a viable educational 

choice. The purpose of this qualitative case study was to investigate the strategies that 

community college administrators at multiple community colleges of varying financial 

stability in a large Northeastern state use or not use to support financial stability.  

Based on the 10 personal interviews I conducted, I found that administrators face 

competition at every angle: within the community college spectrum, through other 2- and 

4-year institutions, and even the private sector. Administrators acknowledge that 

diversification of funding is important for financial stability. Administrators also reflect 

that funding is extremely political in this large Northeastern state, with leaders regularly 

spending time advocating for funds and funding is appropriated differently depending 

where in the state a school is located. 

 In this section, I describe the major themes and findings from my analysis of the 

data gathered from the personal interviews of community college leaders in a large 
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Northeastern state. The major themes and findings are discussed in relationship to the 

conceptual framework and research questions of the study. The research questions were 

as follows: 

RQ1: What strategies do community college administrators at multiple 

community colleges of varying financial stability in a large Northeastern state use to 

support financial stability? 

RQ2: Why do community college administrators at multiple community colleges 

of varying financial stability in a large Northeastern state use specific strategies to 

support financial stability? 

An analysis of the data derived from the research questions yielded the following 

number of themes: (1) Budget Control (2) Marketing Strategy (3) Industry Attractiveness 

(4) Competitive Environment. 

According to Saldana (2016), coding is a way of organizing data. Coding occurs 

in stages as an iterative process. In this research, I used inductive coding to build codes 

from the ground up and derive codes from the data collected (Saldana, 2016). This 

allowed me to start from scratch and create codes directly from the qualitative data 

collected. I considered developing codes pre-research to conduct deductive coding but 

decided I would rather hear directly from participants to build codes and themes.  

 To begin the coding process, I first transcribed each interview using the Delve 

Tools technology. Delve Tools is a paid qualitative research tool that you can upload 

transcripts and highlight words and phrases to help researchers develop codes for ease in 

qualitative analysis. After each interview, I moved each copy of the Zoom transcription 
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into the Delve Tools website and assigned a pseudonym that would follow the participant 

throughout my research document. Once the transcript was in the system, I went into 

each document and read it thoroughly while listening to the audio to ensure the transcript 

was correct. After I reviewed each transcript, I sent the rough copy to each participant for 

member-checking. 

Each participant was given two weeks to review the transcript for member-

checking. None of the participants chose to send the transcripts back with revisions. After 

each participant had the opportunity to member-check the transcript, I used the software 

to begin coding. The software allowed me to use a highlighting feature to visually 

underline themes as I started to understand in each participant’s interview. I also listened 

to each recording while reviewing the transcript to ensure nothing had been missed. 

 Once I completed the first pass to highlight each transcript, the Delve Tools 

software pulled each highlighted piece into common responses, or initial codes, from all 

the interviews. I put the common responses into an Excel document, and grouped like-

minded phrases, words, or thoughts. I completed the first cycle of coding using 

descriptive coding, which is a first cycle method of coding that involves reading the data 

and coding passages according to topics (Saldana, 2016). Some first cycle codes included 

“key performance indicators,” COVID19 implications,” “competitive advantage,” 

“traditional revenue sources,” and “mission of community colleges.”  

After reviewing the transcripts, listening to the recordings, and reviewing the 

common responses, I developed 16 codes from the first cycle of descriptive coding (See 

Table 1). According to Saldana (2016), descriptive coding summarizes thoughts into a 
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word or phrase. This first cycle of codes is aligned with the research questions as seen 

below in Table 1 and 2. 

Table 1 

Comparison of Research Question One and Codes 

Research 

question 

Codes 

RQ1: What strategies do community 

college administrators at multiple 

community college of varying financial 

stability in a large Northeastern state use 

to support financial stability? 

1. Competitive advantage 

2. Auxiliary revenue 

3. Advocacy 

4. Partnerships 

5. Diversification of revenue 

6. Private sector strategies 

7. Save money/reduce expenses 

8. Covid relief 
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Table 2 

Comparison of Research Question Two and Codes 

Research  

Question 

Codes 

RQ2: Why do community college 

administrators at multiple community 

colleges of varying financial stability in a 

large Northeastern state use specific 

strategies to support financial stability? 

1. Competition 

2. Decreasing enrollment 

3. Funding challenges 

4. Staffing costs 

5. Funding is political 

6. Longevity of an organization 

7. Mission of community colleges 

8. Evaluate everything 

 

 I completed the second cycle of coding using focused coding. According to 

Saldana (2016), the goal of focused coding allows a researcher to group into categories 

by clustering like-minded topics. My goal was to identify recurrent patterns and multiple 

layers of meaning from the codes to ultimately build themes. To complete focused 

coding, I moved phrases and words around to align in like categories. For example, in 

this study, many participants referenced COVID19 relief money and save money and 

expenses, these transitioned into the Theme of Budget Control. Processing the codes via 

focused coding resulted in four themes (See Table 3).  
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Table 3  

Themes and Focused Coding 

Themes Focused coding 

1. Budget Control Auxiliary Revenue 

Save Money/Reduce Expenses 

COVID Relief 

2. Marketing Strategy Private Sector Strategies 

3. Industry Attractiveness Mission of Community Colleges 

Longevity of an Organization 

4. Competitive Environment Competitive Advantage 

Advocacy 

Partnerships 

 

After establishing the four themes using descriptive and focused coding, I 

compared the codes and themes against the study’s conceptual framework. The 

conceptual framework for this qualitative case study was Porter’s five forces. Porter’s 

five forces framework is a tool for organizations to identify the forces that drive industry 

competition (Porter, 1979). In terms of this study, the five forces are applicable to the 

community college setting as community college administrators are utilizing strategies 

that mirror the five forces to become and remain competitive. 

The findings of this study further offer community college administrators’ unique 

perspectives for addressing financial stability during times of uncertainty. Study 



35 

 

participants recommended (a) controlling budgets and increasing auxiliary revenue to 

support financial stability, (b) increasing the effectiveness of marketing to mimic private 

sector strategies with the byproduct of increasing enrollment and other auxiliary revenue 

(c) creating value by highlighting the community colleges mission and longevity to a 

region and its leadership, and (d) developing and nurturing a competitive environment to 

drive interest and enrollment to community colleges.  

Data Analysis Findings 

Four themes were identified through descriptive and focused coding of the 16 

codes. The four resulting themes are: (1) Budget Control, (2) Marketing Strategy, (3) 

Industry Attractiveness, and (4) Competitive Environment. All themes align with both 

research questions and the conceptual framework as noted in the Tables above. 

Theme 1: Budget Control 

All the administrators that participated in this study cited controlling budgets as 

one of the most important strategies their organization can do to stay financially stable in 

uncertain times. Most of the survey participants operate with a one-to-three-year budget 

plan that aligns with their organization’s strategic plan. Additionally, many of the 

participants use the budget plan and strategic plan to align for Key Performance Indicator 

(KPI’s) that are used both internally and externally to ensure financial stability. This is a 

measure that can be used by the board of directors/trustees, senior level staff, and 

accreditation bodies. Participant 7 noted “financial sustainability is one of our goals, and 

we have a dashboard that is used by the senior leadership team for accountability.” 

Participant 6 said “we need to take an annual 10,000-foot view of the organization. We 
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analyze where we are efficient, where we are not efficient, and sometimes we need to 

make decisions that affect people’s lives.” Participant 3 explained “One of our standards 

[in accreditation] is that we must have 10% of our operating budget in a reserve or 

savings. This is one of our benchmarks of success for financial stability.” 

All survey participants noted that while budget controls are invaluable to 

understanding an organization’s financial stability, for a community college, this can be a 

reactive strategy as the budget is supported very heavily by student enrollment. This is 

again supported by the alignment of a budget plan and strategic plan. Participant 6 said 

“we have a five-year plan, but to get to five years, we need to project in uncertain 

territory. One thing we need to be able to move the needle on his enrollment.”  

Participant 9 declared “While we have several strategies in our strategic plan, 

none is more important than budget control. I emphasize to the college that we 

cannot look at the credit side of the house [general enrollments] to fully support 

the budget. The ‘bread and butter’ revenue is going away.”  

Codes 

The four codes that formed this theme are: (a) Save Money/Reduce Expenses (b) 

Auxiliary Revenue, and (c) COVID Relief Funds. 

Save Money/Reduce Expenses 

This theme was the first echoed by all participants in the study when asked about 

financial stability. Nearly all participants noted activities at each institution that monitor 

or control expenses considering continual decreasing student enrollments. Participant 7 

said “I know our staff would like to have every new gadget, but that’s not going to 
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happen, and we need to set aside [money] for a rainy day.” Participant 6 said “we saved 

money on a part-time position. It wasn’t a whole lot of money, but it’s $20-30,000 to the 

college.” Participant 4 said “you don’t always need to replace [a person] with another 

person; sometimes there’s a piece of software that you can buy for $20,000 and it does 

the job for you.”  

Participant 1 said “we’re going to have to make hard decisions as we continually 

see enrollment decline. We continually have conversations about students and 

families as a consumer of education, and it’s our job to give them what they want 

in terms of education. Sometimes that means letting go of outdated programs to 

make way for new. The byproduct of those actions is saved money.” 

Participants also noted the need to look at efficiencies at their organizations. 

Participant 5 remarked “We’re talking about an entire campus population and having to 

shift them in the same paradigm of thinking. There are ways to do that, and we can 

continue a lot of the efficiencies we’ve learned coming out of COVID.”  

Participant 8 said “We need to look at business models and when we look at 

business models, we look at overhead- are we really in that business, or do we 

need to get out of it? We look to see if we can outsource using RFP’s (request for 

proposals). Sometimes we find it makes sense to outsource. Other times, it’s still 

cheaper for us to do the work. But continually evaluating our business model is a 

necessity.”  

Participant 7 said “it helps that as a community college, we pride ourselves in 

being nimble and flexible. It works in our favor because we are never going to 
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say, ‘oh we can’t do that.’ No, we are going to roll up our sleeves and understand 

what we can change.” 

Auxiliary Revenue 

The idea of auxiliary revenue, or additional revenue outside of traditional 

community college’s enrollment, was another recurring theme that was mentioned by 

many participants in the study. Participant 7 mentioned their organization had recently 

“revamped their college store to increase sales.” Participant 5 “increased endowments 

and other charitable giving to the college” to provide another revenue source. Participant 

3 noted that “we are always looking for other revenue streams, you know, we’ve been 

invited to another county to teach.” For community colleges in this large Northeastern 

state servicing a particular region, expanding into new territories can lead to increased 

revenue but also contribute to competition between community colleges. Participant 8 

noted “selling or leasing real estate, selling services to other colleges (such as bookstore 

services)” are additional ways their organization is increasing auxiliary revenue. 

Auxiliary revenue continues to be a strong strategy for community colleges in this large 

Northeastern state to increase revenue. 

COVID Relief Funds 

The Coronavirus Aid, Relief, and Economic Security Act (CARES Act) provided 

$15 billion dollars to the Office of Postsecondary Education as the Higher Education 

Emergency Relief Fund (U.S. Department of Education, 2021). This funding was 

provided to support basic needs for students, student caregivers, mental health needs of 

students and staff, broadband and device access for higher education, as well as 
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supporting higher education infrastructure. The community colleges in this large 

Northeastern state allocated funding to students as directed by the federal government, 

and overwhelmingly the community college administrators surveyed for this study noted 

a byproduct of this funding was a positive net on budgets for their community colleges.  

Participant 7 noted the funding “comes with a lot of restrictions, so we’ve found 

ourselves getting creative to keep spending this money.” Participant 9 expanded on this, 

indicting their organization used the CARES Act funding “to invest in long-term 

infrastructure projects that can in tern be rented out to provide ongoing revenue sources.” 

Participant 2 discussed using the CARES Act funding to “help students in the way 

the money was intended, but also stretch the dollars in a research and design 

fashion as this could be a once-in-a-lifetime funding."  

Participant 6 noted “we have to be very efficient at community colleges. Historically, 

we’ve been generally careful with money-we don’t walk around flush with cash. So, 

using these opportunities for extra funding has allowed us to find more opportunities to 

work efficiently.” By allocating resources in the manner the federal government dictated, 

the community college administrators were also able to use this funding to help positively 

support financial stability during a very uncertain time. Due to the impact of COVID-19 

on community colleges and downward enrollment trends, the financial support can be 

seen as a strategy to support financial stability. 

Theme 2: Marketing Strategy 

A shift in marketing strategy emerged as an additional theme from the data, 

indicating that a change of marketing efforts was in development to focus on attracting 
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new students to community colleges to drive revenue. The participants’ comments in this 

theme aligned with my findings from the literature review that discussed engaging 

students through different types of marketing avenues increase the potential for additional 

revenue from increased and diversified student enrollment (Evans, 2017). This also aligns 

with Porter’s five forces threat of substitutes and bargaining power of suppliers.  

Codes 

The code that formed this theme is Private Sector Strategies.  

Private Sector Strategies 

Typical community college marketing efforts highlight traditional community 

college values- low costs, ability for students to stay close to home, and marketed to an 

average 26-year-old student (Jones, 2016). All participants in this study noted the 

importance of community colleges making substantial changes to traditional marketing 

strategies to support financial stability. A theme that reoccurred was the importance of 

using private sector marketing strategies to drive interest in community colleges. 

As Participant 7 said, “we can no longer rely on the students to come to us on 

their own. We must now show our added value.” Participant 9 said “I want a pro 

forma for nearly everything we do. Tell me why this [action] matters and what’s 

the ROI (return on investment) we’re going to see from this action.”  

Participant 1 said “we need to know our market. We can’t just put marketing pieces out 

there that say the ‘same old same old’ tired community college messages. We need to 

play up the value that we can provide to our community.”  
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Participant 2 said “We always look at marketing within the four quadrants of new 

product development, you can go in with existing product, you can get a higher 

penetration rate, and your existing market stays strong with existing product. Or 

you can go with your existing product to different markets. So, we continually 

look at what is our distinctive competence, that we can take to a regional or 

national level. Even though community colleges were formed to serve the local 

community, why must we stop here?” 

Theme 3: Industry Attractiveness 

Industry Attractiveness emerged as the third theme in this study. Aligning most 

closely with the threat of new entrants from the conceptual framework of Porter’s five 

forces, industry attractiveness can also be expressed as brand loyalty or creating value for 

an organization.  

Codes 

The two codes that formed this theme are: (a) mission of community colleges, and 

(b) longevity of an organization  

Mission of Community Colleges 

All participants reflected on the importance of the historical mission of 

community colleges, and how staying focused on this historical mission allows each 

community college to find continued relevance in its market.  

Participant 5 said “It doesn’t sound very academic, or it doesn’t sound very, you 

know, sort of the high and lofty when you think about our mission to, you know, 

help people with upward mobility and make a better life of themselves. But at the 
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end of the day, you know, especially for us as a community college where we 

have everything from training that you can do in three weeks and be out making a 

pretty good decent living wage to two years of education, it’s all about meeting 

people where they are at. You have to just believe in the mission, and what you 

do, and community colleges have great value.”  

All survey participants also reflected on how the mission of community colleges 

is changing along with the idea of traditional higher education. While some can view this 

as a threat, the community college administrators interviewed for this study saw an 

emphasis on the traditional community college mission coupled with moving into a new 

mission to support financial stability. Participant 9 said “Academics is still in our existing 

markets, it’s what we were made to do. But what else can we offer to be competitive?” 

Participant 8 “We have to buck trends, challenge accreditation bodies, debtors, 

agencies, challenge all of them to help us think how education is going to be 

delivered in the future. The issue of 2 year or 4-year degree is no longer king. 

Industry or diploma-based credentials are gaining momentum and we need to 

think of ways we can repackage things. Maybe it’s not 3 credits, maybe it’s 1.5 

credits plus noncredit. We need to look at business models and when we look at 

business models, look at overhead- are we still needing to be in that brand of 

business, or do we need to get out?” 

While some of the survey participants noted that they’ve heard their colleagues 

reflect on this mission-shift as moving away from what community colleges are designed 
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for, most of them saw this as a form of creating additional industry attractiveness to their 

institution.  

Participant 7 said “We’re transforming how our communities think of community 

college. Students that come to us to transfer now give us a competitive edge. 

When we’re in the high schools talking to parents, we can tell them we will fight 

for them to get the best deal. Jumping right into a four-year degree may not be the 

most financially savvy situation. [If you come to us first] we will make sure your 

courses transfer, we will give you that guarantee because we are not signing any 

agreements or articulation agreements that don’t give you that kind of deal.” 

Along with appealing to larger audiences or different populations than in the past, 

an emphasis on mission—even a changing mission—allows for community college 

administrators to focus on other avenues of student success that impact financial stability. 

Many survey participants brought up the need to enroll students, but also hold onto those 

students as completers.  

Participant 6 said “It’s not just about recruiting new students to our campus, but 

we have to be focused selfishly on retaining students because students that are 

retained, right, also pay tuition and fees. And then unselfishly it helps us 

accomplish our mission which is the day they graduate with certificates or 

degrees.”  

Longevity of an Organization 

In addition to leaning into the original mission of community colleges, the 

administrators interviewed for this study also reflected that longevity of an organization 
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is crucial to effective change management for financial stability. On one hand, longevity 

of an organization can supports financial stability to sustain operations. Participant 5 said 

“We have embedded into our strategic plan specific measures that we need to meet, and 

we promote the fact that we’re turning money over into our fund balance.”  

Participant 3 said “I still operate from the business background that I was trained 

in. I think it was very shocking to the school as it was not a perspective that ran 

the school previously. I said “no, this is the bottom line, you’re either going to 

sink or swim, we’ve got to make tough decisions for the longevity of this 

institution.” 

Participant 7 noted “Financial sustainability for the organization is indirectly 

academic affairs. It’s all intertwined.”  

The community college administrators surveyed for this study also noted the 

importance of longevity in leadership to support financial stability. While the length of 

time an organization has been fiscally solvent can give a community peace of mind that 

the organization is committed to its mission, survey participants also noted the length of 

time leadership is embedded at an organization gives the same peace of mind.  

Participant 5 said “Longevity in leadership has given us the ability to make long-

term planning decisions for the organizations in ways we would not have had with 

newer leadership. Longevity has made it possible to develop relationships with 

the community, to establish ourselves as embedded into this community, and the 

result has been donors have given us lots of money. Fundraising has skyrocketed 

because they’ve seen longevity.”  
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Survey participants also noted that longevity in leadership had the same effect on 

both external and internal community college stakeholders. Longevity in leadership 

provided internal stakeholders—namely, faculty and staff—a sense of belonging. This led 

to supporting financial stability at an organization, particularly as internal stakeholders 

see longevity in leadership, internal stakeholders make the decision to commit to a 

community college. This increases a return on investment for hiring and maintaining 

staff.  

Participant 9 “There’s a curve for leadership. The first year, you get a pass to do 

whatever you want. And then you hit a bump in the road of the second-third-

fourth year where everyone hates everything- because the stuff you’ve been 

talking about is starting to be implemented and it’s uncomfortable and the change 

can feel ridiculous. And if you can stay the course and bring the team together, 

you get to the other side where people see the result of the implementation. 

They’re realizing, okay, this is saving us. You know, maybe we need to come 

along with the changes.”  

Participant 6 said “I believe in shared governance and shared planning. At the end 

of the day, you can talk about ideals and philosophies all day long- but have you 

looked around where we are to make sure the lights are staying on”?  

Participant 4 said “I believe in transparency, sharing voices and development in a 

shared strategic plan. It’s the organization’s change, everyone has had the 

opportunity to provide input. As leaders, it’s our responsibility to articulate, 
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develop, and articulate that change within our institution. I remind my team that, 

leaders, or being a leader, is about change.” 

Theme 4: Competitive Environment 

 All the administrators that participated in this study shared a common perception 

that a strong competitive advantage is necessary for community colleges to maintain 

financial stability during uncertain times. This theme aligns with Porter’s five forces 

thread of rivalry among existing competitors. This also aligns with Research Question 2, 

in understanding ‘why’ community college administrators use strategies for financial 

stability.  

Codes 

The three codes that formed this theme are (a) competitive advantage, (b) 

advocacy, and (c) partnerships. 

Competitive Advantage 

The community college administrators interviewed in this study all acknowledged 

there are other institutions of higher education competition for students and associated 

funding in their region. Participant 7 stated “we know that our reputation has taken us this 

far. Now we need to make sure it continues.” 

Participant 6 said “cost differential is so important to us. If our costs go too high, 

we lose our value, and therefore our ability to market ourselves in a competitive 

way. We pride ourselves in being a place for students that cannot afford a four-

year university can come to us for the same, if not better, quality of education.”  
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Participant 5 noted “we are the communities’ college, and we need to market ourselves as 

such.” 

Advocacy 

All administrators interviewed for this study discussed how in theory, their 

organizations should be equally funded by local, state, and federal dollars. This equal 

funding in theory would allow the community colleges to serve its constituents and be 

less reliant on raising funds. All administrators noted that this equal funding is not 

something that naturally occurs each year. Participant 8 said “lobbying for state funding 

is one of the most critical aspects of my role. It influences how we look at tuition and fees 

[how much is received from local legislatures]”. Participant 6 said “you have to be 

continually lobbying your local legislatures [for funding], and they have power.” 

Participant 3 noted “in order to continue to stay competitive we need to further embed 

ourselves into the backbone of the communities we serve.” All administrators noted the 

desire to be competitive, yet there’s no legislation or mandate about what each 

community college can or cannot do.  

Participant 2 noted “we need to go hat in hand to [the state capital] for continued 

funding, and when we decide to pilot something innovative, there’s no clear 

direction from [the state capital] on which community college can do certain 

programs. So, we invariably begin to compete against each other.” 

Partnerships 

Many of the participants interviewed for this study noted the importance and 

significance of partnerships to maintain competitive advantage.  
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Participant 9 said “we’re not going to push people out, or duplicate, or be in a 

price war. All of that is short term strategy. We’re in this for the long haul, and 

that means becoming a non-duplicative partner. If we continue to be good 

partners and show up, people will continue to want to work with us, and that 

makes us relevant.”  

Participant 7 echoed what many administrators cited, as “we’re teaming up with a lot of 

employers to understand their workforce development needs and work side-by-side, not 

just telling them what they want anymore.” 

Participant 4 said “we’re all just trying to adapt and help ourselves, but I think our 

ability to be flexible will always serve us well and that will be positive. At the 

same time, it’s a caution because there’s a tendency to bite off more than we can 

chew. People think ‘you’re the community college, you can do anything’ and 

even though I’d love to say yes to everything, that’s not feasible.” 

Conclusion 

A qualitative research design was used to understand what and why community 

college administrators use or do not use strategies to support financial stability at 

institutions of varying financial stability in a large Northeastern state. 10 individuals 

participated in this study using purposive sampling. This allowed me to seek participants 

with specific characteristics and a relationship to the phenomenon being studied (Emmel, 

2013). From the data gathered, I was able to provide thick and rich descriptions of the 

community college administrators strategies and thoughts about financial stability to 

answer the study’s research questions. 
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RQ1: What strategies do community college administrators at multiple 

community college of varying financial stability in a large Northeastern state use to 

support financial stability? Findings suggest there are multiple strategies used by the 

community college administrators to support financial stability. The community college 

administrators are consistently looking to control budgets, by cutting extraneous or 

inflated areas as well as increase new funding sources to increase auxiliary revenues. 

Increased marketing efforts are also being undertaken by many community college 

administrators surveyed, in the goal of increasing student enrollments in traditional and 

nontraditional college courses. Finally, the community college administrators are seeking 

to create a competitive environment by aligning their organization with partnerships to 

highlight the mission and longevity of community colleges but also show the how 

community colleges are a benefit to individuals outside a traditional community college 

region.  

RQ2: Why do community college administrators at multiple community colleges 

of varying financial stability in a large Northeastern state use specific strategies to 

support financial stability? Findings suggest that community college administrators are 

using strategies to support financial stability because there is a distinct advantage to a 

region that has a thriving community college. All the administrators spoke to the 

economic impact that a community college can bring a region and noted the importance 

of that continued economic impact on individual people (staff and faculty) and the larger 

economic footprint of a region. Findings also suggest that community colleges offer 
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distinct and specific educational opportunities for students uncertain of career paths, but 

also students looking for the best financial option for post-secondary education.  

Based on my findings and the application of Porter’s five forces theory, the 

community college administrators interviewed for this study are using facets of Porter’s 

five forces to support financial stability at their institutions. The next section will describe 

the project deliverable- a policy paper to be shared with community college 

administrators. This policy paper will provide a summary of the findings of the study and 

recommendations for positive organizational change.  
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Section 3: The Project 

Introduction 

 In this study, the problem I addressed was while community college 

administrators in one large Northeast state are seasoned professionals, there appears to be 

a lack of business strategies to sustain financial stability. Previous researchers have 

explored this topic from the perspective of both traditional 4-year higher education and 

private-sector businesses, but research stops short at understanding this phenomenon 

from a community college perspective (Jessop, 2018; Somers, et al., 2018). 

Understanding the complexities of business practices through a community college lens 

is important to gain a more comprehensive understanding of higher education financial 

stability. This lack of knowledge threatens an institution’s ability to continue to operate 

as a viable educational choice.  

Based on the findings of this research study, community college administrators 

that participated in the study are engaging in strategies to support financial stability. The 

findings of this research study suggest there are multiple strategies being concurrently 

used to support financial stability, with the goal of emphasizing the importance of a 

community college’s economic output to a particular region. The project derives from the 

research findings that indicate the use of Porter’s five forces is a valuable strategy when 

evaluating financial stability for community colleges. 

In Section 3, I provide information about the selection of a policy paper that 

highlights the strategies identified in research as policy recommendations to these 

community colleges. I include a description of the project and its goals, a literature 
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review, and the study’s research findings addressing the need for the project. I also 

describe the goals for the project’s implementation and evaluation plan. This includes a 

discussion of the project study’s implications for community college leaders as well as 

social change implications. 

Project Description and Goals 

 This project is grounded in Porter’s five forces. Porter’s five forces is a tool for 

organizations to identify the forces that drive industry competition (Porter, 1979). The 

five forces that drive competition are: 

• Threat of New Entrants 

• Bargaining Power of Buyers 

• Bargaining Power of Suppliers 

• Threat of Substitute Products of Services 

• Rivalry Among Existing Competitors 

Porter’s five forces theory was used to guide this project because the interrelated 

five forces impact all facets of an organization’s financial stability policy. The policies 

set forth will have its foundation based on the five tenants of this theory that can help 

community college leaders impact meaningful change to support financial stability. 

Project Description 

 The project is a policy paper recommendation that community college leaders 

formally adopt identified strategies from this research into practice at all institutions to 

support financial stability. The policy paper includes how this information will be 

communicated to stakeholders. I will deliver this information to the community college 
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administrators to assist them in making informed decisions. The policy paper consists of 

an introduction, the problem section describing the background information related to 

financial instability, and a discussion of the lack of policy surrounding new strategies. 

The policy paper will be supported by Porter’s five forces theory, including a literature 

review highlighting key findings in financial stability strategies. It will also include data 

collection, analysis results, recommendations for practice and future research, conclusion, 

and references.  

Project Goals 

 The policy paper has two goals. First, the project will communicate to community 

college administrators in a large Northeastern state the background of its current financial 

instability. Second, the project will provide recommendations to improve financial 

stability for organizations by using strategies found in this research. There is currently no 

policy goal that suggests community college leaders in this large Northeastern state adopt 

new strategies to support financial stability (PA Code, 2022). This policy paper will show 

how the adoption of these new strategies at all institutions can support financial stability 

for years to come. 

Rationale 

 This study and the project are significant because a gap exists for community 

college leaders in a large Northeastern state related to financial stability. I chose a policy 

paper as the appropriate project because of the project’s emphasis on evidence-based 

research. Showing this relationship between evidence-based approach and policy is one 
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way to support financial stability (Leonard, 2018). Policy papers also need to be 

persuasive and data-driven to be effective (Christensen et al., 2020). 

 The data and results indicated that current strategies may not support long-term 

financial stability, something all study participants indicated was an important component 

of success for their institutions. The findings support the decision to deliver a policy 

paper as a result for this project. The problem in this study was a lack of financial 

stability strategies for community college administrators in a large Northeastern state. 

Creating a policy recommendation will help fill this gap identified by research. 

Review of the Literature  

 In this literature review, I have provided a review specific to the benefits and 

purposes of a policy paper in supporting organizational change. The literature review of a 

policy paper provides evidence of the appropriateness of a policy paper as the genre of 

this project study. I started my literature review using Education Source, SAGE Journals, 

ScienceDirect, Taylor and Francis Online, ABI/INFORM Collection, Business Source 

Complete, and Emerald Insight. Because the topics I researched straddled the education 

and business and management topics, I searched both education and business and 

management journals for articles related to policy papers as well as best practices in 

developing a policy recommendation paper (see Appendix). This included research for 

organizational change in higher education and policy recommendations. The search terms 

I used included policy paper benefits, policy paper purpose, policy paper in education, 

policy paper in higher education, policy paper initiatives, change, higher education, 

community college, organizational change, institutional policy, higher education policy, 
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community college policy, higher education administration, writing policy papers for 

higher education, and presenting policy recommendations to stakeholders. The literature 

was categorized in the following themes: justification of a policy recommendation paper, 

the usage of evidence in the development of policy, higher education policy development, 

and the use of policy in development of financial stability strategies.  

Justification of a Policy Recommendation Paper 

A policy paper is one way for educational leaders to help stakeholders understand 

change and instances where new opportunities exist (Leonard, 2018; Steiner-Khamsi et 

al., 2019). Policy papers can lead to positive social change for organizations large and 

small. As policies are established and supported by stakeholders, policy papers can help 

to guide an organization’s culture (Christensen, et al., 2020; Fisch 2017; Leonard, 2018). 

Additionally, policy papers that appropriately align with core organizational values can 

be an important motivator for faculty and staff output (Christensen et al., 2020; Galea et 

al., 2015). In this project study, a policy paper can support community college leaders in 

championing to adopt new financial stability strategies throughout one large Northeastern 

state. This may positively impact organizational stability, student success, stakeholder 

engagement, and continuity of operations planning, among other important aspects. 

 A policy paper that is developed using research and data is a strong asset to an 

organization (Herman, 2018; Steiner-Khamsi, et al., 2020). This data can inform 

stakeholders to understand the facts of why a required change or modification via policy 

is necessary (Leonard, 2018). In this study, I used data analysis to understand strategies 

that some community college administrators did or did not use to support financial 
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stability. From that analysis, I was able to make data-informed suggestions that guided 

the policy paper. 

Usage of Evidence in the Development of Policy 

Leaders must build in evidence during the development of policies to be 

successful (Nehring & Szczesiul, 2016; Parkhurst, 2017). Using evidence builds in the 

essential information that is necessary for policies to be effective (Shannon, 2019). 

Evidence also provides quality assurance checks for leaders to ensure policies are not 

based in opinion (Helgetun & Menter, 2020). This allows an evidence-based policy to be 

a persuader to stakeholders (DuBrin, 2017; Parkhurst, 2017). 

Policies must also be evaluated to ensure efficacy and relevancy to an 

organization (Leonard, 2018). Policies must be monitored and eventually changed or 

altered to ensure alignment to the business need (Lingard, 2013; Pechmann & Haase, 

2022). By using evidence-based information and a continuous improvement evaluation, 

this brings a scholarly approach for leaders in the development and implementation of 

policy (Kogan, 2018; Zachariou & Korfiatis, 2021). In the creation of this project policy 

paper, I based my recommendations on the evidence of research findings and built-in 

continuous monitoring examples to ensure a successful policy. 

Higher Education Policy Development 

 Higher education leaders use policies to create meaningful outcomes for 

organizations (Ellegood, et al., 2019; Gorard, et al., 2020). Like public policy 

development, higher education policy development appears to address a problem that’s 

impacting its society (Bremner et al., 2020; Soobrayen, 2020). Regular policy analysis 
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allows higher education leaders to ensure policies continue to be relevant to the college 

community (Mizrahi, 2021; Soobrayen, 2020). In fact, continual and consistent 

evaluation of higher education policies is cited as one major factor to ensuring quality 

assurance in policies at the higher education level (Chitralada & Mokbul, 2021; 

Pechmann & Haase, 2022; Ralarala, 2019).  

 In this research, community college leaders have been given one data set and four 

associated recommendations for policy implementation to support financial stability 

strategies. To implement this successfully, the community college administrators must 

ensure clear communications with all stakeholders on the benefits of positive financial 

stability. Strategies and policies adopted must be evaluated by internal and external 

stakeholders regularly and consistently to define what success is for each organization 

(Christensen et al., 2020; Gandara, 2020).  

Use of Policy in Development of Financial Stability Strategies 

 The use of policy to support organizations is positively correlated to financial 

stability across the world (Matousek et al., 2020; Ullah et al., 2022). Most research found 

with financial stability supports private sector growth strategies, but for the purposes of 

this paper alignment can be found to the higher education/community college sector. 

Strategies are similar: the transparent development of policies, critical quality assurance, 

and consistent evaluation (Saha & Dutta, 2021; Zhang et al., 2021).  

Additionally, research from the private sector shows the development of financial 

stability policies are critical components for regulating economic processes and 

stimulating economic growth (Dorofyeyev et al., 2020; Valentyna, 2021). As seen in the 
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private sector, after periods of financial crisis or uncertainty, financial stability policies 

play a crucial role in organizational financial stability and sustainability (Ying et al., 

2019). The proposed recommendations in this project’s policy paper encourage 

community college administrators to lean into best practices found in the private sector to 

support financial stability. When community colleges achieve financial stability, it is 

reflected in overall community economic growth and prosperity. 

Project Description 

After conducting the literature review specific to my study findings, I have 

written a policy paper (Appendix) to be presented to the community college 

administrators. My policy paper explains an executive summary, a background and 

rationale of my study, key points from my literature review, an explanation of the study 

population and sample size, and descriptions of the data collection method and analysis. 

The policy paper also describes the main findings of my research, recommendations to 

address the findings, and the potential implications of my research.  

Resources Needed and Existing Supports 

 The resources needed for a policy paper is minor. The policy paper will be shared 

with community college administrators via email. To share my policy paper with the 

community college administrators, I will need internet access and access to the college 

leaders’ institution-specific email addresses. I have these email addresses from my 

original requests to participate in the study, as this was the population that participated in 

the study. After the policy paper has been distributed to college leaders, I will need 

access to different communication methods for answering their questions or having 
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discussions regarding the study’s findings. These communications methods can include 

phone, Zoom, Microsoft teams, or email. 

 The supports needed for the execution of this project area already set up. I have 

access to reliable internet daily, both at my home office and at my personal office in my 

workplace. I currently have access to community college administrators’ institutional 

email addresses, as my initial research for data collection allowed me to receive this 

information. I can freely share the findings of this report and the evaluation project with 

these community college administrators.  

Potential Barriers and Potential Solutions 

 My original plan was to share this report in person, but a barrier noted is the 

ongoing coronavirus pandemic. Due to this ongoing health crisis, follow up conversation 

with community college leaders likely will need to take place via email, telephone, or 

Microsoft Teams, or Zoom. It is unfortunate that immediate feedback that in other times 

could take place in person may unavailable due to the inability to meet in person 

currently. However, the increase of electronic communications during the coronavirus 

pandemic has made scheduling time more efficient with senior leaders that have very 

busy calendars. Email communication also allows individuals to think through critical 

questions and synthesize answers in a way face-to-face communication does not allow. 

Timeline for Implementation 

 The comprehensive findings of this study and the literature review both 

contributed to the development of my recommendations. My goals for recommendations 

are to provide research-based best practices for community college leaders struggling to 
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support financial stability in good and bad times. The recommendations put forth in the 

policy paper can be implemented on a continuous basis. In the following sections, I 

outline the recommendations and recommended timelines for implementation. 

Develop a Committee to Share Best Practices Between Community Colleges on 

Cultivating Auxiliary Revenue 

The recommendation to develop a committee to share best practices between 

community colleges on cultivating auxiliary revenue is based on the study’s findings that 

community colleges that cultivate auxiliary revenue can better withstand financially 

unstable times. To implement this recommendation, community college leaders would 

each need to identify a lead person from their organization who would represent their 

organization at regular meetings between all the state’s community colleges. Each 

community college can share opportunities and challenges with developing and nurturing 

auxiliary revenue. This can be an ongoing strategy that is useful for community college 

leaders to develop alternative revenue sources to support financial stability. 

Adopt Private Sector Marketing and Outreach Strategies 

The research from this study shows that some community college administrators 

have begun the process of changing the marketing strategies they use from traditional 

community college outreach to adopting private sector strategies. These strategies can 

include diversifying the types of individuals that get messaging about community college 

opportunities, investing in new and emerging technologies and social media outreach, 

and using data to make necessary investments to drive awareness of their organization. 

More community college leaders could initiate a re-branding or improved marketing 
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strategy that would positively impact each organization’s financial stability by potentially 

increasing student enrollment. To implement this recommendation, the community 

college leaders in this study state could share best practices on innovative and new 

marketing and outreach strategies, as well as study private sector strategies for companies 

that have successfully re-branded during financially instable times. This recommendation 

would be an ongoing strategy. 

Invest in Professional Development for Senior Leaders Related to Business Strategies 

The research conducted from this study found that all community college leaders 

are aware of the historical mission of community colleges to serve a local community 

with academic rigor. The research conducted does find that not all community college 

leaders understand the importance of business strategies for financial stability and how 

these strategies can be seen as mission critical as academic rigor. Most importantly, the 

findings of this study show that most community colleges in this state make financial 

investments in professional development for community college leaders related to 

academic-focused topics, not topics related to business stability. To implement this 

recommendation, community college leaders in this study state could align the business-

related strategies found in most strategic plans with professional development classes or 

other opportunities. Investing in this can be strategy that helps support senior community 

college leadership, but also something offered to all community college faculty and staff 

to infuse business-related strategies into to ecosystem of an organization. This 

recommendation would be an ongoing strategy. 
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Develop a Committee to Share Competitive Advantage Strategies With Other 

Community Colleges in the State 

The research from this study found that most of the community college 

administrators interviewed understood the need to be competitive both within the higher 

education space and with private sector organizations that are pushing into the higher 

education market. While the community college administrators interviewed discussed the 

importance of forming partnerships to support financial stability, creating a committee to 

share these competitive advantage strategies between community colleges is a strategy 

for these organizations to ensure financial stability. If competitive advantage strategies 

are shared between the community colleges, it can allow these organizations to 

understand best practices for financial stability. This can look like offering new and 

innovative programming, creating new student schedules based on demand, and investing 

in new on-site infrastructure or technology based on consumer desire. As community 

colleges in this study state also receive some institutional funding from the state, it also 

creates an opportunity for community college leaders to come together and work 

cohesively to showcase best practices for financial stability that could potentially result in 

increased funding. This recommendation would be an ongoing strategy. 

My Roles and Responsibilities 

 As the author of the policy paper and responsible party for the literature review, it 

is my responsibility to share my findings with community college leaders. I will also be 

responsible for communicating any questions to all community college leaders to 

continue to share on the knowledge found. 
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Project Evaluation Plan 

Outcomes-Based Evaluation 

 As has been discussed, financial stability is the goal for community college 

leaders. As the community college leaders in this study continue to seek financial 

stability, the findings of my research and recommendations can be evaluated. An 

outcomes-based evaluation can be utilized to assess the recommendations of the study as 

community college leaders continue to thoughtfully assess strategies for financial 

stability. The following section outlines the method for evaluating the research 

recommendations that were developed on the qualitative research that occurred in this 

study. 

Justification for Outcomes-Based Evaluation 

 An outcomes-based evaluation is a systemic way of assessing the extent to which 

a program has achieved its intended result (New York State Library, 2018). An 

outcomes-based evaluation answers the questions of what difference a program makes 

and how did participants benefit from the program. Using an outcomes-based evaluation 

can help communicate the value and success of a program.  

An outcomes-based evaluation is an appropriate method of assessing this project 

because the primary emphasis of it is continuous improvement (Berea College, 2017). 

The ultimate assessment for this study would be the review of community colleges’ 

financial records if the recommendations of this study were implemented. To accurately 

assess this study’s impact on the financial stability of community colleges in this study, I 

will need to complete an evaluation based on the following questions: 
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• Was a committee developed to share best practices between community colleges 

on cultivating auxiliary revenue? 

• Were private sector marketing and outreach strategies adopted? 

• Were investments made in professional development for senior leaders related to 

business strategies? 

• Was a committee developed to share competitive advantage strategies with other 

community colleges in the state? 

The evaluation of outcomes can be conducted by working with the community 

college administrators that participated in this study and their colleagues. This can occur 

via interviews, focus groups, or through documentation of activities. 

Overall Goal and Stakeholders 

This section describes the outcome-based measures that will be utilized to evaluate this 

project and the stakeholders. 

Overall Goal 

The overall goal of this project is to provide community college administrators 

with business strategies that support financial stability. The goal of the evaluation plan is 

to determine which recommendations were implemented, if the implemented 

recommendations were effective, and to determine how the recommendations could 

impact financial stability strategies. 

Stakeholders 

Multiple stakeholders may realize a benefit from the research findings and 

recommendations of the study. These stakeholders include community college 
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administrators and board of trustees, faculty and staff, community college students, and 

the local community. The following section describes the stakeholders in more detail 

along with the positive social change anticipated from this research project. 

Community College Administrators and Board of Trustees. The community 

college administrators and board of trustees are made up of multiple individuals from 

varied backgrounds. Administrators interviewed previously were academic faculty, 

workforce development professionals, or worked directly in business and industry. The 

board of trustees of each institution are individuals appointed and serve for specific 

lengths of time. For both the community college administrators and board of trustees, the 

financial instability that each institution has experienced has resulted in difficult 

decisions made by these members and communicated to the larger college community. 

Identifying strategies for financial stability may provide the college administrators and 

board of trustees with more financial resources to make better decisions. Financial 

stability can also lead to the college leaders feeling more satisfied and less stressed in 

their roles. 

Community College Faculty and Staff. Both current and future community 

college faculty and staff are stakeholders. Current faculty and staff have been with each 

organization for a multitude of years, with varying levels of degrees and experience. This 

can be expected for future staff as well. For current faculty and staff, financially stable 

fiscal operations allow them to perform their job functions with less stress and potentially 

more financial support of classes and programs. In the future, financially stable fiscal 

operations allow each organization to potentially recruit more qualified faculty and staff 
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as a result of improved pay and benefits. The ability for each organization to be fiscally 

secure makes each organization have the ability to be an employer of choice within its 

region. 

Community College Students. Both current and future students can benefit from 

the findings of this study. Current and future student body makeup are diverse, with 

student populations being traditional and non-traditional students that primarily commute 

to each institution. With increase financial stability, both current and future students can 

experience solid academic choices, increased technology, expanded physical campus 

accommodations, and increased student supports.  

The Local Community. The local community can be one of the largest 

benefactors from the findings of this study. The study looked at multiple community 

colleges in one large Northeastern state, so the industries and local community makeup is 

different from institution to institution. However, the benefits of a community college 

within a region withstand specific industries or high priority occupations. The economic 

impacts that a community can experience with a local community college support 

continued employment for residents as well as a first opportunity to experience the 

positive impacts of higher education.  

Summary 

 In Section 3, I provided a detailed outline of the project study and showed 

evidence why a policy paper is the most appropriate deliverable for this project. The 

literature provided support for the policy paper genre and offered several appropriate 
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themes to this research. The community colleges in this large Northeastern state have the 

resources in place to provide further action to each recommendation. 

 In Section 4, I explain the experience of developing a project study and the skills 

and knowledge I have gained in this process. I will discuss the project strengths and 

limitations and recommendations for alternative approaches as identified by the research. 

In addition, I will discuss the learning growth I have discovered on this doctoral journey 

and reflections on the importance of this work. Finally, implications for future research 

and increased positive social change can be found in the last part of Section 4. 

Project Implications  

In this section, I present the implications of the project regarding general social 

change, local stakeholders, and in the larger context of higher education. 

Social Change 

 Understanding community college administrators’ perceptions on strategies for 

financial stability may contribute to improved stability and long-term viability of 

organizations. By understanding the strategies used or not used to support financial 

stability, institutions may realize what strategies can be effective for long-term 

sustainability in a region. Long-tern sustainability in a region can improve an 

organization’s community relations. This can lead to increased student enrollment, 

increased financial giving from local philanthropic organizations, and other means that 

can positively contribute to a community college’s positive financial standing. 

Additionally, local business and industry can benefit from this study as financially viable 
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community colleges produce graduates to a region, helping fill the pipeline of skilled 

workforce that is necessary for economic net growth.  

Local Stakeholders 

 Researching and implementing strategies used or not used for financial stability 

may have positive social change implications for multiple stakeholders within an 

organization. This can include students, faculty, board of trustees, community businesses 

and local employers, as well as the community college administrators interviewed. 

Institutional stability is an organizational issue that impacts all stakeholders. Using 

strategies to support financial stability can mean investments in infrastructure and new 

programming, increased marketing to drive enrollment, diversifying revenue streams to 

increase auxiliary revenue, and developing strategic budget analysis tools. A financially 

stable community college can lead to improved student outcomes like retention and 

graduation. Improved student outcomes can lead to a stronger economic community for 

students, their families, and the overall economic output. 

Higher Education Context 

 A policy paper is a useful tool for college leaders throughout the country. As 

many college leaders seek to understand strategies to become or stay financially stable, 

reading this report can glean strategies that are not just applicable to the community 

college setting. The larger applicability of this evaluation project is supported in the 

literature review I conducted. This research suggests the challenges faced by community 

college administrators in this study is also felt across the country. The recommendations 

suggested in this project based on community college administrators’ interviews can 
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provide useful information for financial stability for college leaders throughout higher 

education. 
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Section 4: Reflections and Conclusions 

Community college administrators that are experiencing flat or declining revenue 

may benefit from the findings of this study. Community college administrators struggle 

to maintain financial stability for a variety of reasons. There is a need to analyze the 

current strategies used in conjunction with community college administrators regarding 

financial stability. The outcomes from this study suggest how community college 

administrators in one large Northeastern state understand the problem of revenue loss 

from declining enrollment, declining funding sources, and competition. The themes 

emerged to provide evidence of the application of business practices to the community 

college educational environment. 

Community college administrators should approach their respective institutions as 

true business entities and look to business strategies and theories to shape the stability of 

financial framework long-term. The use of quick budgetary controls offers short-term 

relief. However, other strategies such as differentiation, marketing changes, and creating 

value help to create a competitive advantage within a complex system. 

The purpose of this qualitative case study was to explore the strategies used or not 

used by community college administrators in a large Northeastern state towards financial 

stability. The findings of this research provide information to other community college 

administrators in other states by sharing strategies implemented by multiple institutions 

in one large Northeastern state. 

Communities of many sizes benefit from financially stable institutions as they 

provide key business for local economies. Community colleges are often a first 
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steppingstone for many individuals into higher education, so it’s critically important for 

their fiscal stability.  

Project Strengths and Limitations 

The strengths of this project include research findings that were achieved by 

collecting data and conducting research by adhering to the conceptual framework that 

grounded this study, the development of an evaluation paper that connected research 

findings to straightforward recommendations, and the ability to provide the community 

college administrators with relevant feedback for decision making. The limitations of this 

study are that I am not a current employee of a community college in this region and may 

not be aware of all specifics required to implement strategies for financial stability. 

Strengths 

 One strength of this research study was the use of Porter’s five forces as the 

conceptual framework to ground the study and guide the research, data collection, and 

evaluation paper recommendations. The conceptual framework provided me with the 

tools and guidance for developing and conducting a research study that identified 

business practices used to evaluate financial stability for community college 

administrators. Additionally, the conceptual framework provided the basis for 

determining recommendations that may strengthen financial stability that were extracted 

from the research findings. 

 The second strength is that there is a lack of studies related to community colleges 

and financial stability. Prior to this research, most studies I found were related to private 

and public 4-year higher education institutions. This project study allowed me to provide 
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crucial research to community college administrators and opened the doors for future 

research. 

Limitations 

A limitation that exists includes a limited view on stakeholders needed to take 

action to address the problem of financial stability. As I am not a current employee of any 

institution surveyed for this research, I may not be aware of additional institutional issues 

or processes that could prevent stakeholders from implementing recommendations. 

Resources and staffing may be an issue.  

Recommendations for Alternative Approaches 

The problem that prompted this study was some community colleges 

administrators in one large Northeastern state potentially lacked strategies to sustain 

financial stability that could threaten each institution’s ability to continue to operate as a 

viable educational choice.  

I chose to conduct qualitative research on this topic by interviewing community 

college administrators about their perceptions on what strategies are used and why. I 

chose this type of research as opposed to others, as I was seeking rich and thick 

descriptions of the community college administrators’ perceptions. Alternative 

approaches that could have been used to research this topic included conducting a 

quantitative research study with a larger audience or conducting a study with different 

participants like faculty or other staff. 

Conducting a quantitative survey allows researchers to collect original data from a 

population that is too large to observe directly. This survey could be shared with many 
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community college administrators from many different levels, including directors, vice 

presidents, and assistant vice presidents. The use of a quantitative survey could provide a 

larger sample size for gathering feedback from the larger community college team that is 

involved in financial stability efforts.  

A possible alternative approach to the problem of financial stability could be 

defining the problem using the lens of more community college staff. Instead of focusing 

on just community college administrators, the qualitative case study could have 

interviewed faculty, staff, and other non-executive staff at the community colleges that 

participated. The problem could be further investigated using a singular community 

college. An alternative solution to address financial stability would be to create a rating 

program for community college administrators to rate how they perceive financial 

stability at their organization.  

Scholarship, Project Development and Evaluation, and Leadership and Change 

Throughout this doctoral study process, I have grown as a scholar, practitioner, 

and project developer. When I think back to when I started taking classes, developing the 

prospectus, and beginning research, I am amazed at how far I have come. I am proud of 

discovering how satisfying the iterative writing process for a project study like this can 

be. The stress that came with completing a doctoral study pales in comparison to the 

pride I feel in completing this great achievement.  

As I developed my project evaluation, I learned to write with a scholarly tone and 

understand my audience. Community college administrators are busy working 

professionals that need to have only the relevant information presented to them. 



74 

 

Information like data storage and collection was not relevant to them understanding the 

focus and end results of the study. Through this process, I learned to provide just enough 

information to highlight the background and procedures of the study, and then summarize 

the finding of the study in a way that would be meaningful to my audience. 

Reflection on Importance of the Work 

 As I embarked on this writing journey, I found myself becoming a more effective 

writer and scholar. Working with my peers and learning from my instructors and chair in 

the iterative writing process made my writing more scholarly as the weeks and months 

progressed. Through the process of researching, analyzing, synthesizing, writing, editing, 

and revising, my enhanced skills provided me confidence to conduct future research and 

publishing. 

Growth as a Scholar 

When I started this journey, I found myself uncertain in the specific direction I 

should take my research. Once I dialed into a topic, I became overwhelmed with the 

sheer volume of research articles. Using the Walden writing center and library resources 

allowed me to ask smart questions that allowed me to funnel my research into a specific 

topic and keywords. I find myself now able to synthesize literature quickly and 

efficiently, which has helped me as a scholar.  

Growth as a Practitioner 

My doctoral project study has allowed me to gain a greater understanding of the 

challenges and opportunities that exist for community college administrators. Moving 

through the doctoral degree process has allowed me to find a commonality with my 
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faculty-peers and increased my ability to speak their language when we discuss 

institutional-level changes for the betterment of our school community. While I am 

currently working in the private sector in a higher education-adjacent position, the 

lessons learned from this study are applicable in both the private and public sectors. 

Sharing my findings has been incredibly impactful to me as a practitioner and 

professional. 

Growth as a Project Developer 

Working on this project study has taught me true time management skills. 

Additionally, it has taught me the full scope of developing a project using a specific 

research topic and how to move a project forward effectively. The experience gained in 

this process of developing a topic and gathering feedback to ultimately finish a project 

will carry with me to future projects. Most importantly, I have gained confidence that I 

am capable of scholarly research. 

Reflection on Importance of the Work 

The purpose of this qualitative project study was to examine the perceptions of 

community college administrators in a large Northeastern state about the strategies used 

or not used to support financial stability at institutions of varying sizes. The purpose of 

this project was to provide recommendations to community college leaders for financial 

stability strategies to support financial stability during times of instability. The 

importance of this study is the project provides research from the community college 

perspective on business strategies and financial stability. Prior to this study, research had 

not been conducted about community college administrators’ perceptions about financial 
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stability and business practices. Now that this study has been completed, community 

college leaders from around the country can use the strategies listed to support financial 

stability.  

Implications, Applications, and Directions for Future Research 

In this section, I outline the implications, applications, and directions for future 

research. My conclusions end the section. 

Implications 

The implications for positive social change because of this study may include 

improving a community college’s financial stability through new and updated strategies 

as identified through the study. Improving community college financial stability has 

positive benefits for multiple community college stakeholders outside of just the 

community college administrators; students, faculty, staff, and local businesses all benefit 

when community colleges experience financial stability. Financial stability can lead to 

long-term institutional viability that can result in positive economic impacts in a 

community. Financial stability can also support long-term student success, including 

degree completion and improved employment opportunities.  

Applications 

The research findings of this study and the recommendations of the evaluation 

paper can be used to create financial stability planning at other community colleges 

interested in long-term sustainability. Community colleges across the country may find 

this study to be applicable to addressing their own institutional challenges.  
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Future Research 

This study contributes to the existing literature on higher education financial 

stability practices. There is a great need for additional research on this topic from the 

community college perspective. During my research for the literature reviews, I found 

little research that centered on the community college’s perspective of this issues. The 

existing body of knowledge is focused on 4-year, private, and public institutions of 

higher learning. While there are similarities between the two entities, community colleges 

have specific challenges that exist that require focused research on that category of 

education.  

Conclusion 

Community colleges in the study state, a large Northeastern state, are 

experiencing extreme financial challenges. The problem in this study is community 

college administrators may lack strategies to sustain financial stability. The purpose of 

this qualitative case study was to investigate the strategies that community college 

administrators at multiple community colleges of varying financial stability use or do not 

use to support financial stability. 

Using Porter’s five forces for the conceptual framework to align business 

practices and financial stability, I conducted personal interviews of 10 community college 

administrators from varying institutions throughout this study state. The information 

collected consisted of community college administrators’ perceptions on business 

strategies used or not used to support financial stability. Based on the research findings, 

community college administrators are using strategies to support financial stability. 
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Community college administrators in this large Northeastern state are seeking to control 

budgets, increase marketing to increase enrollment, and create a competitive environment 

to support long-term sustainability in a region. Additional findings suggest community 

college administrators could benefit from sharing these best practices widely to increase 

financial stability opportunities for all community colleges in a region or state. Findings 

also suggest community college leaders could benefit from professional development 

related to business strategies to encourage continued knowledge growth in this area. 

The interview findings contributed to a policy paper that summarized the 

interview-specific information and participant suggestions that should be viewed as 

valuable, as it represents community college administrators’ thoughts on this topic. The 

community college administrators provided several business strategy recommendations 

that should be considered by other community colleges that are experiencing varying 

levels of financial stability. 
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Executive Summary 

Community colleges are vital to the economic success of a community. In recent 

years, community college administrators in a large Northeastern state have experienced 

financial stability challenges. These challenges are also being felt on a national basis by 

community college administrators and have been amplified by the 2020 COVID-19 

pandemic. To provide insight into the strategies that are used or not used to support 

financial stability in this large Northeastern state, community college administrators’ 

perceptions were evaluated, and the following research questions guided the research:  

• What strategies do community college administrators at multiple community 

college of varying financial stability in a large Northeastern state use to 

support financial stability 

• Why do community college administrators at multiple community colleges of 

varying financial stability in a large Northeastern state use specific strategies 

to support financial stability? 

Ten community college administrators from multiple community colleges of 

varying financial stability in this large Northeastern state participated in personal 

interviews. The findings from this study indicate community college administrators’ 

unique perspectives for addressing financial stability during times of uncertainty. Study 

participants identified four areas to support financial stability: (a) increasing auxiliary 

revenue to support financial stability, (b) increasing the effectiveness of marketing to 

mimic private sector strategies, (c) investing in professional development for business 
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affairs colleagues, and (d) developing and nurturing a competitive environment to drive 

interest and enrollment to community colleges.  

The following policy paper includes recommendations for community college 

administrators in this large Northeastern state to support financial stability. The policy 

will lead to the development of necessary organizational structures to share data and best 

practices to support financial stability. The findings of this study can also impact 

community college administrators throughout the nation.  

Introduction 

The Problem 

 The problem that instigated my research into this policy paper was funding and 

student enrollment for community colleges in a large Northeast state have declined in the 

past 9 years. This enrollment decline led to an imbalance of revenue to expenses. These 

factors forced community college administrators to examine how to best operate to 

support financial stability. No policy existed in the sharing of or implementation of best 

practices towards financial stability. 

 Despite individual administrators exhibiting years of experience within their 

discipline—academic affairs, student affairs, and business affairs—the business practices 

to support financial stability had not been studied until now. This problem was 

exacerbated in the traditional higher education 4-year space with ample research, but 

none at the community college level. As these institutions are looking for long-term 

financial stability to support operations and local economic growth, this project will 

result in recommendations to address the missing policy for shared best practices and 
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provide data-driven information needed to enhance the current financial efforts of the 

schools in this large Northeastern state. 

The Purpose 

 The purpose of this project was to address a gap in practice by exploring if 

community college administrators in a large Northeastern state use or do not use specific 

strategies to support financial stability. The project’s purpose builds upon the study’s 

findings. In this policy paper, recommendations to address financial stability at the 

community college level are provided. The policy paper’s recommendations include 

developing a committee to share best practices between community colleges to cultivate 

auxiliary revenue, adopting private sector marketing and outreach strategies, investing in 

professional development for senior leaders related to business strategies, and developing 

a committee to share competitive advantage strategies with other community colleges in 

the state. 

Methodology 

Research Questions  

The following research questions (RQ) were used to guide this study: 

 RQ1: What strategies do community college administrators at multiple 

community colleges of varying financial stability in a large Northeastern state use to 

support financial stability? 

RQ2: Why do community college administrators at multiple community colleges 

of varying financial stability in a large Northeastern state use specific strategies to 

support financial stability? 
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Study Design 

 This qualitative study used a case study research design. The research participants 

in this study were community college administrators at one of the 14 community colleges 

that exist in this large Northeastern state. Community college administrator was defined 

as chief executive officer/president, chief operating officer/vice president of finance, and 

chief academic officer. I chose to research between 10-12 participants to achieve 

theoretical saturation. Interview participants were recruited for participation in this study 

by direct personal emails and social media solicitation. I secured 10 participants that met 

the study participation criteria. 

 The research for this study consisted of personal interviews with each of the 10 

participants. The interviews were conducted via Zoom technology. The interviews were 

recorded via the Zoom technology. Each interview followed a semi-structured interview 

with predetermined open-ended questions. Each interview lasted approximately 45 

minutes to 1 hour. The information that was collected from each interview consisted of 

the participants’ perceptions on strategies used or not used to support financial stability at 

their organization. Recorded interviews were transcribed and coded for themes that 

aligned with the study. Themes were then aligned with codes and patterns to connect 

like-minded concepts. 

Evidence-Informed Literature 

The literature review that was conducted brought multiple themes to light that are 

relevant to the history of community colleges, as well as the trends current impacting 

funding and support of community colleges. Community colleges were created in the 
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early 1900s to meet a growing need for individuals looking for education outside of the 

traditional secondary school options. Today, community colleges continue to offer plural 

missions of transfer and workforce development (Winthrop, 2019). This mission exists to 

support the diverse student population that exists at community colleges (Magloire, 

2018). Student demographics at community college include first-generation students and 

non-native English speakers (Cunningham & Menter, 2021). To that, community college 

can serve as the bridge for students where college may not have been accessible via 

traditional means (Cohen, et al., 2014).  

To support this diverse student population and mission, community college 

funding generally comes from three sources: tuition and fees, local appropriations, and 

state appropriations (Kolbe & Baker, 2019). While public institutions across the country 

received an average of $8,196 in education appropriations per full-time equivalent (FTE) 

enrollment in 2019, this increase does not account for the drastic cut of funding 

community colleges received post-Great Recession of 2008. Education appropriations per 

FTE in 2019, despite the increase, continue to be 8.7% below pre-recession levels. This 

decrease in state funding coupled with a decline in student enrollments served as the 

impetus to this research.  

Current research in this topic primarily focuses on the broader topic of higher 

education, specifying at times 4-year private and public colleges and universities (Miotto 

et al., 2020; Rabin et al., 2020; Turlacu et al., 2019). However, research on business 

strategies for financial stability for both private and non-profit companies is prevalent 

(Fruhwirth et al., 2020; Taran et al., 2019). Utilizing Porter’s five forces as the 
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conceptual framework that guided this study, this tool is useful for analyzing an 

organization’s competitive environment (Bruijl, 2018).  

Organizational leaders can analyze external factors that impact their business 

strategies. Porter’s five forces framework includes the microenvironment that drive 

competition and threaten an organization’s ability to make a profit: (1) the bargaining 

power of buyers, (2) bargaining power of suppliers, (3) the threat of new entrants, (4) the 

threat of substitutes, and (5) competitive rivalry (Porter, 1979). The application of 

Porter’s five forces provides the framework for leaders who want to maintain a 

sustainable competitive strategy, especially when seeking financial stability in uncertain 

times. 

Analysis of Findings 

The purpose of this qualitative case study was to investigate the strategies that 

community college administrators at multiple community colleges of varying financial 

stability in a large Northeastern state use or do not use to support financial stability. 

Based on the 10 personal interviews conducted, the findings suggest there are multiple 

strategies used by the community college administrators to support financial stability. 

The community college administrators are consistently looking to control budgets, by 

cutting extraneous or inflated areas as well as increase new funding sources to increase 

auxiliary revenues. Increased marketing efforts are also being undertaken by many 

community college administrators surveyed, in the goal of increasing student enrollments 

in traditional and nontraditional college courses. Finally, the community college 

administrators are seeking to create a competitive environment by aligning their 
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organization with partnerships to highlight the mission and longevity of community 

colleges but also show the how community colleges are a benefit to individuals outside a 

traditional community college region.  

Additionally, findings suggest that community college administrators are using 

strategies to support financial stability because there is a distinct advantage to a region 

that has a thriving community college. All the administrators spoke to the economic 

impact that a community college can bring a region and noted the importance of that 

continued economic impact on individual people (staff and faculty) and the larger 

economic footprint of a region. Findings also suggest that community colleges offer 

distinct and specific educational opportunities for students uncertain of career paths, but 

also students looking for the best financial option for post-secondary education.  

Best Practices 

 The study’s findings and evidence-based research on best practices in financial 

stability led to identifying four recommendations that could be used by community 

college administrators in this large Northeastern state. The recommendations provide 

strategies for these stakeholders to support continuity of operations at these and other 

organizations. The recommendations are based in Porter’s five forces theory of private 

sector strategies that support financial stability.  

Project Recommendations 

From the interviews I conducted, I was able to generate information and 

suggestions that should be viewed as valuable. Interview participants provided several 
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recommendations that should be considered when seeking to understand financial 

stability for community colleges. The four recommendations are: 

1. Develop a committee to share best practices between community colleges on 

cultivating auxiliary revenue. 

2. Adopt private sector marketing and outreach strategies. 

3. Invest in professional development for senior leaders related to business 

strategies. 

4. Develop a committee to share competitive advantage strategies with other 

community colleges in the state. 

Recommendation 1 

The community college administrators in the study suggested that one of the key 

elements to financial stability is growing additional revenue. Identifying auxiliary 

revenue, or additional non-tuition revenue, is a growing trend for community colleges 

that presents an opportunity for those that participated in the study. This strategy allows 

for diversification of revenue to assist with financial stability, but also assists in the 

marketing of a community college into new markets. Strategies can include expanding 

into new territories not yet utilizing community college services, like new counties 

outside a typical community college’s reach in a particular state. Strategies can also 

include outsourcing components of the budget like the bookstore or food services or 

renting buildings that may sit unused for portions of time.  

 Research shows some community colleges like the state system of Texas and 

individual institutions in California have developed additional auxiliary revenue policies 
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like investing in baccalaureate degree program to support financial stability. According to 

the Community College Baccalaureate Association, 23 states and 121 institutions now 

offer community college baccalaureate degrees. This strategy supports auxiliary revenue 

development for those community colleges, as most organizations that adopt 

baccalaureate degree programs are associated with decreases in the reliance on public 

funds and increases the reliance on tuition and fees.  

The first recommendation is to require a committee to share best practices 

between community colleges on cultivating auxiliary revenue. While ad hoc 

communication exists, no formal best practices arrangement is set up to ensure practices 

are shared among the community colleges in this large Northeastern state. This 

recommendation will help ensure new ideas and practices are filtered throughout the 

entire state for all to use. It can also spur creativity or sharing outside of this large 

Northeastern state. 

Recommendation 2 

There is an opportunity for the community colleges in this study to compete like 

private sector organizations. In a competitive market like higher education, it is necessary 

for community colleges to lean into new and different strategies to remain competitive. 

The threat of rivalry in Porter’s five forces suggests that highly competitive environments 

provide consumers many options (Porter, 1979). Unfortunately, while community college 

administrators in this study may note the need for different marketing strategies such as 

leaning to what the private sector may use to help support new marketing tactics, best 

practices in higher education marketing that are typically shared between organizations 
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center on traditional higher education tactics. Administrators noted the importance of 

taking cues from the private sector and how different organizations increase visibility 

with different tactics. Aligning private sector and public sector strategies increases the 

diversity of marketing tactics, but also fosters efficiencies. 

 Research suggests that private sector strategies include always looking for new 

markets to enter. This can be un-tapped geographic pockets or neglected demographic 

niches within existing markets. Reaching new areas or persons unfamiliar with the 

community college will also naturally increase how typical stakeholders hear about the 

community college. This can also support a competitive environment, as will be 

discussed further. 

Community colleges can also use corporate branding principles utilized by the 

private sector as one strategy to support financial stability. Branding allows an 

organization to distinguish its market offerings from competitors. The private sector has 

developed an approach to highlight the relationship between strategic vision, 

organizational culture, and corporate images for comprehensive branding. Community 

colleges can specify their organizational identity to find a brand, formulate a strategy that 

drives communications, and implement specific marketing activities to show how an 

organization is unique from its competitors. Strong brands can enable community 

colleges to shine in competitive markets. 

 The second recommendation is for the community colleges to adopt private sector 

marketing and outreach strategies. In this instance, this includes mirroring the private 

sector organizations that are interested in offering the best product or service that is 
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available on the market. Participating in this type of recommendation can be viewed as a 

competitive strategy to improve revenue and overall financial growth. 

Recommendation 3 

The community colleges in this study have an opportunity to invest in 

professional development for senior leaders related to business strategies. The research 

conducted from this study found that all community college leaders are aware of the 

historical mission of community colleges to serve a local community with academic 

rigor. The research conducted does find that not all community college leaders 

understand the importance of business strategies for financial stability and how these 

strategies can be seen as mission critical as academic rigor. Most importantly, the 

findings of this study show that most community colleges in this state make financial 

investments in professional development for community college leaders related to 

academic-focused topics, not topics related to business stability. To implement this 

recommendation, community college leaders in this study state could align the business-

related strategies found in most strategic plans with professional development classes or 

other opportunities. Investing in this can be strategy that helps support senior community 

college leadership, but also something offered to all community college faculty and staff 

to infuse business-related strategies into to ecosystem of an organization. This 

recommendation would be an ongoing strategy. 

Recommendation 4 

The community college administrators in this study have an opportunity to build 

and maintain a competitive environment as a strong tactic to support financial stability. 
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Aligning with Porter’s five forces threat of rivalry among existing competitors, the 

participants in this study noted a competitive environment can spur innovation, including 

how to increase revenue and decrease costs. A competitive environment also spurs 

innovation in programming, how classes are offered, and what marketing tactics are used. 

The idea of competition within higher education, particularly at the community 

college level, has increased substantially. Competition exists at both the individual and 

collective level. At any level, competition can be both a positive and negative force 

towards financial stability. As competitive environments continue to grow in higher 

education, organizations strengthen their competitive position of brand and equity 

throughout different markets. 

Competitive advantage aligns with Porter’s five forces threat of rivalry. In an 

environment with high competition, organizations must aggressively court consumers 

using creative strategies. To that, community colleges must build on their longevity and 

historical mission to build a reputation that is competitive both in and outside of the 

traditional higher education sphere. By building high levels of legitimacy and trust with 

the community it serves, community colleges can withstand several negative impacts like 

mergers, restructuring, or even closure that can negatively impact financial stability. 

As community college administrators seek strategies to support financial stability, 

developing a competitive advantage can also support organizations as they seek to create 

a competitive environment for long-term stability. As mentioned above when talking 

about marketing strategies, reputation and legitimacy are key factors in gaining a 
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sustained competitive advantage. This recommendation can assist the community 

colleges of this study to find and showcase competitive advantage.  

Next Steps Following Policy Acceptance 

 The policy recommendations must be presented, discussed, and approved by the 

community colleges that participated in this study. These organizations typically use 

committees to approve new policies. Once participation in the policies is approved at an 

organization level, each community college will need to identify a representative in each 

subject area to support ongoing collaboration. The adoption of new policies that can 

support the initiative towards financial stability can impact multiple stakeholders across 

each organization and should be continually assessed for involvement. 

Conclusion 

Understanding community college administrators’ perceptions on strategies for 

financial stability may contribute to improved stability and long-term viability of 

organizations. This can lead to increased student enrollment, increased financial giving 

from local philanthropic organizations, and other means that can positively contribute to 

a community college’s positive financial standing. Additionally, local business and 

industry can benefit from this study as financially viable community colleges produce 

graduates to a region, helping fill the pipeline of skilled workforce that is necessary for 

economic net growth.  

The four policy recommendations provide a systemic approach to identifying, 

supporting, and promoting financial stability for the community colleges in this large 

Northeastern state. Recommendations exist to support stakeholders of these organizations 
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and are aligned with data. By understanding the strategies used or not used to support 

financial stability, institutions may realize what strategies can be effective for long-term 

sustainability in a region. Long-tern sustainability in a region can improve an 

organization’s community relations. 
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