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PREFACE

The decision to hold the Conference on Establishing junior Colleges
the proceedings of which are reported in this publicationwas based on the
knowledge that (a) notably increasing numbers of junior colleges are being
established in all sections of the nation; (b) there is a paucity of literature
on how to start a junior college; and (c) there is a sizeable reservoir of useful
experiences, observations, and findings created by those who have founded
or studied the founding of to-year colleges.

Events which led to the conference include these:
1. A one-day workshop on establishing junior colleges was held at the

University of California, Los Angeles, on March 18, 1961. Jointly sponsored
by UCLA, the California State Department of Education, the California
Junior College Association, and the Junior College Section of the California
School Boards Association, the conference was attended by more than 125
educators and members of boards of trustees. During the day the suggestion
was repeatedly made that an additional and more extensive conference should
be held. Interest in the subject of the workshop is suggested by the fact that
the supply of proceedings was soon exhausted by requests from all sections
of the country.'

2. The work of the Committee on Establishment of Junior Colleges --a
committee of the Commission on Administration of the American Association
of Junior Collegeshas highlighted the need for discussion and study, in-
cluding the dissemination of presently available findings, of the process of
starting two-year colleges. A brief report of the work of the committee by its
chairman, Alfred M. Philips, was made at the conference and is included
in this publication.

3. Studies of the establishment of junior colleges which have been initiated
a.t UCLA---including those reported at the Conference by B. Lamar Johnson
and Ellis M. Bensovhave identified a variety of plans, procedures, and
recommendations for starting junior colleges. The need for sharing these
is suggested by diversity of practices from college to college within a given
state as well as by differences between states and sections of the country.

4, Prior to the March, 1963, Conference of the American Association of
junior Colleges at Seattle, an invitational preconference workshop was held
to discuss plans for a monograph on how to establish a junior college, to be
published by the Association in 1964. At this workshop the possibility of
holding an early conference on establishing junior colleges was discussed.
Those in attendance were unanimous in recommending such a conference
and suggezted that participants be included from all sections of the nation.

1 University of California, Los Angeles. Proceedings of the Workshop on Establishing
Junior Colleges, March 18, 1961. Sacramento, Calif.: California State Department of Educa-
tion, 1961.
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It was with this background that the Conference on Establishing Junior
Colleges was held. Sponsored by the UCLA Junior College Leadership Pro-
gram in cooperation with the American Association of Junior Colleges and
the Commission for Accrediting Junior Colleges of the Western Association
of Schools and Colleges, the Conference was held at the University of Cali-
fornia, T nc Angeles, on r:Ily r:163. In attendance were more than two
hundred educators and lay citizen? (including legislators and members of
boards of trustees) froia fifteen states, the District of Columbia, and Canada.

The Conference considered procedures for establishing junior colleges--
in particular, those procedures employed after the decision to have a junior
college has been made. It will be noted, as is pointed out by Jack Culbertson

4n
4,0*

the closing presentation of the conference, that emphasis was on practices,
including guidelines and principles of operation.

In addition to a series of addresses at general sessionsEdmund J. Gleazer,
Jr.'s keynote address, "Establishment: A Trend and an Opportunity for the
American Junior College"; B. Lamar Johnson's paper, "Problems and Prac-
tices in Starting New Colleges"; Ellis M. Benson's report, "Steps and Time
Sequence Factors in Starting Junior Colleges"; Henry T. Tyler's discussion,
"Problems, Issues and Trends in Accrediting New Junior Colleges"; and
Jack Culbertson's closing statement, "Reactions to the Process of Establishing
junior Colleges: Impressions of the Conference"the Conference was
planned around a series of six section meetings. These sections considered
the following areas of operation as each relate \starting a junior college:
curriculum, student personnel, staff personnel, plat and facilities, finance,
and community relations. At each section meeting an address was made on
"guidelines for getting started," as these related to the particular field under
discussion. Each address was then followed by a case report of experiences
and findings in starting a specific college. Each paper generated discussion.

It is hoped that publication of these proceedings will be iseful to those
administrators, instructors, other staff members, boards of trustees, and lay
citizens who are responsible for the establishment of junior colleges. It isalso
anticipated that these proceedings will be valuable for administrators and
other faculty members in long-established colleges. The problems, issues, and
procedures involved in the process of starting a junior college (typically
within, as studies show, an all too vetiod of time) represent in a con-
densed version the entire scope of junior college operation. In establishing
a college, all types of administrative decisions and actions must be anticipated
and taken.

Sponsors oc the Conference are indebted to many for their contributions
to it. These include those who presented papers and also those who partici-
pated in the lively, and somet;rnes sharp, discussions of the Conference.
Special thanks are due Frederick C. Kincier, Director of the Conference and
Assistant Director of the UCLA Junior College Leadership Program; Dorothy
J. Wilson, conference secretary and administrative assistant in the University
of California Office of Relations with Schools; William Harper aod Carol
Bluford, Office of Public Information, American Association of Junior Col-
leges; and Paul L. Perras, Publications Editor, University of California, Los
Angeles.

B. LAMAR JOHNSON
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FOSTER H. SHERWOOD
The Vice-Chancellor,

University of California
Los Angeles, California

ADDRESS OF WELCOME

May I express on behalf of UCLA our great pleasure in having you on
our campus for the purposes indicated in your program. We congratulate
you on your perspicuity in recognizing UCLA as a particularly appropriate
location for a meeting devoted to the problem of establishing new two-year
colleges. Not only has California been a pioneer in the junior college field,
but it is also the state of the Master Plan for Higher Education, which has
attempted to come to grips in an intelligent and helpful way with the prob-
lems of higher education, and which is, to an increasing degree, serving as
a model for other states and abroad. It is even more logical that you would
select Southern California, where the problems of growth are endemic and
have become almost second nature to us. And UCLA itself, of courze, has
attempted to create in 40 years, we hope with some success, a major educa-
tional enterprise. We have dealt with, and will continue to deal with, these
problems of growth and the lessons we can learn from them. In addition to
this practical, day-to-day experience, we have had for some time an academic
involvement with these issues and problems. Professor B. Lamar Johnson
has headed up our efforts in this direction, and we consider that your deci-
sion to meet here is in large measure a tribute to him.

We in the University see our function and that of the two-year colleges
as one of interdependence in which neither can prosper without the success
of the other. We believe that out of our cooperative experience we can each
enhance the other's prosperity in our educational mission. So I believe that
it is not only appropriate for you to be here but that it is equally appropri-
ate for us to be here, for T can learn a great deal from one another about
our mutual concerns and ways of meeting our common problems.

Welcome to UCLA.
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ALFRED M. PHILIPS
President, Big Bend Community College

Moses Lake, Washington

A REPORT OF THE COMMITTEE ON

ESTABLISHING NEW JUNIOR COLLEGES-
AMERICAN ASSOCIATION OF

JUNIOR COLLEGES

During the 1961 summer meeting of the Commission on Administration of
the American Association of Junior Colleges, a subcommittee was established
to develop a report concerning desirable procedures in the establishment
of new junior colleges. Commission members appointed to this committee
were Dr. Charles Adkins, President of Briarcliff College, Briarcliff Manor,
New York; Dr. Frederic T. Giles, Coordinator of College Relations, Univer-
sity of Washington, Seattle, Washington; Dr. W. H. Hinton, President of
Texarkana College, Texarkana, Texas; and Dr. Alfred M. Philips, President
of Big Bend Community College, Moses Lake, Washington, Chairman.

After a preliminary meeting, the committee reported to the commission
that it conceived its purpose to be the development of certain principles and
concerns in the establishment of new two-year colleges. The hope was ex-
pressed that this framework might serve as the basis for detailed research
later on and for a possible publication which would be available to those
faced with the problems associated with the establishment of these institu-
tions. It was indicated the work would be concerned primarily with public.
two-year schools.

Through correspondence among the committee members, a preliminary
report was drafted for presentation to the commission at the Denver meeting
of AAJC. Without going into detail, this draft reviewed general criteria foe
the establishment of two-year colleges and their regulation by law. A bibli-
ography was compiled of surveys and reports on the founding of such schools.
The proposed report set forth a series of steps considered to be typical of
the development of a junior or community college from the time of its in-
ception to the day the doors opened. However, following a lively discussion,
the dangers of oversimplification and chronological listing became apparent,
and the committee decided to approach the problem in a different ways

Certain principles were set forth as bask to the development of the public
two-year college. It was the consensus of committee members that these basic
ideas are involved in the establishment and organizational patterns of all new
institutions. These may occur in different ways and at different times, but
they nevertheless are present. Such principles would allow much freedom for
future research culminat:ng in a published volume dealing with establish-

9



anent of new junior and community colleges. These principles, together with
the concerns they involve, are as follows:

I. To Select a Chief Administrative Officer
Concerns: The individual must be capable of providing educational

leadership.
He must possess a working knowledge of the community college.
He must possess the ability to use the community organization as a posi-

tive force in developing the college.

IL To Develop a Philosophy and Image for the Community College
Concerns: The development of a philosophy and image must be a con-

tinuing process.

III. To Relate this Philosophy and Image to Both the Socioeconomic Devel-
opment of the Community and to the Total Post-High School Educa-
tional Program of the State
Concerns: It must be articulated with post-high school education, both

public and private.
It must be related to the various areas of community life.

IV. To Involve Key Community Groups and Individuals in the Total De-
velopment of the Institution
Concerns: This involvement should include the various segments of com-

munity life.

V. To Select Personnel with the Understanding and Background Necessary
to Initiate and Develop the Community College Program
Concerns: Individuals selected must be well qualified in their respective

areas of instruction.
Individuals selected must possess the ability to teach and counsel students.
These individuals must be capable of participating and contributing to

the total college program and to the community.

VI. To Develop a Master Plan and a Time Schedule to Accomplish Each
Phase
Concerns: The master plan should provide long-range planning for all

segments of the college, including:
(1) financial plan and budget
(2) faculty and staff
(3) organization and administration
(4) curriculum
(5) physical facilities.

This report was presented to the Administrative Commission in June,
1_962, and was accepted as fulfillment of the purpose of the committee. Dr.
Johnson's ensuing work and forthcoming publication reflect the thinking
and work of the committee.
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EDMUND J. GLEAZER, JR.
Executive Director

American Association of Junior Colleges
7Th iN
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ESTABLISHMENT: A TREND AND AN
OPPORTUNITY FOR THE
AMERICAN JUNIOR COLLEGE

There are some recognized panaceas for problems our society confronts.
Appoint a committee, make a study, hold a conference. Life for most of us
in the educational field appears to be an eternal series of conferences with
occasional interruptions for reporting expenses, taking care of the laundry,
and chastising our children. Now here we are again in conference assembled,
and we have every right in the world to demand some justification for this
meeting. As the "key-noter" I am under obligation to present some evidence
that this conclave is worthy of your time, energy, and money.

As far as I know this is the first time in American education that a national
conference has beez. held to deal with the establishment of colleges. And it is
a timely consideration because junior colleges are being established at a dra-
matic rate.

During the period 1958 to 1962, 108 new junior colleges were established:
86 public; 14 church-related; and 8 independent nonprofit. As far as we have
been able to determine, 26 were founded in 1958; 15 in 1959; 20 in 1960; 29
in 1961; and 18 in 1962. We have some data for 1963. To our knowledge 18
junior colleges so far are slated for opening in the fall of 1953: 15 public;
2 church-related; and one independent nonprofit. Three new junior colleges,
all public, are already organized for opening in 1964.

Greatest growth by far in any state for the five-year period has been in
Florida, where 23 new junior colleges were established. New Yorkwas second
with 16; and California third with 10. Of course, these figures have to be
examined judiciously or one could fall into the statistical quagimze that
exists in reports received from the Soviet Union in the percentage increases
in their economy. California had a very substantial number of junior col-
leges before 1958; but it was about that time that New York and Florida and
some of the other states greatly accelerated their junior college activities. It
won't be long, in my estimation, before there may be a similar development
in such states as New Jersey, Ohio, and, possibly, Pennsylvania.

Many of these newly established institutions have had a fantastic rise in
the numbers of students enrolled. Miami-Dade Junior College in Florida
opened in 1960 with a student body of about 1,300, enrolled approximately
6,000 students in 1962, expects 8,000 this fall. Bronx Community College in
New York enrolled ;.,300 students initially in 1958, and in 1962 it had 4,100
students. Foothill College in California opened with 1,400 enrollees in 1958;
and in 1962 reported 6,100 students. These institutions have had their
counterparts in explosive growth in other sections of the counu i.
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Now look ahead a few years. By the fall of 1965 junior colleges in this coun-
try will be enrolling 1,121,000 students and will be employing 37,000 teachers
on a full-time equivalent basis. Some 765 million dollars will be spent for new
facilities and rehabilitation of existing facilities between now and 1965.

During the five-year period between 1965 and 1970, enrollments will rise
to 1,735,000 students with a total full-time equivalent faculty of 49,000. Ex-
penditures between now and 1970 will total more than two billion dollars.
And by 1975, enrollments will be at more than two million. Expenditures will
total more than three billion dollars for facilities.

From reports reaching our office we see other indications of tremendous
growth. California will have 100 junior colleges by 1975; New York will have
40 publicly supported community colleges, and Florida will have 35.

There are reasons, many of them, for this phenomenal development of the
junior or community college. You are acquainted with these, but let me just
cite one statement which expresses well the forces propelling this movement.
The North Carolina Board of Higher Education in its 1961-63 Biennial
Report made these observations:
The community college has proved itself on the national scene. It is our best and
likely our only way to meet our educational obligations. This new venture speaks
directly to the changing economy of our state. Within ten years, it is likely that
thousands of our agricultural workers will have been supplanted by the revolu-
tionary changes in farm technology. Tobacco, corn, cotton, and other crops are in-
creasingly being handled by machines rather than hands. Such changes are also
occurring in manufacturing and other industries. What will happen to these people?
Chaos, rising juvenile delinquency, crime, and empty lives can be the result. Our
comprehensive community colleges, offering college parallel work, vocational and
technical training and re-training, and many community services. cannot fail to ease
the transition and reduce the clangers clearly inherent in the changes ahead.

With this kind of perception of the community college role, we can look
toward the establishment of 20 to 30 community junior colleges each year.
Now, if you say that very fast, the full significance of tie statement can es-
cape you. But one doesn't murmur magical words and bring forth a new
institution. Nor dots he manipulate various inanimate objects and build a
college. A college emerges gradually as a material expression of ideas held by
people. All people do not have the same ideas. The process of bringing forth
a new institution is very often about as painful and as fraught with hopes
and fears as physical birth. Take a look at some of the problems that have
developed in many of our communities.

The Royal Oak, Michigan TRIBUNE raises the question"Should Oak-
land County establish community colleges?" The writer goes on to say it
should not, "not now."

We cannot accept any new entries in the growing competition for taxes among
governmental institutions until state-wide fiscal reform is an actuality. For even at
the state kel, the struggle for larger shares of the tax pie between local schools,
colleges and other services is monumental.

. .. We feel while the complex issues involved may be understood by professional
educators, they are not so understood by the general public. A real communication
gap exists.

Community colleges must be approved on the basis of careful consideration, rather

12



than a 'campaign.' Until plans are more precisely blueprinted, voters cannot make

a responsible decision, although they are now being asked to take the responsibility
for it.

The key statement in the editorial is, very likely"A real communications
zaP exists."

Here is another problem which you might recognize. The Auburadale,
Florida STAR expresses itself:

Lakeland stuck its greedy thumb into another pie last week when the Chamber
of Commerce of that self-styled metropolis, aided and abetted by a newspaper pub-
lished in that city, violated a gentlemen's agreement and made a direct and positive
pitch for the proposed Polk County Junior College.

The newspaper, which often poses as the oracle and 'defender' of all Polk County,
smeared page one with a picture and story announcing that a phosphate firm would
make a 90-acre site within spitting distance of Lakelandbut many miles from the
Polk population centeravailable without cost for the proposed college.

That announcement, accompanied by a ballyhoo build-up by Lakeland Chamber
officials, violated an agreement by all Polk municipalities to avoid discussion of sites
until establishment of the college is approved by the legislature.

Representatives of all competing communities agreed that a dispute over the loca-
tion of the proposed college prior to the legislative session might prove a stumbling
block in obtaining state approval of the proposed institution.

Now Lakeland's Chamber, and its pontificating newspaper, have violated that
agreement.

Community pride and the issue of location are no unknown elements to
be taken into account in the establishment of junior colleges.

And from the Charlotte, North Carolina OBSERVER:
Gaston County is too close to making its community college dream a regity to

have the educational enterprise bog down at this point.
.. . There has been no effective organized opposition. But here and there one may

detect an undercurrent of anti-intellectualism which more nearly fits the pattern of
the county's economic and political development within the first half of this century.

.. . Sub rosa opponents of the college reportedly are planting seeds of doubt and
fear in the hope that these will take root and shoot up to screen the potential of the
institution for the educational advancement of Gaston's young people.

Call them what you will. There are countervailing forces to be recognized.
The writer chooses to call this one "anti-intellectualism."

There arc many other "real life cases" we could refer to. These are merely
illustrative of some of the issues which we will deal with here. Problems of
inadequate communication among persons in the community, competition
for the tax dollar, what to call the institution, where it shall be located, how
it shall be organized and administered, local ambitions and pride, the "anti's."
This conference is based upon the assumption that there is now a body of ex-
perience which can be referred to and utilized in meeting these problems and
many others. Experience is recognized as a good teacher; but sometimes the
tuition paid is exorbitantly high for the lesson learned. The man of wisdom
benefits from the experience of others.

So far we have said that community colleges are being established. This
could be called a trend. We've consulted the pages of a few newspapers to
find examples of some of the obstacles often encountered in establishing these
institutions. Perhaps these problems appear so formidable that you are at
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this moment questioning whether you want to be identified with the processof establishment at all. Let me hasten to say that, in my opinion, there arecreative opportunities that far outweigh the difficulties. What are some ofthese opportunities which ought to be fully exploited?

1.

THE OPPORTUNITY FOR INNOVATION
How many times have you who have built a house wished that you couldhave another chance at it as a result of what you lear ied in the building?

When we worked out problems on the blackboard we sometimes erased thewhole confused problem to start again on a clean board. We are not sayingthat those who have responsibility for establishing a new institution areentirely free. There are values, traditions, power systems, personalities in thecommunity. These must be recognized as social facts. They make up the so-cial context and cannot be ignored. But at the same time there is usually afield of action within which various ways of solving problems are tolerated.The limits to this field are not immovable. A test of the ability of the ad-ministrator as teacher and interpreter to the community may very well be thebreadth of this field of action. There are those observers who suspect that fewadministrators really test the limits of experimentation or innovation whichwill he accepted by the community.
It is my impression tl-nit community colleges in general have tended to staywell within the boundaries of current educational practice and procedure.Frequently described as flexible, dynamic, new and responsive, the juniorcollege does not often actually fit that description. There are reasons givenwhich all of us here recognize. But I would raise the question as to whetherthese are good reasons.
Here we are establishing a new institution, creating a new organization,

formulating a new set of social relationships, producing a physical environ-ment. What will our approach be? Will the curriculum be a cut and pastejob, assembled in eclectic fashion from a collection of junior college camlogs? Will the classrooms and laboratories and library emerge from well-wornrules of thumb that are impressive to quote and difficult to justify? We live inan environment for learning that is sometimes nebulous, often confusing,
frequently mysterious. How does learning take place? Where does it takeplace? To bring some order to our uncertainties we have quantified theprocesssquare feet per student, semester hours, student-teacher ratio. Weare often bound by letters of the accepted but untested.

One of the great opportunities for those who lead in establishing new in-stitutions ought to be Development of program, personnel, and plant whichmost closely and logically derive from an honest and precise perception ofthe job to be done. Let no concept be utilized and no procedure adoptedwhich has not been exal.alned candidly and a bit skeptically. Innovation inand of itself possesses no great merit, but innovation which results from an in-quiring mind, well-conceived hypotheses, and honest evaluation gives as-surance of a sensitive and lively environment for learning.
Twenty-five community colleges of this kind established in 1963 couldaffect profoundly not only the junior college field but all of higher educa-tion. If innovation is more readily accepted in those institutions still in
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process of organization, then the junior college with its many new institu-
tions will have the greatest opportunity in the educational family for in-
ventiveness and creativity. That "if," I must be frank, bothers me. Whether
innovation is more frequently found in newer or more mature educational
organizations is a question I would like to leave with this group.

THE OPPORTUNITY TO PROMOTE
PUBLIC UNDERSTANDING

It has frequently been stated that one of the greatest problems in the
junior college field is interpretation of the community college concept in
terms that both lay people and professionals can understand and accept. I
concur in James Conant's views recorded fifteen years ago:

The movement to establish more two-year free colleges locally has been gaining
ground in the last few years. For these colleges to fulfill the desired function, how-
ever, will require genuine public support, not merely the educators' blessing. But
before such support is forthcoming, there will have to be a rather complete change
in public opinion. By and large, people think of colleges as four-year colleges or uni-
versities. The new status of a local two-year institution will require careful and re-
peated explanation in many states. Above all, the new institutions will .save to be
made as attractive a!, possible; if tli':y are merely the colleges for the discards from
other institutions, they will surely not succeed'

Some of you here attended the conference sponsored by the Center for
the Study of Higher Education and the American Association of junior Col-
leges at Berkeley in late 1960. Representatives of industry, government, and
education were present to discuss the current future role of the two-year
college in American education. :ft was the judgment of that group that a
major problem in the junior colhge field is the development of better public
understanding of the two-year col, ege. It was recommended that a small group
of able people develop a short, accurate, and dynamic statement of the two-
year college and its role in American education. Some steps are under way to
do this on a national liasis, but such attempts will be profitable only as they
refer to actual performance of the emerging institution in each community.

What finer time is there for community consideration of the community
college idea than the time of its founding? To borrow a biblical phrase, there
is interest by the citizenery in "what manner of child shall this be?" Ques-
tions will be asked. Many of these are motivated by economic concerns. What
will it cost me? What am I paying for? What will this institution do that is
not now being done? Why should the local community have to pay for post-
secondary education?

At no other time in the life of an institution are there so many questions
to be asked about the college. These questions can be irritating, troublesome,
and tiring. But they are made by people who are concerned. Now is the time
for these questions to be met. Later on the institution may be taken for
granted. It will serve quietly and well. The concerns that motivated inquiry
and discussion will subside and a new danger, public lethargy, will appear.
But the beginning is the time of opportunity. It may seem to be the time that

'Conant, James Bryant. Education in a Divide(' World. Cambridge, Mass.: Harvard Uni-
versity Press, 1948. Pp. 200-201.
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1

tries men's souls. But it is also a situation which psychologists recognize as
conducive to learning. It may seem at the time most desirable for a college
to be quietly, almost surreptitiously, organized and set in motion, with
scarcely a ripple of curiosity in the community. But such an institution will
lack the fibre of the one conceived and born in the heat and light of open
and straightforwaiil public discussion.

And there is another element which is of profound importance. Considera-
tion of the philosophy that undergirds the community college can be a whole-
some and integrating experience for the community. At this time a com-
munity decides what it is willing to pay for. It is almost inevitable that the
community appraise its values. The people decide -what they believe in and
for what causes they will give their substance. Many divisive and fragmenting
influences beset our community life. The establishment of a college based
upon democracy's ideals can be a polarizing and cohesive experience. Groups
that have not met around the table for some time may be brought into con-
versation with each other, especially if the college is to be comprehensive in
its offerings. Management, labor, the professions, the rich and poor, the old
and young, the progressive and the conservative, all have a stake in the
establishment of the community college. Here is something real, concrete,
visible, not a theory or philosophy only to be discussed; but an evolving in-
stitution, to be observed, felt and judged, and one capable of yielding a con-
sensus among groaps of widely varied interests.

III.

THE OPPORTUNITY FOR PERSONNEL DEVELOPMENT

Establishing a new institution is more than planning a campus and con-
otructing buildings. These are the material manifestations most easily seen
anti which therefore often assume a dominant position in the growth of the
college. Of even greater importance is what happens to the people who will
make up the college: the administrators, staff, teachers, students.

I have observed that the most critical need in our rapidly growing new col-
leges is for effective communication among the people who make up the col-
lege community. Students enroll who have no traditions, perhaps not even a
college song to sing. Faculty are recruited, sometimes several hundred of
them brought together on a campus within just a few years. They come from
colleges, universities, high schools, business; from east, west, north, and
south. Their perceptions of the work of the college vary widely.

The newness of the individual institution, the still somewhat novel role of
the community college, the breadth of offerings, are elements that may pre-
vent the achievement of a clear-cut focus of the purposes, procedures, and
programs of the college. When an institution has a faculty of 350 in the
fourth year of operation and an enrollment of approximately 8000, a critical
problem exists in achieving common understandings by all personnel of the
character of the institution's pi ugram. But, at the same time, there is in this
problem an opportunity for communication which can lead to are accom-
modation of views and agreement in regard to basic purposes. We find a
similar problem and opportunity in interpreting the college to the external
community. I can conceive of no requirement for leadership more taxing
nor more essential than the blending into a harmonious, cooperative and
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communicative organization the faculty, staff, students, and board of a new
and rapidly developing community college. Nor is there a better time to
work toward this blending of interests than when new buildings are being
planned. How can they be planned without perception of purposes? When
courses of study are being developed? How can this be done without some
agreement as to what is appropriate? When the organization of faculty, stu-
dent and administration is forming? How can structure be determined with-
out reference to function and function derived without consideration of
purpose?

What we are saying is that in the early, formative days of a new colege
there can and ought to emerge from the developmental processes a kind of
fellowship, or esprit, or camaraderie that characterizes social organizations of
vitality and movement. It's basically the idea that "in the building the
builder also grows." The process of establishment is more similar to the
growth of a flower or a tree than it is to the construction of a house. Rather
than cutting and fitting and hammering inanimate materials into an organi-
zation structure, there are brought together living, reacting elements in kind
of an organic relationship.

And now in summary. There is abundant evidence of a trend toward the
establishment of new community colleges. We can expect 20 to 30 of these
institutions each year for the next several years. In the development of new
colleges are remarkable opportunities which may not be available again
dining the existence of the institution. There is the opportunity for innova-
tion. An institution which begins with a creative, experimental, inquiring
approach may very well find it possible to conserve this posture. There is the
opportunity to interpret the college to the community. Where a college has
its start in informed discussion within the community, there is the proba-
bility that communication between both will continue. There is opportunity
for the development of personnel of the college. The staff is shaped into an
organized relationship. There is the unmatched opportunity for output in
mental and physical energy, for communication among persons, and for
cooperative activities so essential to effective organization.

To you who have the privilege of leadership in such art enterprise, there
is the high reward of seeing philosophy translated into material realitythe
idea take form and dimensionyou are inventor, artist, teacher, creator.
Your work, good, bad, or indifferent, will be registered not only in concrete
and stone and steel, but in the lives of the people of your community for
years to come.
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PROBLEMS AND PRACTICES IN
STARING JUNIOR COLLEGES

The establishment of junior colleges in large numbers is inevitable forboth the immediate and lc lig-term future, as Dr. Gleazer has pointed out.Such colleges must h° wisely planned and their programs effectively initiated;and yet, the literature on the establishment of junior colleges is meager andis largely limited to a consideration of criteria for, use in arriving at a de-cision regarding v.hether to have a junior college. There have also been oc-casional descriptive reports on the planning and establishment of individualcolleges. On the whole, however, an administrator responsible for starting anew two-year college searches in vain for a body of literature which will beof help to him.
It is with this background in mind that the present conference is beingheld. In the same context I have for the past two years been studying theestablishment of junior colleges. My work is concerned with what is doneafter the decision to have a college has been madeand, in particular, afterthe president has been appointed and through the first year of classes.Up to the present I have studied the establishment of 33 public juniorcolleges in 11 different states from Washington to Florida, from Californiaand Arizona to New York and Massachusetts, and from Illinois and Ohio toTexas.
In my investigations I have chiefly interviewed founding administratorsincluding presidents, deans of instruction, deans of student personnel, busi-ness officers, registrars, librarians, deans and directors of technical and eve-ning programs. I have also conferred with other staff members, members ofbeards of trustees, and representative citizens and have examined a multitudeof reports, documents, and boards of trustees minutes.
It is my purpose in this presentation to report representative problems andpractices in establishing junior colleges under six headings: Staff Personnel;Curriculum and Instruction; Student Personnel; Finance; Plant and Facili-ties; and Community Service and Relationships.
Before reporting problems and practices I should, however, like to stateand comment on two general conclusions which defy classification under anyof the headings to which I have referred.
The most striking and perhaps important finding of my studies up to thepresent will come as no surprise to those who have been involved in startinga two-year college. They have experienced the reality of the conclusion towhich I refer. It is this: The time typically available for planning and startinga junior college is all too short and, I might add, there is no evidence to sug-gest that available time will, in the future, be extended significantly.In the 33 colleges which I have been studying, the median date at which
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presidents assume their duties is seven months before the opening of classes.Only seven chief administratorsless than one in fourhad as long as a yearin which to start a college. Two had only two months.
Several reasons are advanced for the late appointment of administratorsor perhaps a more accurate statement would be for the early opening of

classes. Following the decision to have a college, the search for 2., president istime consuming. The selection of a chief administrator is perhaps the mostimportant decision a board of trustees is called upon to make. This under-
standably and justifiably requires time.

To delay the opening of classes for from 16 or 18 months after appointing
a president would usually deny the opportunity of junior college attendanceto members of current high school graduating classes in the community.Furthermore, income from tax sources might be delayed or sharply reduced
until instruction had started. As a result, a new college might lose sizeable
sums of money by failing to open classes at an early date.

It is such factors as these that make it unlikely that increased periods oftime will be available for establishing junior colleges. Accordingly, 1 suggestthat as we consider problems and practices we keep constantly in mind
limiting factors associated with restrictions of time.

A second over-all conclusion relates to a projected potentialcertainly not
to a realized achievement. It is this: In the establishment of junior collegesas also in junior college administration in generalprinciples, insights, andprocedures can to advantage be borrowed from varied disciplines and fields
of operation entirely outside of education.

At Cuyahoga Community College in Cleveland, LESS (Least Cost Esti-
mating Scheduling System) ha: Len borrowed from space technology, engi-neering, and building construction and applied to the establishment of ajunior college. Under this plan steps in establishment are identified, thelength of time required for various operations are projected, and a time-
sequence schedule for getting started is developed with the assistance of dataprocessing equipment.

St. Louis Junior College engaged the McDonnell Automation Center todevelop plans for the use of automated procedures (including forms andequipment) in student accounting (admission, scheduling, student perform-
ance reporting, student records), financial accounting (disbursements, re-ceipts. payroll, property records, bookstore, cafeteria, general ledger), andpersonnel administration (recruitment, employment, personnel records). Thecollege staff has worked with McDonnell personnel in procedure analysis andapplication to automation.

I refer to this conclusionnamely, that, in the establishment of junior col-
leges, principles, insights, and procedures can to advantage be borrowed
from varied disciplines and fields of operation entirely outside of educationand to these illustrations from Cleveland and St. Louis because it is clearthat junior college administrations have only begun to realize some of thepotentials available to them from a multiplicity of sources. Under the pres-sure of time it is imperative that they do so.

The process of starting a junior college consists of six major undertakings:
I. Plan and develop a curriculum, a program of instruction: Curriculumand Instruction.
2. Employ and organize a staff: Staff Personnel.
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3. Enroll, counsel, and organize students: Student Personnel.
4. Provide money for capital outlay and operation: Finance.
5. Provide plant and facilities: Plant and Facilities.
6. Relate the program to the needs of the community, and keep citizens in-

formed about the college and involved in its operation: Community Service
an,!. Reiaiiondtips.

I.

CURRICULUM AND INSTRUCTION

Deter) -lining what curricula and courses to offer and planning the in-
structional program are obviously essential steps in starting a college. But,
let's face it, because of the shortage of time the most frequent method of
building a curriculum for a new junior college is what I would designate
the "scissors and paste" method. Under this planif plan it may be called
the offerings of one or more neighboring colleges are adopted, sometimes in
their entirety. One president told me how he and his staff associates had
literally, in their haste to get started, copied the catalogue of another two-
year college. This publication proved to be full of inaccuracies, even for the
college for which it was intended. It was not at all adapted to the new college
and plagued its students and faculty for years.

Formal community surveys are ordinarily not madeunless they have been
made before the appointment of the presidentas a basis for curriculum
planning in new junior colleges. The reason is clearlack of time. Lay
advisory committees are, however, often found to be helpful in coming to
decisions about college offerings.

The Board of Trustees of St. Louis Junior College (Missouri) appointed
a technical education advisory committee of 30 knowledgeable community
leaders. After studying the role of technical-vocational education in the
junior college, the committee identified fields in which there were notable
personnel needs in St. Louis. On the basis of the findings and recommenda-
tions of the committee, the college staff developed curricula in hotel and
restaurant management, nursing, dental assisting, executive secretary, medical
records librarian, engineering technology, and law enforcement. The St.
Louis committee was a short-term action committee. It held only three
meetings--and this is important when time is of the essence.

Reference is repeatedly made to the importance of involving faculty mem-
bers in curr;culum planning and development, and yet announcements
including in, many cases the publication of a catalogueregarding the col-
lege and its program must ordinarily be made before the appointment of a
faculty. Several presidents have themselves formulated statements of college
purposes and philosophy and decided upon initial course offeringssome-
times in consultation with citizens of the community and with any staff
members who have been appointed. During the opening year of a college,
faculties can examine, re-examine, and revise original formulations and plans.

Frequently, faculties of new colleges are assembled for precollege plan-
ning sessions for a week or two before the opening of classes. This is a prac-
tice which a number of colleges continue to follow each fall.

At times faculties leave their campuses for retreats. At Foothill College in
California, the practice of having a weekend retreat at midyear was initiated
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during the first year of the col!ege and has been followed annually since. An
interesting fea e of the Foothill conference is that members of the board of
trustees atte d and participateto the mutual advantage of both trustees and
faculty me bers.

Librarians are typically among the earliest appointments at new colleges,
because having a librarian to organize a library and have it ready for service
by the opening of classes is both important and difficult. The recommenda-
tions of newly appointed faculty members are frequently used as a basis for
building a book collection. Studying the holdings of other junior college
libraries is also used as a guide to the selection of books. When the librarian
at one college was appointed, he was assigned the responsibility of selecting
and ordering books, even before he left his former position. The new college
employed a secretary to order books under his direction.

A small but increasing number of libraries are ordering books from jobbers
who not only supply books but also prepare them for the shelvesincluding
their complete cataloguing and processing. Under this plan books can be
placed on the shelves immediately upon arrival. Time is saved, and some
studies also show a financial saving. If this plan is followed, it is essential, of
course, for the jobber and the college librarian to have an agreement regard-
ing policies of cataloguing.

A number of colleges are developing their libraries as centers of instruc-
tional resources by including not only books and other printed materials but
also films, slides, recordings, programmed learning materials, and the like.
Unified catalogues for all types of materials are being developed, and listen-
ing tables and listening and viewing areas are providedas is planned at
Miami-Dade Junior College in Florida, where students may hear recordings
and view films just as they study books.

Development of a curriculum and a program of instruction, including
library facilities, presupposes, of course, a staff to administer and teach the
program.

II.
STAFF PERSONNEL

The selection, appointment, and organization of a staff are of obvious cen-
tral importancefor no college can be better than its faculty, and no faculty
can function without organization.

Basic to effective staff personnel policy and practice are the working rela-
tionships between the chief administrator and his board of trustees or other
body or individual to whom he is responsible. Administrators give notable
emphasis to the importance of defining the respective roles and responsi-
bilities of boards and presidents. "From the beginning," states one president,
"we defined and established practice regarding matters which are the re-
sponsibility of the board (policy) and of the president (administration)."

Another president explains that before accepting the position he drafted
a statement of philosophy, policy, and practice with particular emphasis on
the responsibilities of and relationships between the president and the board
of trustees. Several administrators report the value of the early development
of a board of trustees policy manual.'

1 Kintzer, Frederick C. Board ,Policy Manuals in California Public Jun:or Colleges. Oc-
casional Report from UCLA Junior College Leadership Program, No. 2. Los Angeles: Uni-
versity of California, 1962.
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A number of presidents cite situations in which it has been necessary to
educate city or county superintendents of schools, county supervisors, or
members of boards of trustees regarding the roles, program, and organiza-
tion of junior collegesand also regarding the mutual responsibilities of
administ'ators and board members.

°fie chief administrator reports that the superintendent of srlyinlc and
board of education have on several occasions made faculty appointments
without his recommendation and, in a few cases, without his knowledge.
From another college comes a report of the appointment to the faculty
apparently under some duressof the son-in-law of the superintendent of
schools.

A few--I am pleased to state very fewpresidents report off -campus pres-
sure to make politically recommended appointments to the staff. One chief
administrator who was asked by a powerful member of his state legislature
to se/ .ct a particular man as dean of at his college explained that
there was no such position. Came the immediate reply, "There will be within
three weeks," a promise which has fortunately remained unfulfilled.

Presidents who have unequivocally resisted political pressure have, they
report to me, succeeded in maintaining their personal and professional 'M-
tegrity.

Presidents of new colleges have certain advantages and certain handicaps
in selecting a staff. The short amount of time available for selecting a faculty
obviously creates problems. On the other hand, the fact that a college is being
started often attracts the interest of potential faculty members who are in-
erested in being charter members of a staff and in participating in a pioneer-
ing venture. Information about Adirondack Community College, New York,
and its staff reeds was sent to all graduate schools east of the Mississippi and
to selected commercial teacher placement agencies. In addition, wide pub-
licity was given to plans for the new college. As a consequence, more than
800 applications were received for the 12 positions to be filled.

The problem of securing qualified personnel in "shortage fields" is fre-
quently difficult. In seeking a superior teacher of mathematics, one president
visited the campus of a university with an outstandi.ig department of mathe-
matics and interviewed students. "I stopped them in the halls," he explained,
"to get their judgments regarding who was the best teacher of lower division
mathematics at the institution. There was general agreement on one man. I
investigated his qualifications, interviewed him, and invited him to a position
on our faculty. He accepted and has proved to be a superior faculty member
in every way."

Several presidents refer to the importance of using care in selecting staff
members. I visited with one administrator who, during the second semester
of the operation of his college, had had a faculty memberto use his ex-
pression"go sour" on him. When I asked him what he would do differently
if he were starting over again, he immediately replied, "I would make search-
ing inquirypreferably in personal conversation or by telephoneof the
present employer regarding the qualifications of every applicant before his
appointment."

Another president had found it necessary to discharge three faculty mra-
bers in the third year of college operation. He observes, "If I were starting
over I would make certain tha, sufficient time is provided administrators to
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make it possibleat an early dateto evaluate the services of faculty mem-bers. I would further want to make certain that faculty members are in-formed at an early datepreferably in time to make correctionsif thereis any question about their reappointment."
Although in the country as a whole the plurality of new public juniorcollege instructors comes from high school teaching positions, there is somedisagreement regarding the desirability of appointing high school teachersto junior college faculties. On the one hand, it is suggested that the ap-pointment of high school teachers in sizeable numbers may tend to create animage of the college as a high school. On the other hand, it is pointed outthat high school teachers with, of course, a strong background in their teach-ing fields will likely be interested in teaching and qualified for working withstudents who have wide ranges of abilities. Most presidents report that theywould settle for a staff with varied backgroundssome from high schools,some from colleges and universities, others from business and industry.Several administrators report that the public image of their new collegeshas been enhanced by the appointment to their faculties of outstanding highschool teachers from local communities. The reputation of these instructorshas reflected credit on new colleges.

One administrator explains that a high school in his district was handi-capped seriously when three of its faculty memberstwo of them the out-standing members of the staffwere appointed to positions in the newjunior college. As a consequence relationships between the high school andthe college werefor a timeanything but cordial.
The order in which administrative appointments are made varies widelyfrom college to college. Decisions regarding whom to appoint first dependsupon such factors as the size of the college and the qualifications of thechief administrator. There is, however, general agreement that administrative

personnel should be available early in the fields of curriculum and instruc-'on, student personnel, finance, and the library. In a small college, the presi-tent may "double"depending on his qualificationsas chief administratorand dean of instruction or dean of student personnel.
If an administrator succeeds in building a strong staff, he is indeed well onthe way to building a strong college. The college must, however, make earlyprovision for the enrollment and organization of students.

STUDENT PERSONNEL
One of the first duties of the administrator responsible for student per-sonnel services is to see that high school pupils of the district are informedabout the college and its program. The importance of this step, plus the im-portance of preparing for registration, has led presidents to make early ap-pointments of administrators in student personnel services. At Barstow andGrossmont Colleges, in California, deans of personnel were the first appoint-ments following the president. At Miami-Dade Junior College, in Florida, thedean of student personnel and registrar was also a first appointmentcon-

current with the dean of administration.
New colleges frequently make formal surveys of the goals and interests ofhigh school pupils within their districts. The findings of such a survey can
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be used in developing the curriculum as well as in planning registration. At
Cerritos College, in California, this plan is also reported to have notable
value in developing college-community relationships.

The establishment of requirements for admission is dependent, of course;
on the philosophy of the college. 'lust as policies differ among colleges, so
also do standards of admission. Most of the colleges I have visited follow an
"open door" policy. A number are, however, highly selective, ana one col-
lege pridefully referred to itself as "the Harvard of junior colleges."

Closely related to admission are retention and probation, for both of which
policies must be established.

Other areas of student personnel services in which early planning and de-
cisions are required include records, reports, counseling, testing, student
orientation, loans, and scholarships.

Several presidents, in commenting on the importance of student morale to
a new college, point out the value student government and extra-class activi-
ties can have in developing "college spirit." At Peninsula College, in Wash-
ington, where the dean of student activities was the president's initial appoint-
ment, early attention was given to the early planning of student government.
Representative students who were to enter the college at its opening in Sep-
tember were, during the summer, invited to the campus for preliminary
discussion of such matters as the constitution for student government, student
elections, college colors, and even college mascot.

I.V.

FINANCE

It has been said that a college budget is the most important and accurate
statement of its philosophy and policy. Matters relating to finance are, there-
fore, important not only from the viewpoint of the amount of funds secured
and disbursed but also from the viewpoint of how moneys are spent.

A difficult problem faced by many new colleges is securing funds to pay for
the initial costs of getting started. In some states funds cannot be made avail-
able until classes are under way. A number of colleges, therefore, borrow from
banks or other sources until proceeds from tax revenues are available. At
Cuyahoga Community College, in Cleveland, private donorsincluding in-
dividuals, corporations, and foundationsmade gifts to the college to pro-
vide funds for planning and starting phases.

Many colleges need to sell bonds and must, therefore, hold bond elections.
Repeatedly reported are plans under which citizen's committees participate
in arriving at decisions regarding what funds are needed, as well as in the
development and conduct of the bond campaign. At Imperial Valley College,
California, a 60-member College Building Planning Advis1/4. y C.lomnlittee,
with six subcommittees, worked on the planning which preceded a bond
election that was passed by a 13 to 1 majority.

The problem of whether to choose the site of a college before a bond elec-
tion is faced by many new colleges. On the one hand, it is pointed out that
if a site is announced before the election, citizens who oppose the site may
oppose the bonds. Some bond elections are lost as a result. On the other hand,
it is suggested that the selection of a desirable site before an election may
increase the favorable vote on bondsand this, too, has happened.



In lieu of selling bonds to pay for capital outlay, some colleges, where state
law permits, operate on a "pay as you go plan." When this is done, tax elec-
tions are sometimes held to authorize the levy of special taxes to pay for col-
lege sites and plants. Economy is claimed for this planand a "debt-free col-
lege" does have a wide community appeal. This plan has been followed by
Orange Coast College and El Camino College, botn in California,

Several presidents comment on the value of giving extensive publicity to
the fact that costs are unusually high during the opening years of the college.
A few propose opening on generousand one suggests almost extravagant
budgets so that the community will realize that a college is expensive
and expect to pay for a quality program. On the contrary, others point out
the value of economizing and helping citizens realize that the administration
is endeavoring to keep costs down.

On one item there is general agreementnamely, it is essential to establish
an attractive salary schedule. A few colleges adopt a policy of having a salary
schedule as high as any in their state or section of the country; others aim
to equal or exceed the average of colleges in their region. It is clear, of course,
that a high salary schedule is an important factor in staff recruitment.

V.

PLANT AND FACILITIES

It is obviously impossible to select a site, plan and build a plant during five
to eight months between the appointment of a president and the starting of
classes. Accordingly, most new junior colleges open in temporary quarters.
At times, classes in a new junior college meet on a high school campus in late
afternoon and evening hours, as was done at Cerritos College and Barstow
College, in California, and at St. Louis Junior College, in Missouri. San Ja-
cinto College, in Texas, opened in a remodeled store building; Cuyahoga
Community College, in Ohio, in an abandoned junior high school; Massa-
chusetts Bay Community College, in buildings formerly used by Boston Uni-
versity for dormitory and classroom purposes; arid the Loop Branch of Chi-
cago City Junior College, in an office building previous'y used for extension
classes by the University of Ch5cago. Rockland Communil College and
Dutchess Community College, in New York, opened, respectively, in a former
home for the aged and in a former hospital. Both of these colleges are on what
is planned to be their permanent campuses, and some of their present re-
modeled buildings are included in their long-term campus plans.

At two eollege buildings had been plannedand in one case constiucted
before the appointment of the president. Unfortunately the planning had
been done by school superintendents, boards of trustees, and architects with
no experience in junior colleges. These colleges opened classes in permanent
plants with notable deficiencies.

At the College of the Desert, in Californiawith a period of more than
three and one-half years between the appointment of the president and the
opening of classesinstruction opened in the fall of 1962 on a permanent
campus and in permanent bui:dings, planned under the leadership of the
president and dean of instruction.

At the Clearwater campus of St. Petersburg Junior College, in Florida,
more than three years is being devoted to planning the new college and its
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plantwith instruction scheduled to begin in new buildings in the fall of
1964.

Presidents repeatedly refer to the value of staff -wide participation in plan-
ning new buildings. When colleges open in temporary quarters, faculty mem-
bers ordinarily engage in such planning for their new, permanent campuses.

Several administrators urge the importance of appninting a highly quali-
fied architectpreferably, some suggest, with experience in designing plants
for junior colleges.

One president whose college is in the midst of a costly rebuilding program
explains, "We were penny wise and pound foolish. We engaged an architect
whose charges were lower than his competitors and who assured us that he
would save us a good deal of money. He had had no experience in con-
structing junior college plants and little with public schools. He did save us
some money in our original outlay, but we have more than paid for such
savings in the high cost of plant maintenance and now in the costs of rebuild-
ing."

Although in my studies I have made no analysis of buildings as such, I
have from time to time had my attention drawn to characteristics of new
plants. Among features which I find particularly commended are those that
provide for flexibility: lecture, discussion, and conference rooms of different
sizes and shapes to meet the requirements of varying types of teaching and
learning activities; the construction of partitionsincluding soundproof
sliding doorsso that space may be rearranged and reassigned to meet new
needs; and the generous provision of conduits to provide for the use cf tele-
vision and other as ye'.: unanticipated electronic aids to learning. The factors
just described will, as time goes on, become increasingly important.

VI.

COMMUNITY SERVICE AND RELATIONSHIPS

Many activities referred to earlier provide community services and establish
community relationships. Among these are surveys of high schools, the use of
advisory committees in curriculum planning, the use of citizen's committees
in projecting college needs and in planning and conducting bond or elec-
tion campaigns. In a very real sense building curricula on the basis of com-
munity needs represents community service at the highest level.

Several presidents stress, however, the importance of providing special com-
munity service programs early in the history of a college. In most cases these
include the provision of lectures, concerts, forums and the like. At North
Florida Jt.nior College, however, plans were more ambitious. During its first
year the college opened a high school guidance centerunder a highly quali-
fied expert in student personnel servicesto aid secondary schools in essen-
tially rural areas in establishing and developing guidance programs. The col-
lege similarly established a regional audio-visual center to serve the public
schools in its section of Florida.

The practice more frequently reported by presidents than any other was:
"Tell the story of the college in every way possibletalks to community or-
ganizations, radio and television programs, newspaper publicity." One col-
lege employed a reporter on a local paper part-time to write news releases
for his and other papers. One president's first staff appointment was the di-
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rector of community relationsan appointment which apparently more than
justified itself.

Several administrators held repeated informal meetings with representa-
tives of every element in the communitybusiness, labor, agriculture, reli-
gion, and government.

VII.

CONCLUSION

In this presentation I have reported and briefly discussed a variety of prob-
lems and practices in starting junior colleges. The list of these will be ex-
tended during the next three days as plans and procedures for getting
under way are examined in greater detail.

In bringing this presentation to a close, I would like to state three conclu-
sions with which I am particularly impressed as I study and analyze the
processes of getting started:

1. The time typically available for establishing junior colleges is all too
short. There is, however, currently little likelihood in most situations
of lengthening the time between the appointment of a president and the
opening of classes.

2. Procedures of establishment epitomize the processes of junior college
administrationcondensing into a restricted period of time functions
and operations which make it possible in bold relief to identify and ex-
amine major problems, trends, and opportunities in junior college ad-
ministration.

3. The time pressures under which adminiistrators and their staff associ-
ates work in establishing junior colleges may well impel the development
and application of principles and procedures which will have far-reach-
ing consequences for the administration of junior collegesnot only
those which have been long established.

To the extent that necessity is the mother of invention, I hold out to you
the hope that the limited time typically available for getting junior colicges
started may well lead to a period of new creativity in junior ro!lege adminis-
tra tion.
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ELLIS M. BENSON
Dean of Instruction

Cuyahoga Community College
Cleveland, Ohio

STEPS AND TIME-SEQUENCE FACTORS

IN STARTING JUNIOR COLLEGES
It is my purpose in speaking to you tonight to describe a process by which

the component elements of establishing a junior college may be designated
and articulateda method which, I believe, will have practical application
to many circumstances of junior college establishment.

Over the past years as junior college openings have increased in number,
founding administrators have frequently expressed the desire for a checklist
of tasks to be accomplished or guidelines to aid them in performing the nu-
merous and complex steps in the establishment process.

This evening I shall try to point out some of these tasks, the way in which
they were identified, and how they may be organized for effective use.' I shall
present to you a type of checklist which, I believe, can be used with proper
modifications for almost any circumstance.

I.

STEPS IN ESTABLISHMENT

The steps in establishment, as I have worked them out, are limited to the
period from the appointment of the president through the first, year of in-
struction. However, the method to be discussed may be effectively applied to
any pericci of time during the period of establishment. An appraisal of the
problem might lead one to think that with considerable research and much
tedious effort the many steps could be fairly easily determined and could
comprise a somewhat useful checklist. Further analysis of the establishment
process readily shows the need for the organization of the steps into useful
categories and a consideration of the time and sequence interrelationship of
the steps.

An effective organization categorizes the activities involved under the
major areas of: (1) curriculum; (2) student personnel; (3) staff personnel;
(4) community services; (5) plant and facilities; and (6) finance. I found it
useful to include in an additional category a small group of initial activities
which I (-all "preliminary ctppc "

The usefulness of this grouping is apparent in that ;,lie administrators and
groups of people who would be primarily concerned with one area or another
would have the advantage of having the steps of most concern to them already
categorized. For example, in the area of curriculum, a dean of instruction and
others working on the development of a program would have at hand a list of
those activities pertinent to their primary responsibility.

1 Benson, Ellis M. An Investigation of Critical Steps in Establishing California Public
Junior Colleges. (Unpublished dissertation) Los Angeles: University of California, 1963.
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Before going into the interrelationships of the steps, it may be of interest
to present a few examples of steps within each area. A number of important,
initial procedures defy classification under any single area of administration;
for example, employment of an administrative secretary; clarification of the
functions of the board of trustees and the president; organizing and securing
recommendations from lay advisory groups; the decision whether to employ
an educational consultant; and determining when to open for instruction.
All these and a few others are early decisions which I have grouped under the
category of preliminary steps.

Of the 63 steps to be accomplished in the area of curriculum, 15 involve
the selection of courses raered.

There are other matters related to this task: graduation requirements,
transferability of courses, the evening and extended day program, special pro-
grams, and general education. Several steps involve the important business
of selecting texts and establishing curricular relationships with the library.
Among the more mechanical. but essential tasks are developing a college
catalogue, producing class schedules, and making plans for summer session
courses. Of major importance during the first year of instruction are those
steps that deal with curricular addition and revision and the evaluation of
the program.

Fifty-six different steps in the student personnel area are grouped under ad-
missions and records, counseling and guidance, student government and ac-
tivities. Some steps are difficult to classify; for example, providing student
placement services. The steps necescar; for these services were placed under
counseling and guidance since a substantial amount of counseling and guid-
ance is involved with the placement of students in full- and part-time jobs.

Fifty-four steps in the area of staff personnel were conveniently categorized
in three groups: first, preservice identification and selection, which steps deal
with determining need for personnel, finding and employing them; second, a
group of steps in which participation of instructors in administration and
community relations is clarified; and third, the steps in which the conditions
of teacher service are decided upon. Conditions of teacher service are devel-
oped for the most part by administrators prior to the employment of the in-
structional staff. It is recognized that there is need for cooperative planning
with the faculty in this area, but prior development of such information is
necessary in order to employ instructors.

Community services may be viewed from two aspects: (1) the function of
public relations, involving communication with external publics in the area
served by the college, and (2) the actual services provided by the college to
the community. The terms "community relations," "community services,"
and "public relations'. tend to be used rather loosely and somewhat synony-
mously. I prefer to use the term "community services" to describe the college
program directed toward community help and improvement, and
which information about the college is disseminated. Thus, the steT es-
sary to provide community services fall under classifications of puT
dons, those social service programs which an educational institt.,h,h may
provide the community utilizing the special skills and talents of staff, and
public affairs and cultural programs.

Under community services the group of steps perhaps most emphasized and
considered vital to the establishment process is that dealing with public rela-
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tions. "Telling the story of the college" has proved to be an important andvaluable method of communicationparticularly in the period preceding theopening of classes.
According to my research, 58 steps rly be required to prepare plant andfacilities for a new junior college. If there is a decision to open in temporaryquarters, additional steps will be required. Groupings of these steps may fallunder the following categories: (1) the employment of an architect in orderthat he may participate in early planning for the campus; (2) the criticalplanning process during which educational needs are translated into plantand facilities; (3) the selection and acquisition of a site or sites for the pro-jected campus; (4) preparation for and completion of construction beforeopening for instruction; and, finally, (5) providing equipment for thecampus.

From the approximately 60 financial tasks required of administrators ofnew community colleges six categories of steps emerge in which various ac-tivities are performed and decisions made regarding the accumulation andmanagement of funds essential to the development and operation of theinstitution.
Upon his appointment, a first concern of a president is to obtain funds fortemporary offices, clerical help, and, indeed, his own salary. Until receipt ofincome from bonds or tax receipts no money is usually available for operat-ing expenses.
Compilation of projections of various kindssuch as enrollments and as-sessed valuationis needed as a basis for estimating future cost as well asfuture needs.
A third category may be considered in two phases: (1) determination ofsources of income for the college, and (2) preparation of the budget.Should the decision be made to carry it out, a bond campaign warrantsconcern as a fourth category among financial tasks.Regardless of the source of funds, a fifth category involves the establish-ment of procedures for handling funds and accounts.Institution of an insurance program is a sixth section to be consideredunder financial responsibilities.

These 356 steps in the establishment of junior colleges represent a listwhich is comprehensive in scope and which is derived from the actual ex-periences of administrators who have been through the process of juniorcollege establishment.

II.

TIME-SEQUENCE CONSIDERATIONS
The listing and organization of steps, per se, is of value; but there areother elements which must be considered in bringing together the com-ponent parts of the establishment process. Perhaps the first such element isthe time a particular step should or could occur. It becomes obvious that cer-tain steps must be accomplished in one administrative area in order that othersteps may be completed in proper sequence in other areas. For example, atCuyahoga Community College, instructors were not offered contracts untilthe state had deposited funds to cover the first year'; budget. Another elementis the campus location. Site criteria cannot be specified until the amount of31



a bond issue to be attempted is decided. Should some unusual delay occur in
one area of administration, related areas will also be delayed. No area is com-
pletely unrelated from another in the total project.

The time which a step consumes is also of vital importance. The administra-
tor is fared with a mimhPr of firm, and cr;t;c-A, deadlines All the a,a:...:stra-
tive efforts must be directed towards the first day of instructionthe most
pressing pal in time. Such deadlines combined with the inteirela donships
of steps jug. noted complicate the establishment process.

For this reason, the checklist of steps I have described includes time esti-
mates, in days, for each of the activities, decisions, and events. It becomes
quite clear that since the date determined for the start of instruction is de-
cided upon at a very early stage, the time taken for the combined steps must
equal the total between the determination of the opening date for instruction
and the actual opening for classes.

Some of the times cannot be estimated but rather are rigidly circum-
scribed by statute or code or are dependent on action of county agencies. An
example is the time requirement in California necessitating a 100-day period
between the bond announcement and the vote on the issue.

The majority of times estimated for steps derive from administrative de-
cision. These are difficult to establish accurately. Administrators universally
admit miscalculation and have found in their experiences that substantially
more time was required to accomplish steps than was generally estimated.

The sequence in which the steps are undertaken introduces a further com-
plexity into the establishment process. Some steps must be undertaken se-
quentially; others can be accomplished concurrently. Administrative deci-
sion determines both sequence and concurrence of steps. For example, the
series of steps leading to publication of a catalogue: determining graduation
requirements, writing course descriptions, and developing suggested curricula
for the various majors can all be done currently. Recommending courses of
instruction, on the other hand, must precede board approval of such courses.

Three kinds of relationships have been noted which would complicate a
relatively simple list of steps: (1) some steps must be delayed in one area of
administration until a step in another area has been completed; (2) time esti-
mates must be made for each step; and (3) the sequence or concurrence of
steps must be decided.

Some method is now necessary to organize the steps, their times and their
sequence, so that the administrator can know where he is at any particular
moment in the dynamic process of junior college establishment. Time charts,
action calendars, or Gantt charts, frequently used, show activities but do not
reveal their relationships. At best they indicate most of the interactions simply
as occurring at specified times after the beginning or before the completion of
activities concerned.

CRITICAL PATH METHOD

To solve the problem I turned to the critical path method, which utilizes
high-speed electronic computers, with appropriate analytical techniques as
a basis for providing a precise, time-based organization of the steps in junior
college establishment. Of the two prominent variants of the critical path
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methodPERT (Project Evaluating Review Techniques) and LESS (Least
Cost Estimating Scheduling System)I found the latter more appropriate
to my needs. LESS, a program developed by International Business Machines
for the IBM 1620 computer, ;s used to define,, integrate, and interrelate what
must be done to accomplish objectives on time. The method is also a diag-
nostic technique for quantifying knowledge about the uncertainties faced in
completing intellectual and physical activities essential for the timely achieve-
ment of program. deadlines.

Briefly stated, the advantages claimed for the critical path method are as
follows:

1. It automatically requires the establishment of detailed plans.
2. It establishes the sequence and interrelationship of significant program

events.
3. Due to frequent reporting and high-speed data processing, it provides

up-to-date information on the status of progress on a program,
4. It permits rapid and accurate analysis of a program.
5. It aids in the formulation of new schedules when an existing schedule

has been shown unachie=vable.
6. It does not conflict with other management aids.

The initial procedure in beginning a program is *A) list all activities and
eventswith time estimates for their separate accomplishment. In this case
I used the 356 steps in the junior college establishment process with their time
estimatesthe list I have described to you already. The steps are plottedin
proper sequence and concurrenceon a flow chart network from the appoint-
ment of the president through the first year of instruction. Proceeding in this
manner through preliminary steps and those of the six areas of administra-
tion, the total program is graphically depicted.

After the flow chart network was plotted, steps in the several areas of ad-
ministration were linked according to their interrelationships in order to
focus attention on steps which cannot be initiated until a prior step has been
completed.

Information taken from the chart is then punched on IBM cards and fed
into a IBM 1620 computer. Incidentally, it is not necessary to have a computer
and an understanding of parametric linear programming to derive benefits
from LESS. Many computing service firms offer computational help on a con-
tract or fee basis, and a number of computer programs exist.

Using the time estimates for each activity, the computer program totals all
the times along every possible path in the network from the first event to the
last event. It then computes four dates for each activity: the earliest start date,
the earliest finish date, the latest start date, and the latest finish date. It also
computes the total float time, the time an activity can be delayed until it af-
fects this total project time; and also the free float time, i.e., the time an ac-
tivity can be delayed until it changes the earliest start date for a succeeding
activity. One other piece of valuable information determined by the com-
puter is the critical path, which is the sequence of events and activities be-
tween the start of the program and its completion which will require the
greatest time to accomplish.

An analysis of the data can reveal the number of activities that must be
begun or completed during any stated period. This information is of value
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to the junior college administrator in planning his own time and efforts aswell as that of his staff.
If in any period more activities require initiation than can be accomplished,reference can be made to the total and free float times. The administratorcan proceed first with those activities having available the least float timea"first things first" basis for action. In this way the chances of remaining withthe schedule ale enhancek
Recognition of the reality of linked activities produces a more realisticallytimed program by adding days necessary to the completion of a project whichcannot otherwise be accurately estimated. This enables the junior collegeadministrator to estimate more closely the time the staff will need to performactivities necessary to the establishment process.
The critical path also presents the administrator with useful information.The activities along this path possess no float time and brook no delay in theirinitiation or completion. The critical path provides a basis for choice by man-acrement when there are more activities than available staff.e,

It should be noted that if a time estimate is changed, its effect on the entireprogram-completion time can be quickly determined by inserting this changeand rerunning the program.
If, after the project is initiated, actual times for events differ from the esti-mated times, those corrected times can be inserted, the program rerun and theentire project network updated.
I am pleased to announce that in the establishment of Cuyahoga Com-munity College we are currently applying the critical path method. The totalprocess through the first year of instruction has been explicitly planned and aflow chart network constricted. Every week each administrator receives a deckof cards and a listing of steps for which he is responsible. During the week hemakes changes as necessary on his cards or adds new cards. Each week theentire program is rerun and the effects of his new estimates are shown as theyaffect the total program. A complete listing of the entire program is alwayson file in the president's office. In this way it is expected that all necessarysteps will have been accomplished before the deadline e.g., opening for in-struction.

In conclusion, the critical path method may be applied as a managementdevice for identifying and organizing the sequences, time of activities andevents in the establishment of junior colleges.
The use of the method provides continual reanalysis of the status of heestablishment process. Frequent reporting by all involved in the processhelps to provide up-to-date information. Its use is of particular value in therapid formulation of new schedules when an existing schedule is unachiev-able.
An essential element of the method is the necessity of explicitness in plan--"-g; it automatically requires the establishment of detailed plans as evi-denced by the flow chart network. The method provides management by ob-jective as well as management by exception. I firmly believe it can be a valu-able aid to administrators faced with the task of establishing a new juniorcollege. I might add that I anticipate that the steps with their plotted timeand sequence may be published and made available to those who have in-terest in their use. I trust that they may then prove of value to those engagedin the exciting and complex project of establishing a new college.
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GUIDELINES FOR PROVIDING AND
ORGANIZING STUDENT PERSONNEL
SERVICES IN A NEW JUNIOR COLLEGE

A consideration of the basic guidelines for student personnel services in ajunior college requires at least a brief affirmation of the principles that under-lie the entire junior college movement. In recent discussions, various aspectsof the function of the junior college have been emphasized. We have heardthat it is ar important segment of the total national system of education andthat it contributes to the health of the body politic and of the economy byproviding a supply of competent workers and of alert citizens.
Other discussions emphasize the more immediate effects of the junior col-lege as a community institution, with a reciprocal relationship of interde-pendence and cooperation. The college seeks out the educational and cul-tural needs of the community and establishes appropriate activities to satisfythe needs; and the community provides support and encouragement and as-sistance to the college in all of its tasks.
Still a third line of analysis concerns itself with the junior college as a partof higher education. On the one side, the junior college is welcomed becauseof a belief that it can relieve the universities of the burden of screening theunfit; under pressure of that well-known "tidal wave," the junior college isseen as a safety valve or a diversion basin to protect the quality of those othersegments of higher education "that are concerned with quality." Those whoknow the junior college, of course, respond indignantly and firmly that it hasmuch more than a residual function; it is far more than one-half of a liberalarts college, and it has a meaning and a set of tasks of its own, regardless ofincreasing numbers and without reference to the inherent problem- of othereducational institutions. In the light of modern social and technical realities,they say, as Voltaire said in another connection, "If the junior college didnot already exist, we should have to invent it."

L

SERVICES TO INDIVIDUAL STUDENTS
These considerations of the service the junior college can provide to thestate or to the community or to the "establishment" of higher education, ofcourse, all deal with institutional relationships. Our purpose this morning isto look at a more immediate, more personal and fundamental, and probablya more important aspect of junior collegestheir service to the individualstudents who come to them. The area of student personnel services includes
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practically all of the nonclassroom contacts that the student has with the
college. These contacts must have at least two primary purposes; and the
whole institution may fail in its mission if these two purposes are not ex-
plicitly recognized and deliberately planned.

The first and most obvious purpose of student personnel services is to
facilitate instruction. These facilitating services attempt to distribute the stu-
dents to the appropriate courses, to keep the records, to deal with probation
and discipline and with activities and with conditions that may interfere with
learning. They perform a sort of housekeeping function. But there is a second
and equally important purpose: student personnel services themselves must
care for instruction in important areas. They provide for the growth of stu-
dent self-understanding through individual face-to-face counseling sessions,
and they encourage essential social and political learning by means of the
student activity program. Universities in other parts of the world, we are told,
manage to exist without either of these types of service. They ignore the non-
intellectual aspects of student life, and they refuse to accept the responsibility
of standing in loco parentis to the presumably adult and self-directed college
student. American colleges, however, throughout their history have been con-
cerned with both of these aspects of student life, and the concern seems to be
even more appropriate at the junior college level than at the four-year col-
lege or university level.

The need for personnel services arises in part from the "open door" policy
of the public junior college. In spite of the fearful advice that high standards
of admission can save money and protect the integrity of higher education, it
seems fully in harmony with the best elements of "The American Dream" that
the door of opportunity be kept open.

Some of us in this room know only too well that high school achievement,
although it is the best single predictor of college success we have, is still only
a partial and fallible index of _bility. Both the "early sleepers" and the "late
bloomers" abound sufficiently in our society to justify efforts to keep the door
to further education continuously open to citizens who have a sincere desire
to make up subjects previously missed arid to extend their education. Some
who try will fail; on the other hand, some who try will succeed; and the nation
and the individual will benefit from their success. Moreover, if one kind of in-
stitution, the junior college, concentrates on keeping these doors open, other
institutions can exercise exclusive selectivity, secure in the knowledge that
no worthy student will be arbitrarily excluded from the highest attainment
of which he is capable.

This open door policy has consequences in the characteristics of the stu-
dent body to be served. As the numbers of high school graduates increase,
institutions that are able to control their admissions serve an ever more
homogeneous group of students. Thus it becomes possible for President
Du Bridge, of California Institute of Technology, to proclaim that "high
school freshmen are better than ever." Harvard University reports that as
many as a third of high school graduates who are admitted are granted ad-
vanced standing in one or more courses. Stanford's dean of students has
remarked that the lower half, on academic aptitude, of the 1947 class at Stan-
ford would not be admitted today. Even the great state universities are plan-
ning to expand less rapidly than the growth of the college-bound population.
For example, the California Master Plan for Higher Education provides that
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eligibility for admission to the University of California shall be limitea to
121/2% rather than the former 15% of the state's high school graduates.

In the public junior colleges, however, increasing population and increas-
ing proportions of the college-age group, who begin college and persist longer
in college, will inevitably produce a greater diversity in the range of student
characteristics. The difference between the most able and the least able stu-
dent will increase; but there will be other and more subtle diversities. The
range in age, and in quality of previous schooling, and in quality and in-
tensity of ambition, and in vocational goals, will be increased. Not the least
important difference will be the introduction of large numbers of able young
people from lower socio-economic groups. Clark's study at San Jose City Col-
lege demonstrated that the occupations of fathers of City College students
were distributed almost exactly in the same way as the occupational structure
of the entire community. It is true that this fact indicates an effective democ-
ratization of educational opportunity; it is also a fact that some of the students
from the so-called "blue collar class" present a new and vigorous challenge to
the counselor and the teacher. Some of them have not been accustomed to an
intellectual environment; they have never picked up a book for pleasure, nor
heard a voice raised in defense of an abstract idea. In a very true sense, they
have been "culturally deprived"and they come to the junior college in a
timid and tentative search for a culture whose value they accept purely on
faith.

An inevitable consequence of this new heterogeneity of the junior college
student body is the diversified curriculum. It would make no sense to main-
tain an open door admission policy to all varieties of students and then to
force them all into one or a very few educational patterns. So far, the progress
of junior colleges in effecting diversification of curriculathose actually
signed for by studentshas been disappointing. The idea has been accepted,
and some of the courses have been developed; but too few students choose the
newer and more practical courses, and too few courses are made available.
There are signs, nonetheless, that this diversity must and will improve.

Changes in the occupational structure encourage diversity. These changes
include the shortage of professionally trained persons and the increasing
needs for technicians to support the work of the professional; the shrinking
of opportunity for unskilled workers; and the increasing requirement of
schooling beyond the high school as a qualification for any job at all. The
difficulty of predicting the occupational structure is another pressure toward
a rethinking of junior college offerings. What kinds of work will be needed
in 1975 or 1985? Life reported in June its belief that 80 per cent of the
1963 college graduates would fill positions that did not exist when these
graduates started school in 1946 or 19471

The diversified curriculum, in turn, brings with it a need for restatement
of prerequisites for specific courses. Too often, stated prerequisites have been
established simply as hurdles to exclude less able students, without evidence
of their relation to success in the course. Yet it must be obvious that not all
students are able or adapted to or needed in all fields of study. Reasonable
and operative screening of students for each curriculum is an essential con-
comitant of the diversification of courses.
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II.

NEED FOR PERSONNEL SERVICES

The principles ,just clicrilqced pnint inPvitnhly to the nppri fnr imprAveri
student services. If more students, of a wider range of interests and capacities,
are to choose from among a rich and varied educational menu in preparation
for an evolving and shifting occupational world, they will need help! This
help is provided through the guidance aspect of the personnel services. The
same factors point to the need for other personnel services.

The commuting student body, drawn as it is from all segments of the com-
munity, looks to the student personnel office for activities and opportunities
that will develop the best parts of the atmosphere of a collegethe interest
in intellectual and cultural experiences as well as in the governmental, social,
and athletic experiences that are traditional elements of a college experience.
The counselor must become more than an educational adviser and schedule
maker. He can no longer accept at face value, as an informed and competent
decision, the student's bland assertions, "I wanna be a coach," or "I wanna
be an engineer." Every such announcement must be reconsidered and vali-
dated afresh, with exposure of the student to reasonable and existing alterna-
tives, on those occasions when all indications point away from his original
statement of intention. Placement and follow-up services are further cons
quences of increasing diversification. The student who has found an accept-
able occupational goal and has prepared himself to attain it deserves as-
sistance in finding the job he seeks; investigation of this latter progress on
the job will be of continuing value in adapting the educational program for
future students

These, then, are the influences that affect junior college personnel services:
occupational realities, growing enrollments, burgeoning curricula, and the
need to foster a truly collegiate atmosphere on the two-year campus. Let us
turn now to consideration of the sorts of services that must be created in re-
sponse to these pressures.

III.

SERVICES TO BE PROVIDED

The scope of student personnel services may be demonstrated by a listing
of the kinds of activities that are commonly found under the supervision of a
dean of student personnel in a junior college:

1. Information for the community at large about college purposes and
courses

2. Information about corege purposes and courses to the high schools
F.tudents, administrators, counselors, teachers

3. Group and individual tests of aptitude and of personalir:administer-
ing and interpreting

4. Information to faculty, curriculum committee, administration, about
students, collectively and individually

5. Preregistration interviews with students
6. Establishment and maintenance of student records
7. Changes of program
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8. Longterm educational planning
9. Personal counseling

10. Approbation and probation procedures
11. Approval for graduation
12. Transcript preparation and mailing
13. Placement and follow-up of graduates
14. Teaching of orientation or other group-guidance courses
15. Student government
16. Student welfarehealth, loans, scholarships
17. Social activities
18. Coordination of athletics
19. riscipline.

There may be activities that I have overlooked, or that are included within
a broader item; but the list is sufficient to show that student personnel services
are a broad and essential category of junior college service and that they
require careful administration and adequate support.

The timing of some of the informational services deserves a moment's at-
tention. I have had junior college presidents tell me that they were unable
to offer, in their communities, the terminal courses that are considered an
integral part of their responsibility. "We have tried to organize two-year tech-
nical courses," they say, "but our students insist on pursuing baccalaureate
degree courses. We explain the occupational courses as each student comes
to register, but they still insist on the degree pathway."

The key phrase in their explanation is "when the student comes to reg-
ister." It is time for all of us in the junior college movement to recognize that
many of our constituency, parents and students, de. not yet understand the
institution. College still means, to most Americans, a four-year degree; and
we should not expect an entering freshman to revise that definition as a result
of one interview. Instead, it is the responsibility of the personnel office to see
that every possible avenue of information is used to inform the community
early and often of the special characteristics of the junior college curriculum.
High school teachers and counselors must be invited to the campus; sopho-
more and junior students can consider the diversified meanings of the generic
term "college." By radio and newspaper and PTA and service clubs the word
must be spread about the educational offerings as well as the athletic sched-
ules and financial needs of the college. By these paths, students and their
parents can be led to consider in advance their choice of curricula, so that
the community college can do in fact what it is intended to achieve in princi-
ple. The student personnel service: are in a strategic position to carry out the
educational public relations that are an essential complement to other inter-
pretations of the college.

IV.

PROBLEMS OF STUDENT PERSONNEL SERVICES

The nonresidential nature of the community college and the shortness of
the student's enrollment pose problems for all aspects of personnel services.
The student's entire attention is not concentrated, as it might be in a residen-
tial college, on instructional and collegiate activities. His home life, his work,
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his nonstudent companions, and even distance from the campus interfere
with his study as well as with his participation in clubs, sports, student gov
ernment, or social activities. The fact that a large proportion of students
come from the "blue collar" class introduces additional difficulties. Funds
for participation may be limited; previous PxpPriPnce in rniddle- Ir .acc social
functions may have been either entirely lacking or spiritually frustrating;
opportunities fot leadership may have been preempted, in high school, by
academic or social cliques. The insights and attitudes to be derived from stu-
dent activities are educationally valid and highly desirable for this segment
of the student body; but it may prove almost impossible to gain their partici-
pation, unless all institutional arrangementsschedule, costs, election pro-
cedures, campus opinion, and faculty attitudesconspire to encourage and
welcome widespread participation.

There is, of course, a reverse side of this situation. The fact that many high
school leaders will attend other colleges leaves a void in junior college activi-
ties that must be filled by some of the able but inexperienced youth who were
previously habituated ti) lacing elections. They will couple their lack of ex-
perience with determination to prove themsel-vc:s. They will gain competence
through work on Fr, iblications and committees and government, and even
through intensive pmts schedules, that will make them strong competitors
for positions after they transfer to the four-year institutions.

This thought of transfer recalls another difficulty in student personnel
servicesthe brief stay of leaders in the junior college. Within the span of
only two years students must be recruited for activities, given basic training,
groomed for election, elected to office, and complete their terms of service.
In addition, it is not at all uncommon for an officer elected at the end of his
freshman year to decide either to attend another institution, or not to attend
college. The point of rehearsing these problems of the commuting college
is simply to emphasize the fact that faculty leaders of student activities must
be of very high quality and exceptionally strong constitutions, if the activi-
ties are to thrive in the face of these difficulties.

Adequate staffing for student personnel services poses another problem.
The description of tasks indicates that these are crucial assignments in devel-
oping the quality of the institution and the morale and success of the students.
It is difficult to find enough persons with the breadth of outlook, depth of
training, and background of experience to be fully competent in this sort
of activity. Unless there are enough workers, with enough time and clerical
assistance to do the job, it will be done hastily and superficially; the students
and the institution will suffer.

In addition to adequate numbers, the personnel staff needs to be concerned
about their relationship to the faculty. Arrangements must be devised to in-
tegrate counselors into the faculty. They must know and respect each other,
or the needed referrals of students will not be made. One way to accomplish
this is to reserve some teaching areas for members of the counseling staff, so
that it cannot be charged that they have lost touch with the main function of
the college. Another useful device is to employ teachers to assist in the coun-
seling work during preregistration periods. Nothing will convert a critic
faster than having to face up to the problems involved in counseling and
scheduling students. An Ozark proverb assures as that "Nobody knows about
work but them that has done it"; and a stint in the counseling office can help
any instructor in understanding personnel services. 40
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A final problem has to do with costs of personnel services. I have seen re-
ports that California junior colleges spend from 10 to 18 per Lent of their
operational budgets on personnel services. It may be hard to convince board
members or faculty members c f the validity of this financial emphasis, espe-
cially as the present law reqiii!..; that at least 50 per cent of the budget must
be spent for classroom teach: salaries. Nevertheless, if there is any validity
at all to the rationale here presented, the tasks of student personnel services
should be performed ably or not at all; and they will not be performed ably
by volur. teer workers, by ovmvorked workers, or by workers without neces-
sary tools. The decision is inescapable, either to support the services ade-
quately, or to accept the consequence that much of their contribution will
be lost.

V.

SUMMARY

Of late years, we have come to a heartening and wholesome realization that
the community college can be, if we wish it to be, an instrumentality of excel-
lent and demanding education. It is within our power to create the institu-
tional press that leads to eager study, i.-o dedicated teaching, to high morale,
to community respect, and to important contributions to the quality of na-
tional life. Many of these pressures are created by, and all art fostered by,
the student personnel services of the college.

Guidance can help students to find and to continue in the courses where
they can find challenges to do their best. Activities can serve to interfere with
or to encocrage the instructional life of the insthution. SI.udent personnel
services determine the relative emphasis to be placed on aspects of collegiate
life that are all good hi themselves, but that are all, if overdone, destructive
of the basic purposes of the college.

For these reasons it is imperative that the boards of trustees and adminis-
trators understand and support a broadly conceived and competently ex-
ecuted plan of student personnel services. Some years ago, during the forma-
tive period of Orange Coast College, I interviewed an able but profane in-
dustrialist and described some of the aspects of the program we proposed, in
an effort to gain his understanding and support. Although he was critical of
guidance and student activities as I began to describe them, he quickly caught
the spirit of the ideas I have attempted to present this morning. He sum-
marized my whole presentation in one sentence. After some editing, what he
said was: "If you don't do this job well, you're going to waste every cent you
spend on the rest of it!' "
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PROVIDING AND ORGANIZING

STUDENT PERSONNEL SERVICES AT

DIABLO VALLEY CrILLEGE

This conference centers its attention on the problems associated with es-
tablishing a new junior college. It is easy for many of us at Diablo Valley
College to remember when we were newat age 13 we are now adolescent
and to recall the thinking, struggling, and even agonizing that went into the
initial stages of providing and organizing our student personnel services.
Most of us were new to each other, some of us had very th-th- actual junior
college experience, and although some had had training as counselors, no one
on our staff, other than our director, Leland Medsker, had actually experi-
enced the organizing of a student personnel program. But we had one great
asset that more than offset these liabilities. Everyone who was centrally in-
volved in starting our college was fully committed to the conviction that
student needs come first.

I think it no exaggeration to say that as much time and effort were devoted
to setting up the personnel program as were given to organizing the instruc-
tional program. In fact, these two activities have never been thought of or
our campus as distinct and divorced. They blend, fuses and cross over at many
points, as I shall illustrate later. Certainly student personnel is no adjunct
to some other more important function of our college. In many noteworthy
ways student personnel activities and interests are central to our entire op-
eration. We believe that the impot tance of student interests and needs is
central to our college philosophy and way of operation. It is my personal con-
viction that unless this spirit pervades a campus, it is impossible to have any
truly effective student personnel program to administer. Conversely, the
prevalence of a student - oriented atmosphere in a college not only greatly
simplifies the problem of program administration but actually offsets and
counteracts many of the mistakes we might make and shortcomings we might
have as administrators. If such an atmosphere prevails, the major goal of
administration is to capitalize upon it to the maximum degree. If this atmos-
phere is lacking, the main concern of administration must be to infuse such
a spirit, to nurture it, to make it dominant. In other words, I believe the best
student personnel programs that I know of are not necessarily the best
organizedthey are the best inspired.

It is against the background of this perspective that I would like to consider
some of the things we have learned in 13 years of experience in providing and
organizing a student personnel program at Diablo Valley College.



I.

LESSONS FROM EXPERIENCE

Many lessons are learned the hard way, and perhaps it would be useful
for me to recite at the outset just three approaches we would avoid if we had
it all to do over. I'm sure many more might be added, but I prefer not to
dwell too long on our mistakes.

For one thing, we would temper our early enthusiasm and ambition with
more realism. We would learn earlier that we can't be all things to all people.
For example, I have no idea how many valuable counselor hours we used
(and to a considerable degree wasted) by going over every student program
every semester. Years ago the facts of life compelled us to abandon the prac-
tice, without consequently experiencing any of the dire results that some pre-
dicted. Nor have our students suffered by being placed more on their own
in the matter of program changes. No longer do we consume uncounted man
hours in approving every change of mind a student experiences. In retrospect
we are inclined to say that these are responsibilities that the continuing stu-
dent should be expected to shoulder. He may make mistakesmost of them
not too seriousbut we made a few ourselves. Relief from this mandatory
reviewing and checking-up gives us more time to insure a more thorough job
in all phases of educational and vocational counseling. Furthermore, every
student well knows that the counselor is available and is most willing to dis-
cuss with him the implication of whatever move he is contemplating. We save
time, we have withdrawn no desired service, and in all likelihood the student
is better off for the added responsibility he assumes. At least we have seen no
impressive evidence to the contrary.

If we were over-solicitous for the welfare of the students in those early days,
we may have been under - solicitous for our own. We did anticipate rapid
growth, and we did take steps to prepare for it. But we now wish we had done
more. We wish that in the annual induction of new teachers more emphasis
had been placed on interpreting our student personnel philosophy and its
relationship to the college philosophy. We wish that we had thought of more
and more effective ways of keeping our student personnel staff better ac-
quainted. with other members of the faculty and with the developments oc-
curring within the respective instructional areasI might add that the re-
verse is also true. We should have done more to acquaint our faculty with
changes occurring in student personnel. Although we have retained a gratify-
ing proportion of the mutual rapport and understanding we originally
had, we have lost much in the process of rapid expansion (over 49 new
faculty during the last three years). A shoring-up process is essential in the
immediate future if we are to preserve those ideals upon which this college
was founded.

II.

SUBSTANCE AND STRUCTURE OF PROGRAM

So much for that side of the coin. I take more pleasure in reviewing our
experience of another sort. I will, as concisely as I can, outline the substance
and structure of our student personnel program and then conclude by sin-
gling out for more detailed discussion some aspects of our program that have
given us particular satisfaction.
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The program of student personnel services at Diablo Valley College is cen-
tralized. The entire system can be represented by a chart which shows that
over-all responsibility rests with one man, the dean of student personnel.
His responsibilities are broad, varied, and demanding. Under his general
supervision is a program that, from our beginning, has fairly represented the
full range of the generally acknowledged student personnel activities and
which, in our case, includes some 17 services.

Admissions, registration, and records are all handled by the office of the
registrar, who is, to all intents and purposes, an assistant dean of student
personnel and reports directly to the dean. We have never been inclined to
create an independent office of admissions, since we regard this function as
a service. While fully recognizing the need for consistency in the maintaining
of institutional standards, we recognize too that we must sometimes bend.
The student or applicant must abide by our policies and meet our standards;
but we must attempt, insofar as is possible, to meet his individual needs. We
feel that the structure that best insures this flexibility places the registrar
under the dean. Mechanized for data processing, the records office is also a
ready source of information indispensable for the institutional studies we al:
continually making; but more importantly, this office is the the source of in-
formation on each student, that is readily available to the counselm

Responsibility for health services centers in the school nurse (a public
health nurse), who is assisted by a full-time secretary. This office conducts
the screening examinations for vision and hearing; maintains and uses the
health inventories and records; provides health counseling to students and
resources for instruction in health education; and maintains liaison in appro-
priate matters with schools, public and private health agencies, doctors, and
parents. In addition, the office has the customary responsibilities for first aid
and for special physical examinations.

Health education, physical education and athletics are under the general
overview of a teacher-coordinator. It is his particular responsibility to imple-
ment the philosophy of the college as it relates to these matters.

A staff member is assigned full time to advising and supervising the cocur-
ricular or student activities program and to teaching a leadership course
taken by all elected student officers. The college adheres to the conviction
that these activities share in the educational significance associated with class-

room work, and, in spite of difficulties, special effort is made to implement
this conviction. I have more to say about this later.

The bookstore is owned by the Associated Students and is operated by a
full-time manager. Profits from the stoi e are an important source of support
for many student activities.

Two instructors advise the student editors of the college newspaper and
two college magazines.

An integral part of our counseling program, of course, is our testing service.
The great majority of our students are required to take standardized aptitude
tests. Additionally, other inventories and testing instruments are available
and are used as occasion indicates. While the various tests are administered
primarily for guidance purposes, they obviously are a ready source of informa-
tion to be used in institutional studies. Research, in the form of such studies,
is a continuing responsibility of the college, with student personnel assuming
the leadership. One person has a reduced load to enable him, with assistance
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from his committee and the office of the registrar, to gather and to interpret
data on aptitudes, student characteristics, follow-up studies, etc.

Another staff member devotes more than half of his time to helping stu-
dents find part-time work and assisting graduates and dropouts to locate full-
time employment.

.1.111VU611 a LVILALLOCnn, oil a q...i.zaa,cu. Law L., oLu.l..0.4111. FCLJUILLIC1 maintains an

up-to-date library of occupational information, housed in a special section of
the main library.

One counselor, with a reduced load, administers the student aid and stu-
dent loan program. Another has responsibility for the scholarship program;
and yet another gives special attention to the special problems encountered
by our many foreign students.

Many forms of liaison are maintained through student personnel. This
includes close working relationship with the County Hospital, particularly
with reference to psychi? *r: referrals. It also includes close contact with
county welfare agencies, the County Probation Department, and the state
rehabilitation services. Of course, the usual liaison is maintained with the
high schools in our service area and with colleges to which our students
transfer.

Overshadowing in importance all of the special services is individual and
group counseling. Headed by an assistant dean of student personnel, 13
counselors serve our 3,200 day students and are available at night to serve
the 3,500 part-time students. Twenty-eight sections of our group guidance
course, Psychology 119, will be offered this fall. Most entering freshmen will
be enrolled in this emu-se. All counselors teach at least six hours a week. These
sections of Psychology 119 are considered teaching assignments. They are also
considered group guidance and, when so calculated, bring our counselor-
pupil ratio well within recommended limits.

Guidance emphasis is upon educational and vocational counseling. Obvi-
ously, however, all counseling of this kind does not occur as an adjunct to
personal counseling. Our counselors do, however, recognize the professional
limits of their position as well as the practical limits of becoming too involved
in "depth" counseling.

III.
SELECTED FEATURES OF PROGRAM

Although our student personnel program, as I have just outlined it, is by
no means ideal, it serves our purposes reasonably well and has been a sub-
ject for special commendation in our official accreditation reports. There are
no aspects of it of which we are not critical and none in which we do not
seek improvement. Certain features, nevertheless, have given us particular
satisfaction and may be worth special attention at this time.

For example, we are frankly proud of the caliber of our counseling staff.
All, of course, hold the pupil personnel credential and all have, in fact, had
much more than the minimal training thus prescribed. Many are psychology
majors, but we have striven for a balance and a diversification that precludes
our building a staff entirely on this basis. This diversification makes possi-
ble considerable specialization and a team approach that, in our opinion,
adds much to the productivity of the whole effort.

We are equally pleased with the highly professional attitude of our student
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personnel staff. Our counselors uniformly respect the confidence and the
dignity of each student with whom they work. They also respect their pro-
fessional responsibility to fellow faculty members. I know of no instance,
for example, where information received from counselees about instructors
has been relayed to administration and used in teacher evaluation.

By their own choice, the counselors spend two to three hours a week in
meetings. These meetings may well involve a discussion of a unit (s) in Psy-
chology 119, a psychiatrist from the County Hospital discussing theory and/or
practice, a report from a colleague on an article of general interest, a case
study, and many other matters that assist the counselor to become more pro-
ficient in his chosen profession.

Although we attempt to make optimum use of the great resource we have
for students in the special competencies represented in our general faculty, we
have refrained from adopting a formalized system of faculty adviserships. On
their own initiative, of course, students consult with their instructors, particu-
larly in fields of their special interest, on matters that pertain to educational or
vocational planning and even on personal matters. This we think is good. In
fact, counselors frequently refer students to instructors for special informa-
tion. But instructors generally do not presume to have the special competence
that is required for counseling as distinguished from advising; and the divid-
ing line between these activities is admittedly hard to draw. What starts in as
advising easily becomes counseling, and few of our instructors want to assume
this latter responsibility. We are fully convinced that untrained or inade-
quately trained people should not be encouraged, and certainly not asked, to
counsel. The emphasis at Diablo Valley has been on maintaining an atmos-
phere in student-faculty relations that encourages students to capitalize per-
sonally on the opportunities they have for informal consultation with their
instructors. Perhaps that is one reason why we wish not to formalize the
procedure.

We probably would be forced into some kind of advisership program
were we not to provide adequate counseling service. Although we certainly
could make good use of a larger staff, we are happy that even without in-
clusion of group counseling we have a ratio of one full-time equivalent
counselor to every 390 students. Reckoning our Psychology 119 instruction
as group guidanceand we think it is legitimate to do sothe ratio is one
counselor to well under 300 students. Except during periods of peak load,
no student complains that he cannot see a counselor, generally the counselor
of iiis choice.

Consequently, counselors are by no means limited to the function of
merely programming students. Although for many reasons we avoid be-
coming overinvolved in personal counseling in depth, we do attempt to make
available all of the counseling needed by the individual student in the areas
of educational and vocational counseling.

But the favorable ratio we do enjoy would be impossible were it not for
the consistent support this aspect of the college operation receives from the
governing board and the community. 3 do not recall that our board has ever
raised questions over the number of counselors we employ, in spite of the
fact that in terms of per student cost this service is necessarily more expensive
than is classroom instruction. On the contrary, no aspect of our entire opera-
tion has been the target of less criticism by our students, by the board, or by
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the community. There seems to be some recognition of the fact that rood
and adequate counseling is a sine qua non for a true junior college. It is
certainly our job at Diablo Valley to see that this recognition persists.

A feature of our attitude in student personnel, one that characterizes our
general operation as a college, is a considerable degree of permissiveness.
Although we wish not to be doctrinaire in the matter, we are convinced that
directive.e.....;s in counseling, in student activities and in the general operation
of the college, however much it may contribute to a more smooth-running
institution, is not conducive to sound growth in a student or to the building
of a healthy democratic society. We share with many others the conviction
that the soundest way to encourage a college student in the development of
healthy adult attitudes is to treat him like an adult. No one has to warn us
about 'the institutional and community-wide headaches this approach in-
vites--we have experienced them But we have experienced, too, the satisfac-
tion that comes from seeing students profit from the mistakes we have watched
them make, and have been heartened by the way the great majority of them
have responded to Lize responsibility thrust upon them by this imposition of
freedom. Certainly we recognize limits, and we think we can distinguish be-
tween liberty and anarchy; but we generally have occasion to congratulate
ourselves for resisting the frequent impulse to impose a more rigorous disci-
pline on our students instead of letting them exercise their freedom and ac-
quire the techniques of self-discipline somewhere else and at someone else's
expense.

Consequently, our advisers are seldom censors. Our counselors are not dis-
ciplinarians. Our instructors are not policemen. If' police services are neces-
sary, as in parking lots and at games and other large gatherings, we hire uni-
formed officers. If clubs cannot flourish unless they are supported, directed,
and practically run by an adviser, we allow them to lapse. If student leaders
are headed directly into difficultieu, we counsel, advise, and seek to educate,
but except i^ the gravest situations we do not sub.ltitute our judgment for
theirs. In 13 years we have had few occasions to suspend a student, and we
have not yet had one expelled. All in all, we are convinced that an obvious
and pervasive, though not unlimited, permissiveness provides the most ra-
tional basis for operation in the realm of student personnel.

We believe that some of our special services may be somewhat out of the
ordinary. For example, in our health service we avoid attempting what we
cannot do well and concentrate our efforts on those activities that yield maxi-
mum results. In the belief that superficial physical examinations are hardly
better than none at all, we have abandoned them, except for the thorough
ones we give to athletes. But our school nurse reviews the health inventories
and records very carefully, screening out for conference and counseling all
appropriate cases. We Jo give vision and hearing examinations to all, and
these, too, become the basis for health counseling. Students who need medical
care are so advised, and through our liaison with physicians we are prepared
to make referrals of hardship cases. Our experience convinces us that em-
ployment of a full-time sc".101 physician is le s satisfactory than an arrange-
ment that makes medical service and advice available at our option. A spe-
cial resource, of course, is the County Health Department. By avoiding non-
productive activities, providing a full-time secretary to relieve the nurse of
clerical work, and arranging for most minor, routine first aid to be ad-
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ministered by qualified instructors, the nurse is freed for much broader use-
fulness.

"We are constantly studying ourselves and our students. Some of our studies
we repeat from year to year or at other regular intervals in order to discover
trends. Other studies are made as the request or occasion arises. An In-
stitutional Studies Committee, made up of interested faculty members and
headed by a counselor who is expert in research and is given released time,
is the central agency in this activity. Representative completed or "in-
progre3s" studies inclade research on the relative academic success of students
who were and who were not eligible at the time of registration for enroll-
ment in state colleges or the university (this is an evaluation of our "open
door" policy); research on the value of special courses and workshops in
reading and writing skills; a study of a chemistry course; "evaluation opinion-
naires" administered to a sampling of our students; a continuing "trend"
study of surface characteristics of our students; and a special long-range
follow-up study of a sampling of ou students. This last is an ambitious,
fairly intensive study 7._ .gun in 1956, using 217 of the students then registered,
and following them through their subsequent careers in and out of college.
Now completed, it has yielded some valuable information which have
used and are arranging to utilize further.

Planned for next year are a special study of the use of programmed ma-
terials in mathematics instruction and research on an experimental project
in English instruction. We have had no occasion to regret the considerable
outlay of time and money required for institutional study. In fact, we feel
that we should do more of it.

Diablo Valley College serves 14 high schools, and the number is rapidly
increasing. Adequate liaison with these schools is obviously a severe problem.
It has been met in part by the rather unusual device of "community coun-
selors." An interested and qualified regular counselor in each of these high
schools is placed on the junior college payroll to serve as special counselor for
students planning to attend our college and to act as our representative-in-
residence there. They are called together on our campus three or four times
a year by the dean in order that their information about us may be complete
and up to date. They are valuable as a means whereby high school faculties
become better acquainted with us, and they are useful channels through
which our regular counselors work, especially in connection with "heir visita-
tions to high schools. The arrangement has worked well.

Our group guidance course, required of almost all students, has been the
object of much attention and frequent revision. We have never regarded it
as a typical "orientation" course. We strive for something much more pene-
trating and fundamental. It has always been a full-semester, two-unit course.
As currently stated, the general objective of the course is "to help the college
student become increasingly aware of his personality development and to
develop further insights significant for many critical decisions he must make.
The course provides opportunities to help the student learn to assess the
demands, alternatives, and consequences associated with the college environ-
ment, his society, and the world of work in order that he may better select
the most fulfilling and realistic goals."

Guided by this objective the course centers its attention on the closely
related subjects of college and its meaning, values, perception, self-concept,

49



the world of work, and decision making. Although students are free to use

the services of any counselor they prefer, the instructor of the student's

group guidance course is considered his official counselor. It is expected that

experiences developing out of the group activity will become the basis for

student- or instructor-initiated conferences. We are pleased with the direc-

tion of its evolution.
Our greatest source of gratification in the area of student personnel derives

from the extent to which the spirit which pervades that operation character-

izes the college as a whole. This satisfaction is by no means unqualified; the

description is probably not as accurate now as it once was. Very rapid growth,

some natural erosion, and mounting external pressures are powerful negative

forces that constitute what is probably the most profound current challenge

to our college. Nevertheless, considering these circumstances, we think we

have retained a remarkable amount of our original student-oriented, permis-

sive, "open door" attitude. This is due in part to the strength of our initial

impetus under the dynamic leadership of our first director, Leland Medsker.

But some credit, too, is due to the care exercised in the selection of new

teachers and counselors; and much is due to the use we have been able to

make of features of our structure that facilitate communication.

I might dwell, for a moment, on this matter of communication because it

is central to our student personnel point of view at our college. We have

never stressed departmentalization, and we hope that we will always be able

to avoid the worst pitfalls sometimes associated with that kind of structure.

As the need for more use of departmental organization grows, we are seeking

to provide a balance through other aspects of oul structure which cut across

areas of instruction. One of these is the faculty section meeting. In the early

days, of course, we met as an entire faculty whenever (and only whenever)

there was a significant piece of business to discuss or decide. Now, with a

faculty approaching 150 in number, faculty meetings are much more useful

for decision than for discussion. Discussion is provided for through a number

of faculty sections which cross-cut all instructional areas and which are kept

uncl.../ 20 in size. Members from the larger areas of instruction, including the

counselors, are likely to be found in all faculty sections which are, or course,

prolific centers for exchange of views and ideas on college-wide problems.

The assumption is that, after extensive discussion, the matterif appropriate

for faculty recommendation or decisionwill come before the main body

for summarizing discussion and for action. The effectiveness of this procedure,

in process of development now, cannot be fully evaluated at this time.

An older aspect of our structure that has proven its worth is our system of

standing advisory committees. There are three of these, each advisory to and

chaired by one of the three main administrative officersthe director, the

dean of student personnel, and the dean of instruction. By design, representa-

tives of all instructional areas (i.e., departments) sit on each committee. Thus,

points of view emanating from student personneJ are influentially expressed

in the advisory committees on administration an,-I instruction, as well as on

the committee for student personnel. Perhaps of even greater importance is

the fact that through the latter committee interested representatives of all

other areas tackle the problems that arise in student personnel. Furthermore,

these representatives are charged with the responsibility of bringing to the
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appropriate central committee problems referred by the areas, and of re-porting back to their groups.
The system is not perfect. It is constantly modified, but it works surprisingly

well. We are convinced that were it not for this, or some substitute arrange-ment, our rapid expansion would have iesulted either in a kind of diffuse
amorphousness that would have necessitated strong, unilateral administrativecounteraction, or in the adoption of a program of full departmentalizationwith all of its attendant hazards. In neither case would the student personnel
point of view have been as influential throughout the college as it has.

IV.

CONCLUSION
It should be obvious from what I have reported that our program of stu-dent personnel services at Diablo Valley College is far from ideal. Providing,

revising, organizing and reorganizing such services seems to be a never-
completed task. But through our successes and failures we have developed
a dynamic program that at least has the virtue of being our own. It has been
set up, reworked, examined and struggled with by all of us. It was not im-
posed; it was not the work of one or two specialists; it was not borrowed. So
it must be with the student personnel programs of your colleges.
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GUIDELINES FOR PROVIDING PLANT AND

FACILITIES FOR A NEW JUNIOR COLLEGE

The interest in community junior college education, the rapid develop-

menc of new junior college campuses, and the prediction that more than 200

public junior colleges will be started during the next 10 years have brought

a new era in the planning and providing of new facilities. The day when the

junior college was an insignificant appendage of an existing educational

program is past. Junior colleges can no longer be housed in church base-

ments, World 'War II barracks, condemned secondary or elementary schools,

city libraries or detention homes. Providing facilities for the community

junior college programs has become a study in itself, demanding new and

creative approaches by educators, architects, engineers, and builders.

Newly organized junior colleges usually discover that they have to plan for

at least two steps or stages in the development of plant and facilities for the

college. The first is the transition stage during which temporary quarters are

or can be made available. Important considerations in this transitional stage

are: (1) that it is considered transitional or temporary and that a definite date

of termination has been set; (2) that it does not affect the development of the

educational programpoor or inadequate facilities are not legitimate ex-

cuses for offering a second-rate education; (3) that it does not provide the

image of the true community college; and (4) that it produces many problems

affecting the quality of the program.
The second stage is the acquisition of a permanent site and the planning

and construction of buildings especially adapted to the community junior

college program. This paper will deal primarily with the importance of and

the procedures for planning a plant and facilities which reflect rather than

control the educational program of the junior college. The importance of

ouch planning and the effect it has on the college program was expressed by

Strayer as early as 1938:

There is an increasing realization on the part of school men and others interested

in school problems that the physical y. Ant of a Higher Education Institution, in a

very real sense, sets a limit to the program of educational service which that irntitu-

don may render its supporting patrons 2.

I.

GUIDELINES

Although circumstances in various communities differ in many respects,

the following suggested guidelines should prove useful in providing plant

and facilities for a junior college it anycommunity:

1 Evenden, E. S., Strayer, G. D., and Engelhardt, N. L. Standards for College Building.

New York: Bureau of Publications, Teachers College, 1938. P.4.
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1. Plants and facilities must be master planned.
2. The site, which will be an asset or liability in the selection of plant and

facilities, should be selected as objectively 'Ind scientifically as possible.
3. The planning of junior college facilities should include the wisest use

of the potential contributions and resources of various individuals and
groups.

4. Junior college facilities should have an architectural character con -
sistent with the desired image and role of the junior college in the
munity.

5. Junior college facilities should have an educational character which
emulates the college's role as the educational and cultural center of the
community.

6. Facilities of a junior college must be adaptable to the socioeconomic
needs of a community.

7. Facilities must be planned and designed so as to provide for economical
staffing and use.

8. Junior college facilities must be planned and designed for a variety of
uses: regular daytime offerings, community service, and part-time and
adult programs.

Plant and facilities must be master planned. Webster's definition of a plan
is "a detailed method, formulated b. 7orehand," and his definition of a
master plan is "a designated plan that controls or sets a standard or norm."
Thus it can be seen that a marvelous plan may be developed, but if it does
not indicate the controls, standards, or norms upon which it is formulated, it
is not a master plan.

A concentrated period of planning by various individuals and groups will
undoubtedly turn cut to be the best and wisest investment ever made for the
citizens of the region. The master planning process is not an exercise in
abstract speculation or wishful thinking; it is a living experience in purpose-
ful teamwork. It is a planned activity in which the activity itself affects the
final plans. The results of master planning infer that certain basic decisions
have been made about the campus and its relationship to maximum size,
location, program, and other related problems. It provides the coordinated
effort necessary to give a campus a feeling of completeness and coordination.
The importance of mas planning was well expressed by William T. Arnett
in an address at a conference on junior college planning in Florida in 1959:

Planning is the rational adaptation of means to an end. It is a process of thought,
a method of work, the way in which a man makes use of his intelligence. People
always act with some anticipation of the future, with some picture, however cloudy,
of the end they are seeking; with some notion, however inaccurate, of the conditions
which determine the extent to which they can achieve their ends; and with some
appraisal, however inadept, of what are the appropriate means to attain their ends
under such conditions. It is the purpose of master planning to make sure such
calculations or probabilities, and such appraisal of alternate courses of action . . .

are as clear, as realistic, and as effective as possible.2

2 Arnett, William T. Principles of Campus Planning. Tallahassee, Florida: State Depart-
ment of Education, 1959. P. 21.
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The site, which will be an important asset or liability in the selection of
plant and facilities, should be selected as objectively and scientifically as pos-
sible. The selection of a site for a junior college can be a long and tedious
process, and, frequently, to avoid this, sites are selected on the spur of the
moment or as a bargain. Sites selected only because they are bargains, like
many other bargains, turn out to be excessively costly when put into use.
Several necessary steps for the evaluation and selection of sites emerge from
literature and practice. For purpose of emphasis, the following is a sum-
marization of suggested guidelines:

1. Written criteria should be developed for use in evaluating the potential
sites.

2. The entire community should be surveyed for potential sites, and not
just the more obvious locations.

3. The survey should result in a map showing all potential sites and an
evaluation of each based upon these criteria.

a. Adequate acreage for maximum master plan.
b. Relationship to major transportation both in existence and planned.
c. Ready access to the public.
d. Availability and adequacy of utilities necessary to operate a junior

college campus.
e. Desirability of topography for construction.
f. Compatibility of land usage of surrounding property.
g. Location in relationship to area nom which students will be served.

4. The site selected should not wholly determine the kind of physical
facilities and educational program.

Benjamin Harder said in his book, Economic Planning for Better Schools:
"Proper planning prior to site selection can go far towards preventing in-
adequacies of site and physical environment, and can go far towards pre-
venting a school from becoming poorly located with respect to school popu-
lation and organization."'

The planning of junior college facilities should include the wisest use ofthe potential contributions and resources of various individuals and groups.
Because of the community orientation of the junior college, it has become
recognized that the planning and providing of junior college facilities should
include a greater representation of interest than has ordinarily been used in
college planning. This was stated clearly in a guide by D. Grant Morrisonin 1957:

The unique and changing curricula in the junior college indicates the need for
the close cooperation of teachers, administrators, school boards, lay committees, archi-tects, and the building and curriculum coordinators of the State Board to secure
functional, flexible buildings that will serve the educational program.'

Good planning provides opportunities for each individual and group tomake the maximum contribution and provides for a process of h(Anogeniza-
tion of many ideas and concepts into a total plan. Each person or group has a
snecific contribution to make; and each complements and supplements the
contributions of the others.

1 i Harder, A. Benjamin. Ann Arbor, Michigan: Department of Architecture Research,1954. P. R.

1
4 Morrison, D. Grant. A Guide for Planning Community-Junior Colleges in the State ofWashington. Olympia, Washington: State Board of Education, 1957. P. 1.
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Clyde Blocker, in an article in the February i9E. issue of the Junior Col-
lege Journal, stated:

A typical community college has a number of "publics" which are interested in
the development of the institution. Each of these groups performs important func-
tions in a complicated, informal system of checks and balances from which will
emerge the campus plan and physical plant.5

The key figure in planning is the administrator assigned to coordinate the
project. He must contribute three essentials: knowledge, leadership, and
unity. He must perform an objective coordinating role with individuals and
groups who have important but incomplete knowledge of the total situation.
He has, and should have, the final decision to make after all discussion is
completed. The relationship and understanding which he establishes with
the architect will be the key to getting the educational specifications trans-
lated into architectural specifications.

The architect is the person who assimilates all the ideas, concepts, and
dreams and turns them into physical plans. His appointment and contacts
must start with the planning. He must be inspired and creative when he
draws lines around educational specifications and programs. He must thor-
oughly understand the philosophy of the program; and he must have educa-
tional materials and decisions to work with, or his work will make educational
decisions.

With the zeal of real artists and pioneers,
the

groups need to express
their professicT al creative attitudes toward the neW' facilities. They should
not be limited in their quest for information and in their research efforts.
The goal should be to create "our dreams for an outstanding community
college," not just a replica of a good two-year college developed somewhere
else. The major contribution of the st ff is to provide suggested educational
specifications for the parts of the progra with which they are most familiar.
Their hardest job will be to judge reali tically the requirements and to re-
member the buildings are not designe primarily for them; students and
programs precede them in importance.

The function of the board of educ ion in planning a community college
is what it is in all school administra on: the formulation of policy and the
careful selection of an administratio and staff capable of assisting the board
in formulating policies and executing decisions agreed upon. The board of
education is the basic policy-making body in the planning of a community
college; but more than that, it has implied responsibilities for seeing that the
planning results are a marked educational improvement in the community.

There may or may not be students available during the planning; but if
they. pare, they may beneficially influence the planning results in terms of
student habits. They should also be kept informed of progress since they act
as ready made public relations contacts.

Citizens committees represent different segments of the community and
operate in an advisory capacity. They can assist in interpreting plans to the
community at large, in surveying and selecting the site, and in acquiring the
site and raising funds.

Although not necessary, visits by the staff to other college campuses can
5 Blocker, Clyde. "The Role of the Administrator in Community College Planning,"

Junior College Journal. 31:326-30; February 1961.
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help solve common problems. Such visits should be preceded by careful plan-
ning and conducted with specific purposes in mind. There is a growing body

of information, resulting from study and research, that can make an im-
portant contribution to planning- Once such. information is used, more effort

can be spent studying local situations which differ from those cited in research

studies. Decisions on important matters should be based upon evidence de-
termined by local factors.

The final results of planning will be more than the total of the individual
contributions. Master planning provides the dividends on the original in-
vestments. Good facilities do not reflect the original ideas of any one person
or group, but a mosaic or aggregate of all ideas.

Junior college facilities should have an architectural character consistent
with the desired image and role of the junior college in the community. The
architectural impact and the visual image created by the plant and facilities
will have an important effect on the citizens' concepts of the college. An
impression of an overgrown secondary school or an underdeveloped uni-
versity is not the architectural character desired. Although much can be
learned from facilities for business and industry, the r.ampus should not look
like an industrial compound. Sometimes campus designs attempt to create
the image of a country club or a desert spa; then there is great concern and
wonderment as to why the concept of a comprehensive community college
can not be developed in the community. The campus and .",cilities should
provide a feeling that it is an educational plant--beautiful, simple, inex-
pensive, efficient, usable, and yet one which complements the community and
surrounding area. First impressions should also give a feeling of unity and
cohesiveness. Facilities should be tied together by architectural design and
character and not appear as a group of separate buildings. Not much has
been done in regard to the impact and importance of architectural character
on the college, but perhaps this is something that warrants more attention.

Junior college facilities should have an educational character which emu-
tes the college's role as the educational and cultural center of the com-

munity. Max Smith writes:
The community-junior college is a unique institution and its physical plant should

be uniquely suited to the community-junior college educational program. Each
plant should be planned and designed so that it is functional in terms of the phi-
losophy and program of the individual community and college. Adequate planning
can insure that buildings are functional, economical, and attractive as well as ex-
pressly designed to meet the needs of the students of the specific junior college area.'

One should be able to draw accurate inferences about the importance of
certain segments of the educational program by an intensive tour of the
campus. The plant and facilities are an outward manifestation of the deci-

sions made about the importance c.f various phases of the educational pro-
gram. Necessary educational impact and character can be planned and de-

signed into the physical facilities. Careful planning can create the campus
grounds into outside botanical laboratories as well as areas of beauty en-
joyed not only by the students, but by the community. This is emphasized in
a report of the Educational Facilities Laboratory:

°Smith, Max. Planning Community Colleges. Lansing, Michigan: Michigan State Uni-
versity,1959. P. 1.
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Schools are for children. Where children walk, sentiment and myth are far be-hind. Decisions have to be made which will affect the safety, health, and psychologicaland academic development of children.
Schools are for education. They are erected to accommodate the process of in-structing youth. Yet form and content of education are in turn affected by thebuildings which contain theta. While schools are shaped by the community, con-versely, the community is shaped by the schools it builds. Every school affects thespirit, the looks, the desirability, the assessed wealth, and the future of the com-munity which builds it.7

Facilities of a junior college must be adaptable to the socioeconomic needsof a community. junior colleges, unlike many other kinds of institutions, aresusceptible to the changing educational needs of the community. Change isnot new, but the rate of change has increased so rapidly that we cannot makelong-term predictions. One of the challenges in providing facilities for acommunity junior college is to design them for today, with features thatmake them changeable for the future. The campus needs to be designed witha kind of flexibility that permits changes in emphasis in the various programs.Some types of programs will expand much more rapidly than expected andthus will change the percentage of the total facilities used for them.Besides making the campus adaptable to change, individualized space mustbe made responsive to changes in use. This may result from the disappearanceof a program, or more often from modified demands for utilities, equipment,or space for the same program. Mechanization and automation place an un-usual requirement on the adaptiveness of the utilities system. No matterhow visionary you think you are, you will turn out to be a conservative inregard to future demands.
Facilities must be so planned and designed as to provide for economicalstaffing and use. Economy is more than low initial cost. Economy should besynonymous with maximum value in both long-term and initial costs.it is easier to determine the relative cost of materials used in constructingbuildings than it is to determine costs of maintenance, use, and staffing ofthe facilities after they are built.
One of the most important long-term costs to consider is the staffing of thecollege facilities in all the diverse programs and services to be provided. Thenearly round-the-clock use of some facilities presents a new concept to educa-tional planning. Facilities should be used independently of each other andwith minimum staffing. Too many services may have to be foregone duringnonpeak hours unless provision for staffing and maintenance has been con-sidered in the planning; otherwise the cost will become greater than can bejustified.
Economy can only be effected when decisions are made on each concern,with all available evidence so that all mistakes can be termed planned errors.Junior college facilities must be planned and designed fora variety of uses:regular daytime offerings, community service, and part-time and adult pro-grams. A junior college which is truly oriented to the community becomesan integral part of that community and cannot withdraw when its contribu-tions are needed by the community. Planning for use by the community maynot cost any more, but may only require awareness of potential bottlenecks

7 Educational Facilities Laboratories. The Cost of a Schoolhouse. A report prepared by theEFL. New York: Educational Facilities Laboratories, 1960. P. 6.
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in regard to traffic, parking, food service, accessibility and placement of
facilities, and other similar conceals. In a community college it is difficult to
give priority rank to any of the diverse objectives of the institution. The con-
'itiiie-fl rilielopment of the college will bc dependent on the ability for co-use
of facilities by the various programs.

The administration's awareness of the demands on facilities by community
service and part-time and adult programs and the use of this awareness in
evaluating each plan will result in less conflict, more use, and better ac-
ceptance by all.

II.

CONCLUSION

It has not been my objective to provide an exhaustive, detailed set of
guidelines for providing facilities for a junior college, but to present general
guidelines which can be used by a community in developing its own detailed
plans. Each community should develop a set of criteria to be used as a basis for
evaluating individual segments of planning and/or the master plan as a
whole. It is through this creative act that subtleties of planning become
evident. Out of these the visions for the future emerge.

Those who have been involved in master planning a new junior college
campus realize that there is something involved which is not just for the
present, but that the future is also being blueprinted. Refeience to this was
made prior to most junior college planning by Daniel Burnham in 1927
when he wrote:

Make no little plans. They have no magic to stir men's blood, and probably them-
selves will not be realized. Make big plans, aim high in hope and work remembering
that a noble, logical diagram once recorded will never die, but long after we are gone
will be a living thing, asserting itself with ever-growing intensity .°

8 Burnham, Daniel H. "Plan ling." Christian Science Monitor. January 18, 1927. P. 6.
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KENNETH G. SKAGGS
rice-Presideni, St. Petersburg j unior College

St. Petersburg. Florida

PROVIDING PLANT AND FACILITIES
AT CLEARWATER CAMPUS OF
ST. PETERSBURG JUNIOR Cell.EGE

For more years than I can remember, we in junior colleges have empha-
sized the differing characteristics of junior colleges, their uniqueness, and
individual qualities. Such thinking has deeply impressed me through these
years. It is, therefore, in some confusion that I discuss the planning and de-
velopment of one junior college, which serves a specifically designated metro-
politan communitya junior college that, moreover, is one campus of a
multiple campus institt' tion. From this case histou,r, it i; hoped that you may
find general guidelines, procedures, and information that may be applied to
the planning and development of any new junior college.

Since this is a "case" history, let me biiefly give you some background
material.

St. Petersburg Junior College, the oldest of the two-year institutions in
Florida, moved 20 years ago from a "downtown" campus and one building
to a campus located in the eastern part of the city, just a few blocks from the
Gulf of Mexico. The campus contains 23 acres of landand many people
had shaken their heads over such extravagance. "What will the College ever
do with all that land?" was a common question. Back in the 1930's, few
people anticipated the current growth and development of junior colleges,
and especially, St. Petersburg Junior College. Today the College enrolls be-
tween 5,000 and 6,000 students; the 23 acres are increasingly crowded with
buildings (with practically no parking areas); and there is no lull in sight as
enrollment increases.

Taking all these factors into consideration, the College Board decided not
to attempt condemnation proceedings of high-priced residential property
surrounding the campus, but to develop a multiple campus institution, with
a second campus constructed at Clearwater, in the northern part of the
county; to operate, not as a branch campus, but as one of two autonomous
campuses under a centralized administration of the junior college. There
would be, then, St. Petersburg junior College with a St. Petersburg Camr- ,s,
and a Clearwater Campus. Further enrollment projections indicate that there
may even be a third or a fourth campus in the future. Each campus will en-
roll approximately 6,000 students by 1975.

In planning the physical facilities on the new campus, our general objec-
tive was to provide a superior and effective setting for teaching and learning.
My presentation to you cannot be dcEnitivewe do not have the time for
this. Rather it will attempt to present some of the highlights of planning and
some of the decisions that we made.
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I.

SITE SELECTION

The selections of the site for a community junior college is among the most
important decisions to be made. The site chosen will characterize and
"flavor" the institution and its student body for as long as it is used for a
college campus. The architectural motif of the buildings will be influenced
by the site; the layout of the campusthe master planwill be determined
by the topography of the site and its relation to streets and entrances and
exits; even student policy will be influenced by opportunities for recreation
on the campus and the kind of landscaping suitable to it. Thus the wise
selection of the place to establish the campus of a junior college cannot be
overemphasized.

The size of the site should be based on plans for the ultimate enrollment
of the college..Although site selection may very well occur before enrollment
projections can be made, general estimates can be made simply from a knowl-
edge of the population and possible growth of the area to be served by the
junior college. If the college is in a growing metropolitan area, a safe as-
sumption is that the college will ultimately be a large institution, enrolling
5,000 to 15,000 students or more; if the college is in an area of smaller, stable,
or slo-wly growing communities, our assumption may be that it will ultimately
enroll 1,000 to 5,000 students; if the college is in a rural area of small towns
and villages, we may assume a college enrollment of 400 to 1,000 students.
The comprehensiveness of the program and curriculum will affect the choice
of a campus. Obviously, the more activities, programs, and curricula, the
more space the junior college will need. It is suggested that a minimum size
of 80 acres be secured for a small junior college campus; that a minimum. of
150 acres be secured for a medium-size junior college; and that there be a
minimum of 200 acres for a large junior college. More acreage is desirable
in every instance. If you wonder what the land will be used for, it should be
remembered that for a campus of 1,000 students, at least 10 acres will be
needed for pal k :ng alone; on a campus of 5,000 students, 30 acres will be
needed for parking areas and traffic lines; on a campus of 15,000 students,
at least 80 acres should be reserved for parking areas and traffic linesthese
figures may be conservative.

Frankly, few junior college administrators can ideally plan the size of
their campus. In a metropolitan area, a large acreage is almost impossible to
obtain. Many city junior colleges develop well-planned physical facilities and
most effective programs on a small acreage. Even junior colleges in suburban
or rural areas frequently cannot obtain the amount of land they would like
to have. Careful planning, multiple-story buildings, careful layouts of recre-
ation and athletic areas, and "inner" campus planning all aid in overcoming
restrictions on space. At the Clearwater Center, with a projected ultimate
enrollment of 5,000 students, we obtained 78 acres, and felt ourselves fortu-
nate to get this much high-priced land. Space needed for parking always
remains a problem, where acreage is restricted. Do we dare suggest multiple-
level parking ramps?

The topography of the land is important in site selection. The land ob-
tained must be a place to build buildings, put down streets and sidewalks,
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and plan for attractive landscaping. A study of possible land utilization

should he undertaken. There are beautiful campuses of ravines, streams,

hills, and forests where actual land utilization is at a very low percentage. If

such can be afforded by a junior college, it has my admiration. With only 78

acres obtainable for the Clearwater Campus, we had to make sure that we

had almost 100 per cent land utilization.
The relation of the site to the community, to streets and highways, to

powerlines and sewage lines is an important consideration. A site reached by

streets through a semi-abandoned part of town, or through crowded in-

dustrial streets, or far from good access highways, or surrounded by unzoned,

third-rate commercial property, is simply out of the question for a junior

college campus.
Who are the ideal "neighbors" for a junior college campus? Most ideal

would be a state or city park, landscaped and protected. Next in desirability

would be residential areas supporting $20,000 to $50,000 homes; then in

order, residential areas of less expensive homes, garden apartments, high-rise

apartments. Satisfactory, but much less ideal are large shopping centers,

professional building areas, mixed commercial and office areas. Least satis-

factory, and to be avoided if at all possible, ati; z.: ^r*., railway yards, filling

stations, garages, factories, and drive-in restaurants and stands. Churches die

very high on the list of desirable "neighbors" for college campuses, but unfor-

tunately, churches rank educational institutions very low as "good neighbors."

The matter of land drainage is an important factor. Sites should be care-

fully studied in terms of drainage after construction, for many tracts of Land

apparently in their natural state properly drain, but when developed, do not.

Extensive study of the whole problem before construction starts may save

many a headache later.
The site finally selected for the Clearwater Campus contains 78 acres, is

located one block from a through expressway, is on a main residential thor-

oughfare, is surrounded on two sides by residential area, and in addition

has a church for a neighbor. We met a reasonable number of site selection

requirements for our new campus.

II.

ENROLLMENT PROJECTIONS

Any study of enrollment projections for a community junior college should

be used with caution; this is especially true of studies reflecting a fluid popu-

lation, one that shows signs of spectacular and dynamic growth. Two main

dangers confront those making the study: To use only known and provable

factors, and thereby underestimate the junior college enrollment; or to place

too much credence on the unknown (exponential) factors, and thereby use

figures that will substantially overestimate college growth in enrollment.

Where does one start in making an enrollment projection? What are the

steps involved in developing a projection of enrollment? The following pro-

cedure is recommended for a community junior college.

First, a projection of the general population of the area served by the com-

munity junior college is needed. What are the estimates of total population

at given years? The sources for such figures are important in terms of re-

liability. Studies made by utility companies (light and power, telephone, gas,
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water, etc.), by banks and finance corporations (savings and loan institutions
are especially good), and by the area's major industries are usually well pre-
pared, conservative, and reliable. After all, these companies or institutions
are planning the expenditure of funds for future operation and capital outlay
based on their figures, and they cannot afford a large margin of unreliability.
A second source of studies may be less reliable, but is useful in validating or
cross-checking other studies. This source includes chambers of commerce,
boards of trade, state development or industrial commissions, and private in-
dustrial or commercial "newsletters." What generally do all these studies in-
dicate? Is the population growing? How much? Of what age and sociological
group will the population increase consist? Is there a leveling off, or a popu-
lation plateau, in sight? What is the growth curve over the next ten years?

Fifteen years?
Second, a projection of the school population in grades I through 12 is

needed. The best and most reliable source for such information is, of course,
the district or county school board office. How do the figures of school popu
lation relate to the figures of general population? Are the growth patterns
consistent? What is the dropout rate between grades? Is it consistent or is it
changing? is there any foreseen change in the birthrate that could alter the
figures in any year or sequence of years? At this point in the procedure, a
reconciliation chart can be made, showing the gene al population estimates,
the school population estimates, and their relationsitip and percentages.

Third, an estimate must be made of young adults, graduates of the high
schools and others, who will be potential junior college students. The school
board offices will be able to tell you how many high school students are now
going on to college. This figure can be very misleading to a junior college
official, however. How many more will attend college because of the estab-
lishment of a community junior college? Will any of those now going away
to college attend junior college,. thereby increasing the percentage of high
school graduates entering the community institution? Unless you have pre-
vious figures available in an already established junior college which is plan-
ning expansion of its facilities or the addition of a new branch campus, it is
advisable that you check with high school counseling staffs, and that you cir-
culate a questionnaire among high school students. Such action will indicate
in some measure the number of students who may attend the community
junior college. From such figures, percentages can be calculated and applied
to high school senior class enrollments for any year. The result will be a con-
servative estimate (students hesitate to indicate plans to attend a junior col-
lege if they believe they have any opportunity of attending a four-year in-
stitution). Such estimates may be substantiated by comparing them with
similar percentages from junior colleges which are already amblished.

Fourth, certain exponential, or "unknown" factors, should be considered.
There is the factor of high school graduates of some years who now enter
junio-rfte as freshmen. These students would not have appeared in
earlier figures or estimates. How many are there? No one knowsbut it is
a factor. Another "unknown" is that group of students who, after their fresh-

man year at a four -year college or university, stay home to attend a junior
college. How many do this? Again, no one knows. Such exponential factors
as the support, or lack of it, given the junior college by high school counselors,
the geographic distance to the nearest four-year institution, and whether it
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is public or private, the business situation and the amount of "ready money"
in the areawhether or not it is a good "crop year" for farmersall these
will affect enrollment in any given year at the community junior college, but
not one can be measured or calculated with accuracy or reliability. Even so,
these factors must be considered.

Fifth, prepare a final projection of enrollment by years. It should be em-
phasized that even when the best sources are available, an enrollment pro-
jection, no matter how "educated" or "intellectual," is largely guesswork.
Therefore, its validity and accuracy should be continually checked. Each
year, revisions based upon actual figures should be made.

In making enrollment projections for the Clearwater Campus, we followed
closely the above procedures. Of course, we first projected the enrollment
through 1975 for St. Petersburg Junior College as a whole, then broke it down
for each of the campuses. We now have had two years to re-evaluate our pro-
jections and validate the study. It is interesting to note that our projection
the first year was within 20 students of the actual enrollment. A change in the
state university's admission policy and a slight lull hi business activities,
making money "tighter," affected our second-year estimate; it was off by
almost 300 students, or about 12 per cent. Because of this experience, we
found it necessary to re-evaluate our enrollment projection each year, making
such changes as new conditions dictated.

Our enrollment projections now indicate that the Clearwater Campus will
open in 1964 with 1,200 students, will enroll 2,500 in 1967, and 4,800 in 1972.
The St. Petersburg Campus will enroll 4,400 in 1967, 5,200 in 1969, and 6,100
in 1972. On this 'population" basis we began planning our physical facilities.

CURRICULUM DEVELOPMENT FOR PHYSICAL
FACILITY PLANNING

Since we believe that planning for physical facilities at community junior
colleges should be "program directed," it is necessary to consider the pro-
posed program and curriculum of the institution early in the schedule. It is
our opinion that all construction on a junior college campus should be the
result of curriculum and program needs.

The curriculum and program of any community junior college is neces-
sarily dictated by two forces: (a) the course requirements for receiving degrees
at the four-year colleges and universities to which the majority of students
will transfer, and (b) the expressed and known needs of the community
served by the junior college. It is fairly easy to prepare a curriculum designed
to meet transfer requirementsa perusal of the catalogues of the four-year
colleges and universities or a visit to the deans and registrars of the institu-
tions will provide the necessary information. But it is not easy to discover
and wisely interpret the needs of a community. We are prone to base judg-
ments on invalid external factors when deeper consideration should be given
to other factors. A community junior college in a large farming area may
suggest a need for an agriculture curriculum, only to find that this is not
really a need of the people. Many a good junior college curriculum has been
dashed to pieces against a rock of student indifference because the college
interpreted its large number of co-eds as a real need for home economics
programs.
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Many fine texts and books have been written concerning the development
of curricula in the junior colleges. It would be presumptuous and unneces-
sary for us to paraphrase these expositions here. However, in the interests of
sound planning, we do believe that there are some general statements con-
cerning curriculum that may be helpful.

1. A core general education curriculum should be developed first; and pre-
professional curricula related to it, Will electives n each field, should
be given thorough study. For a growing institution, it is better to have
"related" curricula than a series of separate and unrelated programs of-
fering a ekversity of courses.

2. Highly specialized "terminal" curricula should be slowly developed,
after thorough and continuing study, and with consideration given to
stable and continuing need and to costs.

3. Art and music offerings should be general at first. and the develnpment
of a complete curriculum delayed until needs are based upon something
more than to "learn cartooning" or "take up painting as a hobby" or
"sing in the glee club." When the needs of the students are expressed con-
vincingly for a professional and academic approach to these areas, then
curriculum development can really begin.

4. The list of subjects required by the college for graduation or completion
of a program should be determined as soon as possible, for these deci-
sions will have a direct influence on the physicai plant. For instance, if
political science is required of all students in the college, the demand
for instructional space for political science will be much more than if
political science is an elective course taken by comparatively few people.
If graduation requirements are going to be different for some programs
than for others, such differences must be defined and clearly explained,
for such an arrangement will certainly affect enrollment in these courses
and thus influence space demands.

5. Before facility planning is initiated, basic policy decisions must also be
made concerning the administration of the physical education program
and the intramural athletic program. What interscholastic sports will be
sponsored by the college? What will be the basic intramural competitive
sports? What recreational facilities will grow out of the physical educa-
tion program that will be made available to all students or to the public?

6. As the curriculum is developed or expanded, careful preparation should
be given to the writing of course descriptions. For purposes of planning
facilities, detailed and complete course descriptions should be prepared,
perhaps even more detailed than will eventually appear in the college
catalogue. The facilities planning group will know just what kind of
instructional area is needed, something of the type of equipment to go
into it, and will even be able to make decisions concerning class size and
schedule arrangements.

7. The relation of one instructional field to another and the interrelation-
ships of all college activities to each other will set a pattern for future
program and curriculum growth and development. Should languages be
included among communications along with English and speech, or do
they more properly belong in the humanities areas where we find rela-
tionships between art, music, philosophy, design, and drama? Is religion
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a social science or a humanities course? There are curriculum relation-
ships which are not as obvious or as clearly demonstrated as those men-
tioned. Is business writing, for instance, related more closely to commu-
nications than to the area of commerce and business? Is ergineering
drawing related to art as well as to mathematics, ane in wl-at degree?
it is vitally important to determine what the curriculum relationships
are going to be on a new junior college campus, for the kind of relation-
ships may allow various disciplines to share or use similar instructional
areas and will determine to a great extent what courses will be taught in
what buildings, and even in what areas of the campus. Good campus
planning and good facilities planning demand that decisions be made
concerning sririi related an-angzaacazs Lciore a campus master plan is
drawn up or before detailed facility planning is undertaken.

In planning and developing the Clearwater Campus, we had at approach
to curriculum different from that of most beginning junior colleges. Since we
were to be one campus of a multiple-campus institution, we had a ready-made
curriculum successfully in operation on the St. Petersburg Campus. However,
it was decided early in the planning that while there would be close coordina-
tion and articulation between the two campuses in course offerings and pro-
giams there would not be slavish duplication. Thus we followed the pro-
cedures for curriculum development very much as if we were to be an entirely
separate and autonomous institution. This not only allowed us to assume a
fresh viewpoint toward curriculum and program, but also encouraged the
faculty on the St. Petersburg Campus to evaluate their current offerings
program in light of those being developed and planned for the Clearwater
Campus.

IV.

TRANSLATION OF CURRICULUM INTO
SPACE REQUIREMENTS

'To translate a proposed instructional program into classrooms, labora-
tories, and complementary areas is a task that may be fraught with Fome
perils. Certainly there are pitfalls for unwary planners as they proceed from
the "wild blue yonder" of imaginative planning to the prosaic reality of
square feet of floor space, wall arrangement, and building size. In every trans-
lation of curriculum to physical plant, judgments will be made and interpre-
tations given that later experience will modify; but it is hoped these will not
be numerous and that the over-all plan will provide for a very satisfactory
learning and teaching environment.

In translating the curriculum into space needs, and in the attempt to
achieve maximum facility usage, the first major problem encountered by
those charged with this responsibility is the establishment of a basic core of
information concerning the number and distribution of students, the number
and distribution of faculty and supporting personnel, the distribution of stu-
dents 10 and 15 years in the future, and the attrition rate of students. The
source of this kind of information, of course, is the study of enrollment pro-
jections. However, it is time now to carry enrollment projections into a more
detailed kind of study. Not only should we know the total enrollment at any
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given time; but we should also try to estimate the number of students out of
this enrollment who will register for certain courses. How many students will
take freshman English or calculus or chemistry or biology or history? The
distribution of students in -,,arious programs is important information. Cer-
tainly when we know how many students will enroll in freshman English, we
will know then how many instructors in freshman English it will be neces-
sary to employ. We not only determine, therefore, course enrollmentand
by finding the optimum section size determine the number of rooms needed
to teach any given subjectbut we also resolve faculty distribution and de-
partment size. Such estimates, as described above, vary from institution to
institution, depending upon whether a junior college is serving a rural area
or a metropolitan area, and depending somewhat upon the character and
make-up of the student body. For new junior colleges where there is no back-
ground of experience to use, it is suggested that the distribution of students
in various courses at other junior colleges which are similar in environment
and possible student body characteristics be used. The records of junior col-
leges with a background of enrollment experience will constitute the best
source for such information. Information concerning the distribution of stu-
dents into the courses of a curriculum should be taken from enrollment fig-
ures early in the first semester. Regardless of what happens in terms of drop-
outs or second-semester enrollments, facilities must be provided for the maxi-
mum enrollment. Student attrition between the first and second years must
be carefully estimated so that some accuracy can be given to estimates of
course distribution in the sophomore year. The distribution of students into
courses 10 or 15 years in the future should be estimated in the same way and
using the same rate of growth as will be found in the over-all enrollment
projections.

There is a second major problem confronting those who have the responsi-
bility for planning facilities; that is, the determination of the number of
faculty contact hours with students, decisions regarding the optimum size
of sections and the hours available for teaching in the college schedule, and
the amount and kind of fact lty office space required. The length of the col-
lege daily schedule is a very important factor in determining the number of
specific facilities needed. It is obvious that an institution that plans a schedule
between the hours of nine in the morning and four in the afternoon, five days
a week, will demand much more space in the instructional area than an insti-
tution which will schedule classes from eight in the morning until five in the
afternoon, five and a half days a week. The longer the daily schedule, she.

fewer sections that need be scheduled at any one time and, therefore, the
fewer instructional spaces that are necessary.

The third major problem is the relation of all needs and projections to the
financial structure and the economic aspects of the college.

In our study of junior college programs, and of the planning and develop-
ing now going on in many areas, we have reached conclusions that lead away
from some previously accepted concepts. In our planning, for example, we
very definitely regard the deliberately restricted classroom size (to insure
small classes at all times on the junior college campus) as a luxury too expen-
sive for the growing junior college to justify. Different teaching and learning
procedures must be devised to serve effectively larger and larger numbers of
young people. Many new teaching techniques have already been explored.
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Today we are, for example, getting satisfactory results from such techniques as
the large lecture section-small discussion group, closed circuit television in
the classroom or lecture hall, the team teaching approach, the machine pro-
gram concept of teaching, the instructor-directed project, and others. If new
techniques of teaching are to be used, then classrooms and laboratories must
be devised to make the most effective and satisfactory use of these methods.

Thus we have envisaged a teaching program composed of formal instruc-
tion to groups whose size will be dprerrnirpri by the kind of subject matter
presented and the technique of instruction most conducive to superior
achicycnaent.. Opportunity for continual, regular, and frequent academic con-
ferences between students and instructors should be provided in an appropri-
ate office or other conference room; the time for these scheduled meetings

must be provided for on the schedules. Thus we have given emphasis to sev-
eral types of classrooms and laboratories in our planning, and we have also
given emphasis to the instructors' offices and conference suites. In our visits
4-o junior college campuses in several sections of our nation, it has appeared
to us, on occasion, that offices, work space, and conference rooms for the in-
structional staff have been rather casually planned and arranged for, almost
as if architecturally leftover space has been allocated for this purpose. With
an insistence upon the out-of-class work of the instructor and the increased
preparation and research time demanded by 0=e new techniques of instruc-
tion, sound architectural planning must be given to this area.

It cannot be too greatly emphasized that flexibility is the underlying
"theme" of a good college building program. In the following discussion I
shall tell you what "core" size of instructional space we planned for the
Clearwater Campus, and what our maximum class or group size would be;
but this is a part of the case history of planning for one school, and is not
necessarily intended to be a recommendation for others to follow. Each in-
stitution should, through study of its program, procedures, and policies, be
able to denote its own "core" space requirements and section sizes. There
must be one controlling factor, however, in this kind of planning: All space
should be so constructed that it may easily and inexpensively be expanded,
decreased in size, or rearranged to meet changing needs and requirements.
By flexibility, we do not mean, necessarily, the folding partition type of wall
or enclosure. In some instances, flexibility may be achieved by using this kind
of room divider; but it is my experience that there is considerable dissatisfac-
tion among those who have used such partitioning for all general instruction
areas. Cement block, or other construction material, used in nonload-bearing
interior walls, which can be torn out to expand space or which can be modi-
fied by alteration, offers inexpensive flexibility and good insulation and
soundproofing at the same time.

For instructional areas we are proposing four general space sizes: 700 net
square feet to serve 24-40 students; 1,050 net square feet for 40-60 students
and for all laboratories providing for at least 24 student stations; 1,500 net
square feet for 80 -100 students; 3,850 net square feet for 200-250 students.

We are also proposing that language laboratories be not over 700 net square
feet and be designed to provide for not more than 24 student stations. Ob-
servation and experience have indicated to us that the effectiveness of
language laboratory devices and instructional techniques is decreased in pro-
portion to the excess of student stations beyond 24. However, flexibility in
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room design is strongly recommended so that future expansion of the lan-
guage laboratory may easily be accomplished.

We have taken a long look at the food service areas for a junior college
campus. In examining the plans of many community junior colleges, we have
been somewhat startled to learn just how large an area must be provided for
food service. The question was asked: If a college is to enroll students from a
local community area, with no donaitories, and the campus is located in a
metropolitan or town environment, why provide extensive and complete
food service? A survey was made of a number of junior colleges to find out
how many students ordered compkte meals each day as compared with the
number who ordered sandwiches, salads, soup, snack foods, and beverages.
We found that only 10 to 20 per cent of the students in a commuting junior
college ate complete hot meals. The remainder of the students ordered food
from the snack bar or ordered light lunches. Since this is so, it is believed
that a large and expensive food service area is not necessary, if good quality,
variety, and service are offered through the snack counter area or through a
variety of food vending machines. The savings of considerable money can
thus be effected as well as a saving of floor space for food service.

From the beginning of community junior colleges, two campus areas have
been available to students when they were not in classes. One is the student
lounge, union, center, or by whatever name it goes. The other is the library.
Too often the activities for which each is designed get confusedthe blaring
jukebox or the conversation and confusion, of the student center offer no place
for quiet meditation or study, while the research-study atmosphere of the
library may offer little comfort to the person seeking a place foe visiting and
conversation. We believe that a third area is needed for commuting students
on a junior college campus. This area should be close to instructional offices
to facilitate at least semi-supervision; and it should provide a quiet place for
either study, reading, or relaxation. The area should be furnished with study
tables, comfortable chairs, and perhaps small round conference tables for four
or six students. The space may be used for other small gatherings at carefully
scheduled times. This area should not be an enclosed room but an alcove off
an office suite or an extension or "bay" of a corridor or lobby. It should not
be large and there should be several such areas on the campus.

We also believe that junior colleges in regions with mild temperatures are
not taking full advantage of the possibilities of open-air areas, not only for
physical education activities but also for instruction, rec .tiori, relaxatiore
and even some types of study. We urge that in planning an attempt be made
to utilize the entire campus in the program.

In developing the programs and the activities in a new junior college, dif-
ferent attitudes and policies concerning athletic programs should be consid-
ered. It should be recognized that there may be justification and real worth
for some junior colleges to develop extensive intercollegiate athletic pro-
grams. In many junior colleges that we observed and studied, however, we
found little apparent justification for the expensive demands of intercol-
legiate athletic programs. Such programs often require physical space and
equipment, usually provided at the expense of good physical education
instruction, the development of intramural activities, or the maintenance
of good campus-wide recreation programs. If the junior college does not
carry on an extended intercollegiate athletic program or if it supports
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only one major sport in such a program, then certainly physical facili-
ties should be related to such a program. Without the necessity for large areas
devoted to spectator sports (including large areas for spectator seating), space
can be designed more appropriately for the physicfA education and cLAcii
requirements of the institution.

How should the kind of instructional space and the number of such in-
orat-t.0 'Loa- ut.1.4...-LuALLGUI 116 CIIIVIIIV.C111. as..i.auy JuavL.A...

should be an invaluable aid to the campus plainer at this point. The basic
instructional space for a junior college campap is the standard classroom,
seating a section composed of 25-40 students and containing 700 net square
feet of floor space. Experience has indicated that the section size for most
classes will be nearer 25 than 40, with an average of somewhere close to 30.
Study, experience, and observation have also indicated that the average full-
time student who has enrolled for 12 to 16 semester hours of work will spend
9 of these hours in a standard classroom. To determine the number of class-
rooms needed, multiply the total full-time enrollment by 9, which will then
give a total number of semester hours of use in such classrooms for the entire
full-time equivalent student body. However, since we will be able to seat an
entire section in each classroom, it will be necessary now to determine the
number of groups which these semester hours represent. The above figure
may be divided by the minimum of the sections. In order to decrease the
number of classrooms to he constructed, some campus planners will set the
minimum classroom size at 3C or 32. However, this is thought to be an error
in that in actual practice the minimum size of sections will not be this large,
and it is better to provide for clasa-ooms on a more liberal estimate and,
therefore, the minimum size of sections should be determined as not over 25
students per section. The figure obtained after dividing the total number of
semester hours by the minimum size of a section will give us the number of
meeting times necessary to provide for. If the college is operating on a sched-
ule of 40 hours per week, from 8:00 a.m. to 4:00 p.m., thus providing for
eight class hours per day, and giving us a total possible use of 40 class hours
during a five-day week, we must again realize that total utilization is not pos-
sible. A conservative estimate based upon a national average is that the stan-
dard classroom will average about 60 per cent utilization per week. Cer-
tainly by careful scheduling and through the use of other factors a greater
utilization can be realized; but in planning for facilities it is always better to
plan in terms of the more established and more conservative estimates. Sixty
per cent of 40 hours per week would give a possible use of a classroom of 24
hours per week. Twenty-four should then be divided into the number repre-
senting the number of stand rd classrooms necessary for any given enrollment
size.

The following sample Will illustrate the above procedure. (a) If we are pro-
viding for an initial enrollment of 500 full-time equivalent students and we
use the estimate that each student will receive instruction in a standard-size
classroom for 9 hours per week, we then multiply 9 times 500 and determine
that 4,500 individual class contact hours must be provided for. (b) However,
since students are not taught as individuals in a classroom all to themselves,
but are taught in groups or sections, we then may reduce the number of class
contact hours by dividing these hours by the minimum section size, or 25.
We thus obtain the figure 180 which repreJents class contact hours for the
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number of groups or sections needed. (c) We have determined that our daily
class schedule will be an eight-period schedule, five days per week, or a total
of 40 possible scheduled class hours per week. Realizing, however, that our
classroom utilization will be only 60 per cent of this, we have a utilization
figure of 24 hours per week that each classroom will be in use. We divide our
180 class contact hours for sections by 24 and determine that we will need
71/2 standard classrooms for an enrollment of 500 students, and therefore in
our planning we will provide initially for 8 classrooms with a net square foot-
age of 700 each.

This same formula can be used to determine expansion needs as the stu-
dent body grows. If we have determined that three years from now our stu-
dent body will have grown from 590 full-time equivalent students to 800
full-time equivalent students, we can simply take the increase in growth,
apply the same formula to it, and determine how many additional classrooms
we will need in three years.

Present-day teaching techniques and the demand for flexibility in planning
additional facilities initiate consideration for a larger size classroom designed
to seat from 60 to 75 students. In these classrooms there may be an emphasis
upon audio-visual presentations or the combining of smaller discussion sec-
tions into a lecture group, or such planning may provide the means of in-
creasing the size of classes in certain disciplines where a large group does not
at all detract from the effectiveness of instruction. Such classrooms should be
planned with a minimum of 1,050 net square feet ::.nd the minimum section
size should be considered at not less than 50. Experience has indicated that the
number of these classrooms need not b:, great. for taking the full-time equiva-
lent student enrollment as a whole, the average time spent by each student in
such a classroom is only one hour. Thus it is easily seen that if the average
is only one hour per student, then not too many students are scheduled for
sections meeting in these large rooms. Again, by using the formula outlined
for determining the number of standard classrooms and based upon an imagi-
nary student enrollment of 500, and again at 60 per cent utilization of the
room and using minimum section enrollment of 500, actually less than one
room is needed. Therefore one such room would be planned in a campus de-
signed for only 500 students.

With the increasing emphasis upon science subjects and the rising enroll-
ments in science, special attention and consideration should be given to the
planning of science facilities. In spite of protestations from some campus
planners that multiple disciplines may use a general type of laboratory, it is
our opinion, based on observation, experience, and conference, that the gen-
eral type laboratory for junior college instruction is not the best ?Ian. No
matter how small the institution may be, basically there should be a chemis-
try laboratory, a biology laboratory, a botany laboratory, and a physics lab-
oratory. These facilities are necessary even though they may not be utilized
to their fullest extent for several years after construction.

It is our considered opinion that laboratories should have a minimum of
1,050 net square feet and that they should be designed for not more than 24
student stations. This size room will allow some extra space for work tables
and small instruction groups away from the laboratory tables. For campus
planners who are developing an initial facility for a rather large initial en-
rollment, again the formula for determining the number of instructional
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areas to construct can be applied by considering that each full-time equiva-
lent student will spend an average of three hours in a laboratory. This is the
average for the entire student body. Thus, if the initial enrollment is 1,000,
we apply our formula of 3 hours, times 1,000, or 3,000 hours, divided by the
minimum section size which, as experience has shown in laboratories in

juniors

colleges, will average only about 20 to a section (few laboratory sec-
tinnq; PrancP of scheduling diffivilties, will reach the maximum number of
24). Then by applying, a utilization percentage of 80 per cent instead of 60
per cent used for classrooms, we find that four and a fraction laboratories are
needed which, of course, will mean five laboratories. Since experience has
also indicated that one physics laboratory is sufficient to serve a student body
of 3,000 students, our distribution of laboratories would be one physics lab-
oratory, two chemistry laboratories (one for general chemistry and one for
the advanced chemistry subjects), and two biology laboratories. Just as there
is a basic minimum of three laboratories no matter how small the junior col-
lege enrollment may be, so there is a reasonable upper limit; and again ex-
perience has shown that by careful scheduling and an emphasis upon greater
utilization of the laboratories, six science laboratories, one physics, three
chemistry, and two biology, will serve a full-time equivalent student enroll-
ment of 4,000 students, and by adding another physics laboratory, a student
full-time enrollment of 5,000 may be served.

To those who have doubted these figures, may we point out that in just the
last few years, especially with the development of closed circuit television and
the increasing use of visual aids, new courses in science have been developed
which are nonlaboratory in nature and which employ the survey-type presen-
tation. Many nonscience majors are enrolling in these courses to meet their
general education requirements rather than enrolling in the more demand-
Lig laboratory courses in science. Thus we are finding growing enrollments
in such courses as the biological sciences, as distinguished from biology or
zoology or botany, and the physical sciences as distinguished from chemistry
or physics or astronomy or geology. There is no longer the need, therefore,
for as many laboratory areas as there once was.

A reference in the above paragraph to the development of new approaches
and new techniques in teaching the various disciplines brings us to a con-
sideration of the next kind of instructional space needed on the junior col-
lege campus. These areas may be called the special instructional areas, rooms
designed for particular purposes and frequently containing highly specialized
equipment. In the specialized instructional areas we would identify the
language laboratory, or with its more general use, the electronically equipped
laboratory; the special rooms for teaching business courses such as typing,
business machines, and accounting; the music rooms, the space for chorus and
band; the art and ceramics studio; the engineering drawing laboratory with
its highly specialized tables designed primarily to teach large groups; the
teaching auditorium for the science survey courses, the social sciences, and the
humanities. Again the campus planner is faced with the problem of how
many of these special instructional areas should be constructed on a junior
college campus. Since these areas with their highly specialized needs are both
expensive to construct and expensive to equip, economic considerations must
play a great part. It should be understood that for a campus designed to
provide a full complement of facilities, there probably should be a bask de-
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mand for at least one instructional area for each of the special disciplines.
That is, there would basically be one language laboratory or electronically
equipped laboratory if it is to be used also in the teaching of shorthand,
stenography, dictation, and music appreciation as well as languages; one art
studio; one large combination band and choral room; one business labora-
tory evipped with rnmhinatiOn typing tahlec and arrnnnt;rig ill el; v.iith a
work alcove for business machines; one engineering drawing laboratory, in
which the drawing tables may also be used for work in art: a combination
business-commercial laboratory in which All business subjects may be taught;
a teaching uditorium with acoustically treated dividers or partitions so that
two classroc ms could be made of the teaching auditorium and thus multiple
use of this area could be made; and a band and choral room with its tiered
and curved platforms which would enable it to be used part-time as a lecture
room or a large classroom. The only facility which does not lend itself well
to uses not involving its highly specialized equipment is the language
laboratory.

There is no very good or accurate method of deciding just how many spe-
cialized instructional areas are needed for full-time equivalent enrollments;
and the campus planner, as he begins to examine the needs of a student body
of 1,000 or 1,500 or 2,500 or 4,000 students, should make use of his course
description chart which indicates the number of students generally enrolling
in any given discipline based upon any given full-time equivalent enrollment.
Generally speaking, for a full-time equivalent study body of 4,000 students,
requirements will include three language laboratories, a large business-
commercial suite of three rooms, several smaller instructional areas and at
least 10 practice rooms, a large combination art and ceramics studio with
plenty of storage space, two engineering drawing laboratories seating a mini-
mum of 25 students each, and at least five teaching auditoriums, three of
which would be designed to seat 100 students, and two designed to seat about
250 students.

V.

TRANSLATION OF AUXILIARY AND SERVICE NEEDS
INTO SPACE REQUIREMENTS

From an academically philosophical point of view, several of the areas
described in this section, such as faculty offices and the library, should be
considered as a curriculum need, but for practical purposes in planning, they
are being included in the service and auxiliary section.

Defining the need for faculty offices has brought about some differences
of opinion on the part of campus planners and of administrators. The
arrangements of offices, the number of faculty members occupying an office,
and the size of faculty offices have all become points of controversy. Our de-
scription of needs for faculty office space is arbitrary, and is certainly open to
discussion and modification. However, it is our intention to be somewhat
dogmatic in our presentation of this part of the paper and to suggest that
those who cannot subscribe to the kind of planning which we have pre-
sented make such adjustments and modifications in floor space and arrange-
ment as seem suitable and satisfactory.

It should be emphasized that faculty office space on a junior college campus
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is as much a necessity as classroom or laboratory space. The junior college
faculty office is not an escape room for the faculty member, nor is it a place
to while away time between classes. It is itself an instructional area, a place
w'oere faculty-student conferences are held, where instructional sessions may
be scheduled with one or two persons, a center for the preparation of in-
structional presentations, and a place for grading, evaluating, and record
keeping. 11 is a work room for faculty. Certainly it would be ideal if a sizeable
room could be assigned to each junior college instructor for carrying on all
these activities, but a realistic approach, from the point of view of space re-
quired and economic cost, demands that only reasonable space be allotted
for this purpose. Many boards even today question the amount of space
allotted for faculty ofEes, and sometimes suggestions are made that large
common office areas should be constructed or that an unreasonable number
of persons share the same office space. The junior college administrator
should reject all such proposals. Never should a large common room con-
taining a number of desks be assigned for this purpose or planned for this
purp -se, and while two facalty members may occupy an office without too
serious loss of effectiveness, never should more than this number be assigned
to any one space. It is our conviction that the one-person offices are desirable.
They allow for freedom in scheduling conferences and in working with
students.

The minimum area required by one faculty member in an office is 75 sq.
ft. It is emphasized that this is n minimum square footage and that if the
college can afford the extra space, 100 sq. ft. per faculty member is far
better. Both these square footages will allow for satisfactory desk space, book-
shelves, and space for one, two or three conference chairs, allowing for either
individual conferences or for a very small group.

The offices of department and division chairmen should be very carefully
planned and should be the focal point of departmental or division business.
It is recommended that a division chairman's office be at least twice the size
of a faculty member's office, thus allowing for conferences or meetings with
larger groups of people and allowing for a greater display of the materia
used in the department in its instructional program. A reception room and
secretarial area, with a small work space for a mimeograph machine, and
storage room should be a part of the chairman's buite. Allot& very important
part of the chairman's suite would be a conference room. Li this conference
room, not only could departmental or division meetings be held, but the
room could also be scheduled for group instruction by any of the faculty
members. Such a conference room should contain at least 300 sq. ft. of space,
and more if possible.

The administrative area may be as large and complex or as small and com-
pact as the ultimate enrollment of the junior college will demand and as the
administration feels is necessary. Certainly the administration area would
contain the general administrative offices, the finance office area, the admis-
sions and records area, and the student personnel services area with office
suites and conference rooms for the counseling and guidance staff. The size
and the number of administrative offices must be determined by the organi-
zation of the junior college and by the desires of the administration. Most
junior colleges planned during the last 10 or 15 years have underestimated
the amount of space needed in a growing institution for the finance office
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and the admissions and records office. Both of these areas demand a great
deal of storage space and work space. Even with the advent of microfilming,
a great deal of storage and work space will be needed for all kinds of records.
Ample fire and security vault storage should be provided for both the finance
office and the admissions and records office. If microfilm equipment or IBM
operation is planned or being considered for future use, ample work space
for such equipment should be provided.

A suggestion for the arrangement of these areas is that student traffic flow
may be planned in order that registration may be carried on in the ad-
ministration building, at permanent counters and desks. Many institutions
today move their entire registration operations to a fieldhouse or gymnasium.
Careful and sensible planning of the administration building in terms of
student traffic flow may very well allow all registration procedures to be car-
ried on without having to move elsewhere.

The student personnel services area in the administration building should
be planned around physical facilities for counseling and guidance. Special
rooms for small group testing, several conference rooms, and a small voca-
tional guidance and counseling library should be included.

Library areas, including seating, stack spaces, work areas, desk space, audio-
visual and conference rooms, demand a minimum requirement of 25 sq. ft.
per student seated in the library, which number of students is at least 25
per cent of those on campus at any one time.

A more realistic figure for determining the ultimate size of the library and
provide for all needed space would be 35 sq. ft. per student seated in the
library. Some campus planners find it difficult to estimate with any degree of
accuracy the amount of space needed for the book and materials collection.
In other words, how much stack space should be provided in a library? It is
indeed difficult to compute the amount of space needed for library holdings
with a set formula. Different libraries compute materials placed on library
shelves in different ways. Methods of counting library holdings are not uni-
form. Some libraries do not count numerous unbound or unprocessed items.
Some have numerous oversized volumes in such fields as music or fine arts.

About 28 years ago, Robert W. Henderson, of the New York Public Library,
set forth a formula which has frequently been used and is frequently quoted.
Mr. Flenderson's formula provides for approximately 100 books per standard
stack section, or 10 books per square foot of floor space. Further experimenta-
tion has indicated that his formula may be too conservative an estimate.
There are some campus planners who have indicated that as many as 175
volumes can be stored in a standard stack section; or 20 per square foot. A
good working average, however, seems to be a more conservative 125 volumes
per standard stack section, or 12 per square foot. It should be remembered
that a "filled" stack section is one in which there is always space left for
future growth and future addition. In most modern college libraries, books
are arranged on the shelves by subject and, therefore, space must be left for
expansion. It should be realized, of course, that collections do not grow uni-
formly, that there will be some overcrowding in certain areas.

A national study has indicated that new institutions experience a library
volume in., -ease of 10 per cent per year. This percentage will also apply to
rapidly expanding institutions. On the average, junior college libraries grow
7 per cent annually. Libraries in established colleges or universities grow 4.7
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per cent per year. Libraries in small private colleges, both senior and junior,
average about 4.3 per cent growth. A reasonably generous formula would
provide 125 sq. ft. of floor space for each 12 sections. This ratio assumes
ranges of shelves 18 inches deep with 36-inch aisles between them, plus ade-
quate cross aisles.

The development of a student activity area on a junior coiicgc campus is
related to the philosophy and procedures adopted by the college. For instance,
the planning of the student union is related to the size of a cafeteria food
service area. If the snack bar type of food service is planned and no large
dining rooms or kitchens are needed, then the snack bar area lounge rooms
and activity rooms can be combined. Some junior college planners now advo-
cate that the food service area and the recreation area with game rooms,
Ping-Pong tables, etc., be separated from the more quietly and orderly con-
ducted lounge rooms, health clinic, student government and activity offices,
and bookstore.

After examining several such installations, we find ourselves much im-
pressed with this kind of separation. The two areas of the student union may
be separated by a patio, by a covered walkway, by a landscaped terrace, or by
a terrace furnished with outdoor furniture for lounging and resting. The
separation of the two areas emphasizes to the students the two different char-
acteristics of the areas and provides a psychological dividing line between
the more boisterous, noisy, and littered food service and recreation area, and
the more quiet and orderly lounge and creative activity area. How large or
how extensive or how expensive such an area should be again depends upon
local thinking and local planning. Some administrative philosophy will
place great emphasis upon the student area, realizing that day students must
be provided facilities on the campus for food and drink, for rest, for recre-
ation, and services, just as boarding students are provided many of these
services in dormitory areas. Other administrative thinking emphasizes that
most of the money for construction should be spent on areas more directly
oriented to teaching and learning and that the student area should be kept
to a minimum. We have visited campuses exemplifying both philosophies
and are very much inclined to believe that the larger and more wisely
planned student area is important to all-round institutional effectiveness.

There are some junior colleges where physical education and athletic ac-
tivity are so strongly emphasized that the needs of these areas are met before
any other planning is done and the junior college becomes virtually a campus
dominated by a large and finely equipped gymnasium or fieldhouse. Our
own view is that the gymnasium or fieldhouse should not be the first building
constructed, and should not be unduly emphasized on the master plan of
the campus. We do believe, however, that physical education and intramural
activities are very important.

Areas for these purposes should be carefully planned. Shower, locker, and
dressing rooms for both men and women should be located in a facility that
can be expanded and which can provide space for indoor activities during
inclement weather. We would to point out that it is not absolutely neces-
sary that shower, locker, dressing, and auxiliary space for physical educa-
tion be made a part of the gymnasium or fieldhouse building. We have
visited many junior college campuses where these facilities were contained
in a separate building joined to the gymnasium or fioldhouse by an enclosed
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walkway or by some kind of a protected corridor. The size of a fieldhouse or

gymnasium is determined largely by the uses that will be made of it. If spec-

tator space is to be added to the gymnasium or fieldhouse, this must be con-

sidered in the planning.
Campus planners should not forget the maintenance building, which

should have space for maintenance and custodial crews, for campus deliveries,

for the garage, campus trucks and motor division, and for storage space. It

should have easy access to delivery roads.

VJ.

SOME ADDITIONAL PRINCIPLES FOR PLANNING

JUNIOR COLLEGE FACILITIES

It may be helpful at this point to turn once again to general principles.

To plan and develop a new institution, or a new educational facility on an

already established campus, is not to sit down with pencil poised and say,

"Let's begin planning." There is much thinking and reading, and more read-

ing. There is enthusiasm for a new architectural concept. There is much writ-

ing and much more talking. But finally, something takes Dhapethe first

vague, shapeless outline of a new college campus or a new college building

begins to emerge and to become real. Constructive, tangible planning is

under way.
There are, we think, several guiding principles in plunging that may help

us in our thinking, that will open up new viewpoints for us to consider, or

that may support us in our creative endeavors.

1. There is only one certainty in planning, and that certainty is change.

Our only recourse is to plan in terms of flexibility to meet that change,

rather than to predict exact needs at all times. Flexibility, however, is not

an easy concept to understand, and much poor planning has been done

in its name. Flexibility in planning is not the "universal" cLssroom, the

sliding partition, the divided auditorium, the multi-purpose space, the

pie-shaped building, ur any other of a multitude of designs and devices

calculated to house any and all programs, class sizes, or activitiesal-

though any one of these features may be one way of attaining a part of

the flexibility we want. Flexibility is something much deeper, more

philosophical, more intellectual than design, arrangement, or gadget.

It has to do with program, teaching procedure, policies of scheduling,

teaching aids and their uses, size of groups and classes, instructors' sched-

ules, and functional hours on the campus. Out of a study of flexibility

based upon these factors may very well come a need for new design, con-

vertible space, folding partitions, and all the rest. Real flexibility must,

however, start with a dynamic, progressive, forward-looking program and

curriculum especially forged for today's youth, tomorrow's man or

woman.
2. Planning must include definite provisions for expansion. No matter how

large your buildings are now, no matter how completely you have

planned your campus, they will all be inadequate by 1975.

3. All planners must be fully impressed with the fact that the junior col-

lege campus of tomorrow will be used full time, day and night, summer
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and winter, stormy weather and sunshine, and that it will be used by all
ages of people and all levels of sophistication. Sound planning must
recognize these facts.

4. The planner must always be aware of the problem of staff, the numbers
to be used and the availability of money sufficient to hire them. Planning
must be done so that the facilities will make it easy to make full use of
total staff so that the work may be satisfactorily and efficiently done.

5. The failure of the modern age to develop taste comes partly from
aesthetic impoverishment in the classroom. The fundamental problem
is to translate feeling, in terms of values, into physical objects and ac-
tivities. Psychological values and physical surroundings must be brought
into a state of compatibility.

6. The architectural design should be such as to say frankly, "This is a
college." Too many colleges look like factories. They have plenty of
light and air, there is some clever geometry of design, but they don't say,
"This is a college, a seat of learning, a place of intellectual achievement."

7. Sensible facility planning can come only after se:, sous and wise consider-
ation has been given to scheduling classes, lectures, and laboratories all
through the day, the afternoon as well as the morning. To schedule
classes, lectures or laboratories on the theory that students are more alert
in the morning, and that no satisfactory learning or work takes place
after lunch or in mid-afternoon is following an unfounded and unsup-
ported superstition. Such scheduling does not support economical facil-
ity planning.

8. Planning and developing the physical facilities should take into con-
sideration new materials and new methods of construction.

9. In the place of the buildings on a campus, we urge that space not be
squandered by providing sweeping campus vistas or expensive building
set-backs so that passers-by on the street or highway will have a "pretty
picture." The orientation of buildings and areas should be inward, to-
ward campus life, not outward. We also hope that the campus plan will
not emphasize scattering buildings too thinly about a large acreage with

too much space between buildings. This is the "cattle pasture" approach
to planning. There is a psychological factor of advantage found in build-
ings planned fairly close to each othernot huddled, but adjacent.

10. Academic buildings should be placed in accordance with the interrela-
tionship of academic departments. This should be done on the basis of
student and faculty schedules rather than on any philosophical or in-
tellectual kinship of disciplines.

11. The type of space most frequently slighted in planning is the faculty
office. If one includes administrative and business offices, faculty offices,
clerical offices, and miscellaneous desk space, this area comprises one-
fourth of the total space on a junior college campus.

12. To work toward a high degree of space utilization as an end in itself
may be destructive to the entire program of a college. Complete and
total utilization of space during the college day is impossible in a well-
rounded program. While attempts should be made to increase efficiency
and use, the quality and type of educational program, the purpose for
which space exists in the first place, must be the primary consideration
in determining use.
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I hope that what I have presented has been provocative. I hope that it has
also been helpful and interesting. We do not believe for one minute that we
have planned a model junior college campus at Clearwater, or even a spec-
tacular campus; but we do believe that we have provided wisely and well for
an effective instructional program.
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JAMES L. WKITENBARGER
Director, Division of Community Junior Colleges

Florida State Department of Education
Tallahassee, Florida

GUIDELINES FOR SECURING AND
ORGANIZING STAFF FOR
A NEW JUNIOR COLLEGE

As you consider establishing a new junior college, it may not occur to you
that one essential element is in short supply, or may not even be
We have known for some years that we would face a shortage of qualified
members of the teaching profession. There have been only half-hearted at-
tempts to correct this situation, although i has been growing more serious
each year. In a recent report of the Research Division of the National Educa-
tion Association on teacher supply and demand in universities, colleges, and
junior colleges, the following statement was, made:

This fact stands out: The total number of persons with high level skills and com-
prehensive preparation does not equal the pc esent demand. Business, industry, and
government enjoy a favorable position. Universities and colleges find themselves
more embarrassed day by day. It seems all too easy for the exigencies of the moment
to obstruct any consideration of the inexorable demands cf. tomorrow. And in this
way the long-range role of higher education is providing for the needs of tomorrow
is overlooked .1

This publication goes on to point out that there has been. over the past ten
years a decrease in the number of new college and university teachers holding
the doctoral degree.

The increasing demand by the junior colleges for new faculties is reflected
in some comparative statistics pointed out in this report. For example, in
195S-59, new teachers comprised 14.4 per cent of the total full-time staff. In
1`.460-61, new teachers comprised 14.7 per cent of the total full-tim,: staff.
However, in the 1962-63 school year, new teachers comprised 18.1 per cent
of the total full-time staff. If sufficient opportunities are to be provided for
youth in the future, we may find within a few years that almost one-fourth of
the total faculty are new teachers. Over 70 per cent of these new people dur-
ing the past few years were men. These teachers were needed in the following
areas: social sciences, natural sciences, English, business, physical education,
mathematics, various vocations, foreign languages, psychology, and music.

The report also indicates that the educational qualifications of junior col-
lege teachers have maintained during the past five or six years a rather con-
stant percentage in relation to degrees. Less than 10 per cent hold doctor's de-
grees; approximately 50 per cent in addition hold master's degrees.

According to this report, junior college faculty members (provided that
1 Maul, Ray C. Teacher Supply and Demand in Universities, Colleges, and Junior Col-

leges, 1961-62 and 1962-63. Washington: National Education Asosciation, Research Di-
vision. Washington, D.C. P. 9.
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you do not count those who moved from junior college to junior college)
were obtained: approximately one-third from high schools; 20 to 23 per cent
from graduate schools; approximately 17 per cent from colleges and universi-
ties; and around 11 per cent from business occupations.

The report further reiterates that the available supply of competent
teachers is far short of the needs in every branch of higher education, includ-
ing the junior colleges. We will continue to have difficulty in obtaining quali-
fied faculty members, even though junior colleges may increase their use of
omen and part-time teachers, and may work diligently to upgrade their

faculty through in-service improvement.
I would like to spend a few minutes evolving with you a series of guide-

lines which presidents and boards may use in staff selection and organization.
Perhaps the answers to four questions will help:

1. What are the qualifications we want for faculty members in the junior
college?

2. What are the characteristics of our present faculties?
3. Where do we find individuals with these qualifications and character-

istics?
4. What are the major problems related to staffing?

I.

QUALIFICATIONS

Most people would agree that we want competent, responsible, qualified
faculty members. There have been a number of studies concerned with the
essential qualifications of a faculty member. One of thequantitative measures
commonly used at any level of education has been the degree which the in-
eividual holds. Custom, accreditation, and often state law have always given
strong support to this requirement. Almost all research studies have indicated
.clat the master's degree is considered to be a minimum requirement for
teachers in the academic areas, and that the bachelor's degree, accompanied
by practical experience in certain types of jobs, is usually considered to be
the minimum educational qualification we expect of teachers in technical or
vocationally oriented programs. There has been a good deal of discussion
as to whether the doctoral degree is a desirable requisite for a junior college
teacher. Since doctor's degrees are often research-oriented, some have con-
tended that junior college teachers could do without this particular degree.
I think the question is not so simple, that we can ignore the necessity and the
need for teachers to obtain higher degrees in their specialties.

It should go without saying that a teacher must be thoroughly competent in
the subject which he is assigned to teach, and for a junior college teacher, it
is also essential that he understands how his discipline may relate to other
disciplines. Since one of the major purposes of a junior college is to provide
additional background in general education for the students, it is essential
that the college teacher not only have knowledge but also the ability to help
his students understand the totality of man's knowledge and to prevent him
from becoming so interested in one small segment of human knowledge that
he remains ignorant of other segments. The role of the junior college teacher
in this regard is different in a matter of degree and emphasis from that of the
university teacher.
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Junior college facIty members must also be able to teach. The junior col-
lege has often been labeled as an institution which is dedicated to good teach-
ing-. This must be true if the junior colleges are to help many young people
who would otherwise not have the opportunity to further their formal edu-
cation beyond high school.

In final analysis, the knowledge and understanding of the junior college
as an institution serving specific educational needs is an x.ccorit;a1 qualification
for a junior college faculty member. If the faculty member does not accept
the basic philosophy of junior colleges, he probably cannot be effective in his
position. If he is attempting to make the junior college into a "little" univer
sity, he will not be an effective junior college faculty member.

A final word relative to qualifications of junior college teachers in their
specific and particular role concerns the relationship of the junior college to
its community. Since the junior college ostensibly serves a specific community,
it needs to be constantly aware of its relationship to the community and its
participation in community affairs. This implies that the junior college
teacher must be an active, contributing member of the total community.

H.

THE PRESENT FACULTY

Because of the unique function of the junior college, there probably is a
greater percentage of junior college teachers who have come from business
and industry and directly from graduate schools than might be found in other
colleges and universities. Junior college faculty, however, must come from
many sources, and a unified faculty must be built from such varied elements.

Last year we conducted a study in Florida which pinpointed a number of
facts about the faculty in that state. Whether these characteristics are those
which you would consider in selecting a new junior college faculty may be a
moot question. These characteristics appeared in 1,000 faculty members who
answered a rather detailed questionnaire: 61 per cent are buying their own
homes; 55 per cent have only one car; and 60 per cent report that they are
less than a thousand dollars in debt.

Fifty per cent reported that they had had teaching experience in four-year
colleges; almost 70 per cent indicated that they had had one or more years
of elementary or secondary school experience. Many of these were duplicates.
Twelve per cent hold doctor's degrees. An additional 77 per cent hole master's
degrees. The sources of recruitment in Florida are very similar to those we
found in the national study, approximately one-third coming from high
school teaching; approximately one-fifth coming from college and university
teaching; almost an additional third coming from graduate schools; and
smaller numbers coming from business occupations and other related areas.
The junior college faculty in Florida represents a group of people with high
morale and with high purpose. They are satisfied with their chosen profes-
sion, and would repeat their present professional life if given the opportunity
to change.
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ORGANIZING A FACULTY

Once we have selected a faculty, there will be an organization within which

they will work. There undoubtedly are as many ways of organizing a faculty

as there are people doing the organizing. The common collegiate organiza-

tion of departmental structure, established according to disciplines, is one

which all too often junior college faculties and administrators follow. It is

again essential that the purposes and functions of the community junior col-

lege be carefully analyzed if we are to organize a faculty for effective teaching.

Quite often departmental lines will have to be modified if any real progress

in connection with the occupationally oriented programs is to be accom-
plished. It may be necessary to delimit some of the usual faculty functions

in reference to curriculum approvals unless we can obtain faculty who view

curricula in relation to broad and purposeful viewpoints.

IV.

PROBLEM AREAS

What are some of the problems we may expect in selecting and organizing

a junior college faculty? In examining these problems, a list of do's and

don't's could be developed. The first problem, of course, is connected with

the supply of faculty members. Merely obtaining qualified faculty, at least

qualified on paper, will undoubtedly be something of a job over one or more

years. We may have difficulty in finding faculty who will understand and

accept the junior college program. We must seek to develop faculty members

who are eager to be of help to all youngsters, not only a limited few. We want

faculty members who will continue to keep up with the growing, burgeoning

areas of knowledge occurring in every discipline these days. We must search

for faculty members who have an understanding of the nature of adolescents

as well as the nature of adults whom they will teach.
The junior college must develop an evaluation of good instruction, pos-

sibly consisting of evidence that is not as objective (based, for example, in

universities, on the number of articles published) as that colleges and univer-

sities traditionally use to determine faculty promotion. The administration

must fight the tendency to take the easy way in meeting its recruitment prob-

lems, employing only local people, high school people, and Aunt Agatha's

Aunt Harriet.
The college must face squarely such problems as may occur in connection

with personnel policies: the employment of two members of the same family,

moving people from within the ranks to administrative positions, and simi-

lar problems. The employment procedures which the college uses, such as

who originates the recommendation for new staff members, who approves

them, and the procedure used, are essential decisions in an organizational

structure. The administration must consider the necessity for providing ade-

quate secretarial and clerical staff so that each faculty member's particular

competencies can be used to the greatest degree. In organizing the faculty

itself, administrative policies must provide for and must delineate rather
specifically the responsibilities to which we expect faculty members to devote
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their energies. A question which continually confronts junior college ad-
ministrators is the extent to which faculty can be involved in administrative
?roblems without becoming administrators.

Sound policies relating to teacher load, faculty clerical help, faculty re-
sponsibilities in sponsorship of student activity organizations, faculty tenure,
faculty travel and attendance at meetings, ietileinent, insurance, conditions
of employment, etc., evolve through study of the best institutional practices.
Each faculty member should understand the lines of responsibility in the
college. A faculty member should not go to the governing board unless the
president requests that he make an appearance.

The internal organization of a faculty will depend in most instances
upon the local situation and may well be decided to some extent by the
competencies of the president and his Immediate administrative staff. The
extent to which a faculty may be organized into departments and divisions
may be related directly to size as well as other factors. It does not make a
great deal of sense to isolate individual faculty members into three-man
semi-autonomous departments. The internal organization which is used
should be clear; line and staff relationships should be understood by all.
There should be an equitable policy regarding teaching load. This procedure
should be followed as much as possible in determining the activities expected
of faculty members.

Department heads, division heads, and deans should not nominate indi-
viduals who do not meet the stated requirements.

Employment forms ,,hould be carefully worded. The impression on an
applicant determines in many instances whether he remains interested in the
position.

V.

THE NEW FACULTY MEMBER

Once an applicant is employed, the college has the responsibility to make
him feel that he is a part of an important organization. In a recent study,
Siehr, jamrich, and Hereford list the nine problems which new faculty con-
sider important.

1. Lack of time for scholarly study.
2. Adapting instruction to individual differences.
3. Dealing with students who require special attention.
4. Adequate secretarial help.
5. Understanding college policies regarding teaching loads.
6. Challenging superior students.
7. Obtaining and using instructional materials.
8. Grading or marking students' work.
9. Understanding college policies to be followed in curriculum develop-

ment or revision.

II appears that some of these problems could be alleviated by a better
orientation and by better faculty in-service education. As a matter of fact,
Douglas Montgomery found that those junior college faculty members who
had completed a basic course, which aided them in understanding the junior
college as an institution, were perceptibly more receptive to the function and
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purposes of the junior college than those who had not had such a course. It
would appear that a more careful orientation program might also be of great

value. New teachers often suggest that they should receive materials such as

schedules, course outlines, texts, faculty handbooks, etc., as soon as they are

appointed, not when they appear on the job. It has been suggested also that

new teachers, contrary to the usual procedure, might be given lighter teaching

loads during their first year of teaching, rather than the more commonly ac-

cepted heavy load.

VI.

CONCLUSION

I have discussed with some brevity the problems we face in securing and

organizing a new faculty. In summary I would like to list the following guide-

lines which may be consideredby boards and by presidents.

1. Procedures used in selecting a junior college faculty should assure that

those persons selected will be able to implement the basic purposes of

the junior college. If such a procedure is not followed, the junior college

will not be able to do the job for which it has been created. This guide-

line has important implications for background, education, and experi-

ence qualifications.
2. The academic preparation of faculty members should include at least a

master's degree for most academic areas; at least a bachelor's degree for

the remainder of the instructional areas. Special experience in occupa-

tional areas should be considered a prime requisite for teachers who

work in those areas, in addition to the degrees.

3. Faculty should. be selected from a variety of sources to bring to the insti-

tution a balanced variety of experiences, approaches, and reactions.

4. The effective utilization of the time and abilities of each faculty member

must be a matter of continuing study.

5. Faculty should know that promotions and salary increases depend upon

evidence of success.

6. Faculty members should be expected continually to develop and im-

prove through in-service education.

7. The junior college faculty should understand the students they will be
teaching. They should have an understanding of student abilities, ranges
of purpose, and ranges of previous levels of accomplishment.

8. The organization of the faculty should be dependent upon the accepted

purposes of the college. There should not be small three-man depart-

ments which act in a semi-autonomous manner. Traditional college
organization is not necessarily appropriate for a junior college.

9. Clear statements of policies relating to conditions of employment are

essential.
10. A faculty policy handbook must be carefully worked out and made avail-

able to all faculty members when employed.

11. The selection of individuals should originate with the college itself, and

be guided by policies established by the controlling board.
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12. An orientation program, carefully developed in-service education, and
consistently wise policies for working conditions should be used to en-
courage each new faculty member to make the junior college his pro-
fessional home.

13. Faculty who are not happy in their work; whn are apologetic, or v.rho
seek to make the junior college into another kind of institution should
be encouraged to find other employment. No junior colleg, can be strong
unless its faculty understands and accepts the unique function of the
institution.

If a board and its executive officer, the junior college president, give care-
ful attention to these guidelines, the future of the junior college is assured.
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CALVIN C. FLINT
President, Foothill College
Los Altos Hills, California

SECURING AND ORGANIZING
A STAFF AT FOOTHILL COLLEGE

The key problem in developing a junior college is securing and organizing
a staff. Finance, community relations, and facilities can mean nothing with-
out a good staff. I will therefore confine my remarks to the steps taken to
secure and organize an effective staff at Foothill College.

Securing and organizing a staff requires acceptance by the board of a good
personnel policy. Before accepting a position at Foothill, I discussed with
the board my views concerning good staffing, and had concurrence from the
board that the points I outlined were the objectives they also desired:

I. All personnel would be directly responsible to the superintendent, who
would make all recommendations to the board relative to employment,
promotion, and retention of staff. I recognize that this procedure is
quite obvious; but I also know that in a number of districts, the board
acts directly in some personnel areas.

2. The entire staff should meet high professional standards. This is not an
unusual situation, but it does commit the board to require the ad-
ministration to seek people with qualifying degrees.

3. It would not be necessary, for political reasons, to hire faculty from the
local area, although those who would otherwise qualify from the local
area should be given strong consideration.

4. There would be a high salary schedule which would be comparable to
the best junior college salary schedules in the State of California. More
important, it would be possible to start people with experience at a
high point on the salary schedule. Actually, Foothill may start its
people as high as the eighth step on a 12-step schedule.

5. The board would approve the employment of an extensive administra-
tive staff.

At this point let us discuss the implementation of these points at Foothill.
The administrative positions were filled immediately: dean of instruction,

dean of students, business manager, director of community services, director
of vocational education, director of library services, and registrar. It was in
this last area that we made our greatest error. Our registrar was asked to act
as an administrative assistant, to handle details that were rapidly accumu-
lating. Consequently, when we opened in the fall, the registrar's functions
were not well formulate'. an inadequacy from which we are still suffering. If
I were to do it again, I would have a registrar and a data processing pro-
grammer to process student records.

I realize that a large administrative staff at this stage of development may
appear very costly. Yet, the fact is that a large staff is needed during the first
year.
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Of the administrators selected at Foothill, all but two had had junior col-
lege experience in California, and all were capable people, able to cope with
the many problems involved in creating a junior college.

We organized ourselves as an administrative group in March and April,
and had to have facilities for a regular day program by the following Sep-
tember. Almost immediately we tackled the following problems:

1. Securing facilities for a regular day and evening program.
2. Telling the community the purpose of the junior college.
3. Passing a bond issue.
4. Arranging for releases of those students for whom programs would not

be offered at Foothill.
5. Developing a curriculum.
6. Hiring a staff.

We found that our primary problem was the selection of personnel during
this rush period. It was easy to concentrate on facilities rather than on the
interviewing of candidates, because we had to meet certain deadlines. Also,
we did not have as many candidates in the beginning as we had hoped to
have. And yet it was from this group that we had to select a faculty which
would set the future climate for the college.

We established what we thought was ,n excellent salary schedule. We gave
as much publicity as we could to our openings; but despite these attempts,
the list horn which we had to make our selection was quite small.

Generally, we did very well in selecting our first faculty group, but we still
had to let ten of the first group go within the next two years. Today, with
tenure granted almost from the date of employment, we would have seriously
handicapped the college by making hasty staff appointments.

The most important recommendation I would make to those establishing
a new college would be to wait one year before hiring a teaching staff and
initiating classes. Such a policy would assure a better initial personnel em-
ployment procedure.

We found that the new staff was very enthusiastic and anxious to help
Foothill become an institution of which they could be proud. We took ad-
vantage of this enthusiasm by asking a faculty committee to meet and discuss
future staffing and personnel procedures. The committee, after long delibera-
tion, came up with a number of points which have since been implemented.

1. The faculty committee was very anxious to have division chairmen for
each of the major areas (nine in all). During the initial two years, di-
vision chairmen would, where possible, be selected by the administra-
tion from within the respective divisions. All members of a division
wishing to apply would be permitted to do so. The division chairmen
would teach approximately half-time in order to have time for such
administrative duties as employing and evaluating staff.

2. The college would insist on and publicize a strict evaluation policy for
all faculty members.

3. A strong favorable public image should be developed in order that an
instructor would wish to join the staff at Foothill. Foothill College
decided to do this in order to have a list of applicants from all over
the United States from which to select faculty members.
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4. There should be intensive recruitment. This year we made four ad-
ministrative trips in the United Statesone as far east as Boston and
three to the Northwestto interview candidates who had applied.
Faculty members have been asked each year to suggest friends who have
qualified as outstanding teachers. It was suggested that before we hired
a person; we should discuss the candidate w" people who have known
him in order that written recommendations could be evaluated. Where
possible, three administrators on the Foothill staffdivision chairman
concerned, dean of instruction, and presidentwould interview each
nrtni;,.-...

5. There would be a good salary schedule.
6. There would be individual faculty offices.
7. There would be secretarial and other help so that faculty members

would be relieved of routine duties.
8. The teaching load would be light enough to permit the instructors to

do the best job possible in the classroom.
9. Faculty members would have sufficient funds to attend professional

conferences. (We have found that faculty members are very proud of
this professional touch.)

10. A faculty house or lounge would be available. Foothill has a fine old
house on the campus with a swimming pool for the use of the faculty.

11. Members of the staff would be promoted whenever possible to ad-
ministrative positions.

12. An annual three-day meeting of the total staff, administration, and
board held at the Asilomar Conference area to discuss topics planned
by a faculty-administration committee would provide communication
between the faculty and administration. Such communication would
be furthered by the weekly meeting of the president's cabinet, which
includes all administrators and the president and vice-president of the
faculty association. The faculty is kept adviEed on all policies formu-
lated at cabinet meetings. Faculty association representatives also at-
tend all board meetings where policies are reviewed. The faculty also
asked that it be involved in the appointing of all committees.

In conclusion, I would like to emphasize again that we are not trying to
indicate that what we have done at Foothill is the best approach. We know
we have made some errors which we would hope to avoid if we were starting
over. But we are sure of one thing: the emphasis on staffing policies has paid
strong dividends. We now have a list of several thousand applicants, and we
are now able to screen from this list those individuals who will be outstand-
ing faculty members.

Good staffing pays off in good education.
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JOHN F. PRINCE
Executitc Director, Arizona State Board of Directors for

Junior Colleges
Phoenix, Arizona

GUIDELINES FOR DEVELOPING COMMUNITY
RELATIONS IN A NEW JUNIOR COLLEGE

College education today is in the market place. Junior college board and
faculty members are hucksters like people who sell soap or cigarets. We edu-
cators may rate our product higher than the goods of our huckstering com-
petitors; in fact, we may be quite smug about the value of the product we
are sellingeducation of the American youth. We are likely to approach a
school financial problem, say a bond issue, with almost a condescending
manner. After all, it is for the good of the people to house young Americans
well while they are being trained for productive living. We may ask with all
the fervor of noble crusaders, "What better way is there to spend money than
on education?"

Unfortunately, there are those who will answer our rhetorical question.
These people will say that a better way to spend dollars is for them to spend
the dollars themselves rather than to let us spend them on colleges. We may
cry out that to deny money for schools is undemocratic, un-American. We
may moan in anguish over crowded campuses, extended days, glutted park-
ing lots, and all the other miseries of too little space too late; but the hard
fact is that we are in a competitive business.

Mr. Citizen is subject to a plethora of demands for his dollars. Junior
college education is forced to compete for his attention in a world abounding
with good causes and imperative needs which also seek his dollars. National
defense, highway improvements--as well as educationall need his money.
He is so persistently pressured b well -intentioned groups and people like us
that he frankly gets sick of the whole affair of government.

Not long ago I was invited to address a service club. A friend said he was
a member of the group and that he looked forward to hearing me"unless,"
he said, "you talk the way most of our speakers do. They all present us with
problems that demand solution." My friend went on to say that he tried to
be a good citizen by recognizing his responsibilities. "But I have reached
the end of my patience with all of these darn problems. Several months ago
a speaker told us that all the cedar trees were doomed if certain preventative
measures weren't adopted. Now every time I drive up to my cabin in the
mountains I am dejected by the sight of all those poor cedar trees facing
extinction because fellows like me didn't push the legislature hard enough
to get an emergency appropriation for cedar care. No more problems for me!
For he.wen's sake don't tell me I have to solve a lot of junior college prob-
lems now."

My friend's impatience is understandable. Yet we in junior college educa-
tion know we have an institution of rich value which has served society well
and can grow in strength and usefulness, and can improve higher education
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in new and exciting ways. We, the laymen, and the professional educators
must persuade my friend and other fine citizens like him through our skill in
communication to work with us in expanding junior college oppactunity.
We have a real responsibilty in making clear to him the new role of the
junior college today.

Let's consider this "changing" role of the junior college. The major change,
of course, is moving from the comfortable and safe arms of the secondary
school districts, where most junior colleges were born and nurtured, into in-
dependent institutions in their own districts. The junior college can be an
institution in its own right with enabling laws giving it dignity and sound
financial expectations, with bargaining power assured, enabling it to move co-
operatively and equally with other institutions of higher education.

The changing role of the junior college also is emphasized by its becoming
a strong educational force in America. This strength is largely due to the
ever-increasing numbers of college-age youth and othersperhaps 50 per
cent of first-time enrolleeswho are enrolling in the junior college. It will
continue to enroll more and more adults as well, enabling them to continue
their education and retraining them for occupations in an accelerating,
changing economy. If. is becoming the technician's college, training people
for technician roles which manpower studies indicate have the greatest em-
ployment potential in the coming years. Its changing role is ever being
strengthened because its very flexibility allows it to grow with a changing
country.

T have lust described is what we must cell to Mr. Citizen through the
channels of public relations. We must convince him that the junior college
is a solid, strictly disciplined institution offering the first two years of col-
legiate training on an equal basis with four-year colleges and universities;
that it is a college flexible enough to meet new social and economic needs;
and that it is versatile enough to evolve a flow of new educational programs
for our rapidly changing citizenry.

Now, let's turn to our topic, "Guidelines for Developing Community Re-
lations in a New Junior College." First, let me indicate that my tellow
speaker, Dr. Hamilton, and I agreed to divide the topic, thus hoping to avoid
duplication. My purpose is to discuss the relationships and approaches which
will assist in getting a district established and funds available to buy a site
and build a plantin brief, to begin a college. Then Dr. Hamilton will take
over the newly created college and discuss the new and continuing relation-
ships with the district.

The procedures for setting up a new junior college district will vary from
state to state; but let's assume that the idea for a new college is initiated by
the people. One person, or several, or a group goes to work to get a junior
college. They may turn to some educational agency to assist them, or they
may create an organization themselves to work for a district. What guide-
lines could be set up to assist these interested citizens in getting started in
their work?

Most new junior college districts now cover a large geographical area. They
may encompass a large community area and be considered community col-
leges. Or a new district may include several communities with possible di-
versified economies, as well as including large suburban subdivision develop-
ments. Such a district will set up a regional college, the term indicating a
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greater scope of responsibility than the college serving the single community.
But whatever the area to be served, let's consider some guidelines for estab-
lishing community or regional public relationships.

An excellent beginning, usually, is to set up a citizens' committee with
definite aims, or to plan a program to inform the citizens of the need for a
junior college. Such a committee can be activated in several ways.

Assuming there is no law pertinent to the question, some agency that has
legal or quasi-legal status and that enjoys the confidence of the people should
organize the citizens' committee. For example, the board of supervisors or
city council or joint city councils might invite citizens from various sections
of the proposed district to serve on a junior college committee. Or the cham-
ber of commerce of one community might set up a junior college committee
and invite chambers in other communities to do the same, with all of them
meeting jointly.

I am familiar with one case where the supervisors asked the mayor of each
community in the proposed district, the chamber of commerce in each, and
the school superintendent in each high school district in the area to recom-
mend names of citizens to serve on a commttee. This trinity of choices, in-
spired by somewhat different motives, gave a spread that assured a fair repre-
sentation of citizens. The group contained outstanding business and indus-
trial leaders such as a chamber of commerce would hold in esteem, citizens
of general reputation and stature in the community, and also citizens with
successful backgrounds on school boards, P.T.A.'s, and the like.

After such a committee is selected, an organizational meeting should be
held and leaders chosen. Then the committee should acquire professional and
experienced lay board members from junior college districts or agencies to
meet with them.

When a citizens' committee is large it perhaps is better to break it into
subcommittees, each with carefully de5ned responsibilities. Let's assume that
the citizens are being asked to vote to organize a junior college district or to
vote bonds for acquiring ',land and erecting buildings. The role of the citizens'
committee is to inform the citizens about the reason for the election. These
following subcommittees would attend to the important aspects of such an
election:

I. Public relations subcommitteeto tell the story.
2. Technical education committeeto assess particularly the need for

technical training in the area and how a junior college could assist.
3. Business education committeealso for assessment purposes.
4. Financial review committeeto consider fiscal needs and resources in

establishing the college program.
5. Building plans committeeto arrive at a preliminary estimate of space

needs.

A steering committee can coordinate the activities of these subcommittees,
serving as a resource agency responsible for getting information and eventu-
ally compiling the findings and recommendations for the public relations
subcommittee to tell the story to the citizens.

My next guidelines are based upon the assumption that the citizens at
lare.e don't have the enthusiasm for a project that those working on it have
e...., ; hat many do not listen to or read information that is released through
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our news media. Most of us, in fact, skip hurriedly over numerous informa-
tive articles because we don't have interest at the time in the subjects. We can
expect this lack of attention in a school public relations program.

Consequently, two guidelines for a citizens' committee would be to prepare
a simple and an uncomplicated educational story and, secondly, to repeat it
even at the risk of boring the citizenry. When the story is quickly understood
acid the citizens hear it several times, success will follow and the opponents
will be unable to say "how confusing." or "why weren't we told?"

What goes into the simple story, of course, is tremendously important. A
committee might begin by asking questions such as "What would I want to
hear about this education proposal?" It is likely that the citizens would like
to hear what the junior college educational program will mean to them and
to members of their families. It is likely that they will want to know whether
it has economic value for their city or their county. They would also, for
example, like to know what it will cost in taxes.

The answers to these questions probably should stress primarily the educa-
tional opportunity available to all the family at a reasonable cost with em-
ployment opportunity or professional opportunity enhanced for members of
the family. I suspect that "educational program" with its benefits to all will
organize more districts and win more bond votes than complex financing
plans and earnest assurances that the educational proposal "really won't cost
you taxpayers much!"

I once knew an administrator who referred to school costs as "deficit spend-
ing." Such a classification undoubtedly resulted from his obsession with
school expenses. What horrible connotations the term carried! In fact, the
term was bad enough to arouse political extremist groups to action. If this
administrator had talkcd "educational progam" rather than "deficit spend-
ing," he could have sold program far more easily than costs.

I recognize the danger in oversimplifying the story of an educational pro-
gram. Omissions can be harmful and misleading. But I do think the ad-
vantages of the simple, direct story outweigh the disadvantages. I might add
that simplifications have been gaining results.

Another obvious guideline is to carry the information to the people who
are most affected by education. The first group, of course, would be the
parents. The second group should be the high school juniors and seniors who
are thinking of college. It is good strategy to have teachers, possibly coun-
selors, as members of the citizens' committee, because they influence stu-
dents who, in turn, influence parents. And teachers also often have good
political organizations which can be of real assistance in getting out the vote.

The public relations committee, in particular, should pick up support
from business and industrial leaders who will look upon sound technical-
vocational programs as a reservoir of trained personnel for their activities.
The literature is full of testimonials from such community leaders as to the
value of junior colleges to them.

Retirement centers must receive serious consideration. These retirement
centers can bring many blessings to the communityexperience, money, and
a wholesome manner of living. We have several senior citizen developments
in the Phoenix metropolitan area, at least one of them"Sun City"being
well known because of its extensive advertising.

These people can become acutely sensitive to projects entailing tax ex-
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penditures. Their reasons, I am sure, are exemplary. I would merely indicate
that public relations committees should carefully study the approach to this
group. We try to involve their " pinking in adult classes taught in their com-
munities by mature teachers who seek to enrich their lives.

The citizens' committee should seek endorsements from people respected
in the district. Men of high position are newsworthy, and their comments
will be repeated often on the front page. Advertisements paid for and
carrying the names of many people may have value. I would utter one
caution, however, about relying upon endorsements. I recently observed a
bond campaign which was most heartily endorsed by numerous leaders, all
men of distinction. Almost every newspaper edition during the week before
the election carried stories and pictures of bank presidents, factory managers,
professional men, and the likeall testifying to their strong support of the
proposed bonds. Such a tide of confidence developed that many people
stayed home, confident that the bond program would win overwhelmingly.
During the week following defeat of the bond issue, many people explained,
"I feel terrible about the bond defeat. I thought it was a cinch to win." Votes
are required to win elections, not only front page stories.

The committee should publish a bright, easy to read, personalized brochure
which informs the reader that the junior college is good for him and his
family. Then get it circulated through clubs or organizations.

Possibly, the most important guideline is timing. The best public relations
program fails if the timing is wrong. The most pressing educational needs
will not impress Mr. Citizen if he has just paid his income or property tax.
The best educational proposals will be defeated if the idea of taxes is caught
up in a political battle over taxation in general.

A sincere, truthful program; simple and frequently told by the right people
at the right time is the essence of guidelines for educational progress in junior
colleges.
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MARSHALL W. HAMILTON
President, North Florida Junior College

Madison, Florida

DEVELOPING COMMUNITY RELATIONS AT
NORTH FLORIDA JUNIOR COLLEGE

Dr. Prince discussed establishing community relationships during the or-
ganizational period of a junior college. I shall discuss the problem of estab-
lishing and maintaining community relations after the college has been
e ablished. My report is based on the development of North Florida junior
College during a five-year period.

Good community relations for any college are the result of attention and
effort. They require the cooperation of the instructional and noninstructional
staff.

Developing public understanding of f:,e functions and activities of a
junior college should be a constant objective of the administrative staff and
the entire faculty. Upon it depends, in large measure, the amount of support,
cooperation, and assistance which will be given the school and, ultimately,
the amount of benefit derived by the students.

When I accepted the presidency of the nev:ly approved junior college
which was to serve the Suwannee River basin area of North Florida, I was
fully aware of the need for establishing a desirable image of the college in
the supporting communities. In planning for this I took a lesson from an
experience gained while I was serving as the principal of a high school a
number of years ago.

1 had been concerned about the messy appearance of the school. The
building did not appear sufficiently clean, and after the close of school each
day the condition of the facility was considerably less than desirable. Being
an administrator, I organized and reorganized the custodial staff according
to the best recommended procedures, but without the kind of improvement in
the condition of the school that I thought desirable.

I decided that I could not hire enough custodians nor organize them to do
the kind of job I wanted done. It was only when I convinced the total
faculty, and they in turn the student body, that "everyone is a housekeeper"
that we developed the kind_ of atmosphere we were seeking.

So it is with a community relations program. Not until all the faculty and
staff become a part of the team will the relationships of the college with the
community be what they should. An administrator cannot hire enough pro-
fessional public relations people nor organize them well enough to do the job
without the help of his staff.

To be sure, a competent public relations man can do a very important
job providing the various news media with valuable material; but there is
much more to a community relations program than that. It unfortunate
that sometimes administrators will hire a public relations man and then
apply the "Greyhound Bus plAilosophy" by leaving to him all the driving.
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When the North Florida Junior College was established in 1958, our
faculty, studying the problems facing us, concluded that the community had
little knowledge of the function of the college. True, the area, or at least most
of it, supported the establishment of this new institution of higher learning.
But much of this enthusiasm represented community pride and a recognition
of possibilities for real estate promotion. The people of the community had
worked long and hard to secure the school, but this did not mean, neces-
sarily, that the new college was reputable enough for their sons and daughters
to attend.

Uncertainties like this are a part of the problem involved in establishing
a junior college.

During the organizational period, a considerable competition develops
among the communities comprising the college district for the location of
the school. When the site is determined there is likely to be considerable dis-
appointment on the part of the citizens in some of the communities. This can
result in bitter and antagonistic attitudes toward the college.

A good community relations program should move quickly to heal such
wounds.

My own college had this problem. The North Florida Junior College was
enthusiastically supported by five rural counties in North-Central Florida
during the study which led to the approval of our district for the location
of a new college. The area had no large cities; it was sparsely populated; yet
it represented the largest geographical area of any junior college district in
Florida. Since this is one of the economically unfavored sections of Florida,
a junior college could represent the greatest financial "shot in the arm" these
communities had ever experienced.

A number of the cities within the district actively sought the college and
when the site was selected, one disappointed county withdrew from the dis-
trict. There was a considerable amount of bitterness among this county's
business, civic, and political leaders, accompanied by caustic headlines in
local newspapers.

However, as the president, I personally had one advantage. The site had
been selected before my appointment as presidenta procedure I recom-
mend with considerable enthusiasm. No one could blame me for the site
recommendation. This permitted me easier audience within the offended
community. I was not one of the villains! I did not ignore the bitterness ap-
parent in the community; but I frankly encouraged the people to talk. Then,
I quietly suggested something like this: "It is unfortunate that each com-
munity could not be the site of the college but since the decision has already
been madelet us turn our attention to making it the best kind of institu-
tion possible for your sons and daughters." I emphasized again and again
that the staff was interested in developing the best college in Florida and we
needed the community's support to do it.

We received that support. Consistently, larger numbers of students have
enrolled each year from the county, even though extra fees have been
charged. The Kiwanis Club in the county seat, whose membership repre-
sented the core of the bitterness, awarded us this past year a $3,000 grant so
the college would make the local contributions necessary to participate in
the National Defense Student Loan program.

As we made preparations to register students, the staff was keenly aware
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that the college had no history, no reputation, and no enthusiastic alumni

supporters. The college was beginning on the ground floor, and the staff

would have to build the kind of reputation that would warrant the support

of the people in the participating area. We all realized, I think, that the
college could not be given status; it had to earn a place in the community.

1, as the chief administrator, had a responsibility to include the staff in

building the kind of reputation and the kind of respect which the college

would need to have to serve effectively, and, indeed, to survive.
Before the college opened its doors, we discovered a need for establishing

a definite community relations program. In developing such a plan, it was

apparent that we needed to consider two approaches:

1. Publicizing the story of the college through a public relations profes-

sional.
2. Building an image of the college by the efforts of the entire faculty and

staff.

I.

TELLING THE STORY

I could not afford the luxury of a full-time public relations man. It was

necessary for me to assign someone on the staff to this responsibility on a part-

time basis. In selecting a part-time person for this job, I did not limit myself

to the choice of a member of the English staff, as is so frequently done. The

only faculty member with any prior experience was an instructor of business.

Here was my man. He made a good impression on those with whom he

came in contact; he could write effectively; he had an understanding of the

kind of information that the various news media would use; and he knew

the procedures for disseminating such information.
Since this was a part-time job, I wanted to get the most out of the portion

of his time I allotted to him. A secretarial staff was therefore made available

to do much of the routine work.
The faculty was requested to channel all news releases through this man

in order to avoid duplication, errors in information, and difficulties with

news media. Someone needs to be responsible for determining what informa-

tion should be disseminated and which should be classified as news, and what

information should be in the form of paid advertisement. Without a single

person being responsible for these decisions, it is impossible effectively w

utilize valuable news channel.
In spite of a specific policy requesting that all dealings with news media

be channeled through the public relations person, one of our staff sent some

paid advertisements of a play directly to the local newspaper. Almost at the

same time the public relations man distributed a news story about the s.oming

play to all news media. The local radio station gave us free c, tribution but

became quite upset when it was learned that we purchased advertising from

the newspaper. It took a personal trip by me to the radio station and an invi-

tation to lunch to the manager and his wife to smooth out ruffled feathers.

Of course, the feathers will stay unruffled only so long as the incident is not

repeated. Our policy is now stated in the faculty handbook where it should

have been all along.
I should like to emphasize the point that all of us have a responsibility to
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use paid advertisements when it is appropriate. Newspapers and radio and
television stations are in business to make a profit and, while they are uatally
happy to cooperate with a school, we should not abuse our privileges. Using
the paid services of these news media, when appropriate, results in good pub-
lic relations.

The local newspaper has been generous in giving our college space and
attention. We therefore try to use the job printing department of the news-
paper office when we have printing needs. In contrast, the administrator of
one institution I know complains bitterly that his local newspaper does not
carry school news releases; yet he invariably gives his printing business to a
job printer who is in competition with the local newspaper.

The more intimately a public relations man knows the people with whom
he must deal, the better job he can do. We made it possible for our part-time
person to visit the various news personnel in the area. Working relations im-
proved immediately.

We have been careful to hold an appreciation dinner each year to say
"thank you" to those representing the various community agencies, including
news media, which have made significant contributions to the college.

II.
BUILDING THE IMAGE

A much more complex part of a community relations program is the second
phase: building an image of the college through an indirect approach. This
phase is more complex because it involves so many more people. Staff mem-
bers are interested primarily in their academic responsibilities, their admin-
istracive r(,ies, or auxiliary services. Some of them are not even aware that
they are contributing to a community relations program, or have a vital part
in its shaping. The president needs to initiate some in-service training on the
subject.

This problem faced me when the total faculty of North Florida junior
College met for the first time in August, 1958. We had three weeks before
the registration of students, and I remember well the enthusiasm that was
evident within the comparatively small group which gathered around the
work tables.

I suppose it was good luck or good planning (I prefer to think it was the
latter) that compelled me to include community relations on the agenda for
discussion during the second day of general faculty meetings. I reminded the
staff that at the moment we had no eerned good will; we had no history to
reflect our accomplishments; we had no prestige. True, we enjoyed the ex-
cellent reputation built by the junior college system in Florida; but we had
to earn our own reputation. As the discussion developed, it became apparent
that our reputation would depend on the quality of our service. But in what
ways should we serve?

Our discussions on community relations had led us back to basic philoso-
phy. Prior to the time the total faculty reported, a skeleton staff had carried
the burden of crystalizing a philosophy, stating our objectives, developing a
curriculum, preparing a catalogue, and so on. Now the full faculty wanted
to re-examine the work of the earlier group. Out of this has come a more
realistic statement of our philosophy and objectives and a better program of
instruction. 102



I believe that one of the real values which developed from total faculty
participation in considering the importance of good community relations
was the staff discovering their importance in this matter as well as in other
matters affecting the college. Consequently our faculty sessions and commit-
tee meetings have become more spirited. Views have been expressed emphati-
cally. A good faculty has developed into a Treat faculty.

In our discussion of community relations during those first weeks, the point
was stressed that the homes of the faculty were spread throughout the com-
munity, giving them varied contacts, not as college faculty, but as neighbors.
The staff would shop at stores, would use the services of professional people,
would become members of religious denominations, and would join a variety
of service, social, and civic organizations. They would, in short, become an
integral part of the structure and life of the community. Because of their
training, experience, and interest they were in an ideal position to interpret
the work of the college to the community. Furtherand this is very im-
portantthey needed to create in the community the best possible feeling
toward the college.

It is a comforting feeling for an administrator to have his faculty arrive at
these kinds of understandings during a faculty discussion. This will usually
take place if the faculty is given the opportunity to discuss such issues.

After a discussion like this has established guidelines for maintaining
good relations within the community, appropriate statements regarding these
guidelines should be placed in the faculty handbook. The president may
wish to refer these statements to the faculty from time to time.

A very important po'Ant that appeared during an early faculty meeting was
that the effective acceptance of the college would hinge on the kind of instruc-
tion found in the classrooms. What would be said by the students around the
breakfast tables or in the soda shops and drug stores of the community would
have much to do with the kind of image that would be built about the college
in the minds of the people it would serve. Fundamentally the students' image
of the college would be reflected throughout the communit, good or bad,
and the instructional program of the college would play a large part in the
students' impressions.

This point pushed us into some very solid thinking about our program of
instruction; and I wish I had time to describe some of the suggestions which
were made and which were later implemented.

One faculty member made what I thought was a significant point and one
which had an impact on the future activities of the college. He reminded us
that schools and colleges are continuously calling upon the public for sup-
port of school programs and functions. Merchants are urged to advertise in
school newspapers, yearbooks, play programs, athletic publications, and the
like. The public is asked to buy tickets to this or that function. Drives are
made for building funds, scholarships, or a dozen other projects.

In most cases the public responds favorably and the required backing is
forthcoming. But, the faculty member insisted, the college, in turn, must be
concerned with what it can do for the community over and above the usual
instructional program. The facilities and the vast talents of the faculty can
make many "plus" contributions to the community that sustains the college.

This observation made the entire faculty aware of a new responsibility to
serve the community.
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One opportunity developed almost before our first classes began. The ad-
ministrator of one of our hospitals came by my office to seek help in the train-
ing of licensed practical nurses. He stated there was a dire shortage of all kinds
of nurses throughout the area, and while he realized that none of the hos-
pitals was large enough to provide laboratory experiences for training regis-
tered nurses, he thought maybe a practical nursing programa one-year vo-
cational programcould be supported.

While the need for such a program had existed for some time, no single
county within the participating area of the college could provide sufficient
numbers of students for a continuing program, and no single hospi'..al in any
of the counties was of sufficient size to provide adequate hospital experience.
The college was a naturalwe served across county lines and we could draw
students from an entire area. Also, we could use hospitals in more than one
county to provide varied practical experience. Since this plan (using multiple
small hospitals for providing laboratory experiences) had never been used,
the: State Board for Nursing in collaboration with our people worked out a
sati5factory plan and the program was initiated.

Another project developed when our director of guidance services learned
that no single high school in our area had an organized guidance program.
Interest was there, apparently, but help was needed in aiding these schools to
establish programs of guidance and, once established, strengthen and expand
thet-n.

With the help of a National Defense Education Act project, and with the
cooperation of the five counties, an Area Guidance Center was established
with headquarters on our campus. The college employed a staff member with
a doctorate in guidance who began work with gusto. Within a year all high
schools had the beginnings of a guidance program, and within two years all
schools had some released time for guidance personnel, varying from one
period to full time. An IBM test-scoring machine was rented, and the director
of the Center worked with the instructional supervisors in each of the coun-
ties in establishing county-wide testing programs that would fit their needs.
Currently, work is being completed on an area-wide testing program.

A third project which developed from our desire to serve the community
resulted in the creating of a film library for all public schools in the area.
Three NDEA projects in separate years provided us about $30,000.00 in fed-
eral funds for the purchase of films. In addition, each of the counties agreed
to contribute fifteen cents per pupil per year in average daily attendance. Ten
cents of this sum was set aside for film purchases, and five cents was designated
for administrative services, supplies, and equipment.

The Center is managed by six directors, one from each of the counties, ap-
pointed by school superintendents, plus one from the college, appointed by
the president. The Center is administered by the director of library services
for the college, based on the policies approved by the board of directors. All
schools in the participating counties can use any of the films without addi-
tional costs. I feel this is an example of the college-community planning and
management. And it is an example of a way to build good community rela-
tionships.

The Small Business Institute and the Artists Series Association also con-
tributed to the community during our early history. In the first instance, a
request was made by one of the local businessmen for help for the small
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merchant" in our area. He insisted that many business owners were having
problems with which they needed help. He indicated that the business jour-
nals were concerned chiefly with large rather than small business and so far
as he knew there was no agencyother than the collegethat could provide
the needed help.

Those were, indeed, beautiful words"no agency other than the college
that could provide the help." It indicated the community was looking to the
college for leadership. With the support of the Merchant's Association, the
Rotary Club, the Lion's Club, the Junior Chamber of Commerce, the bank,
the newspaper, the radio station, and others, the Small Business Institute be-
came a reality and served for two years.

The Artists Series Association was an attempt to make artists, secured for
the benefit of the students at the college, available to the people of the com-
munity. The community is not large enough to finance a series by itself, but
with the underwriting by the college, we initiated an excellent series during
our first year and have improved it every year.

All of these projects came about because of a recognition on the part of
the college that we had a responsibility to the community.

Earlier in this report I mentioned that the noninstructional staff has an
important place in community relationships. Failure to make use of the con-
tributions of such personnel is a mistaae.. Clerical, custodial, maintenance,
and special service personnel are essential to the success of the teaching proc-
ess and are more important than most of us are ready to admit. All these
people furnish contacts that cannot be neglected. When employing nonin-
structional personnel, we have stressed the importance of their contributions
in shaping the attitudes of the public toward the college. We look for people
who have a helpful and friendly manner; and we are careful to employ only
those who have a good record for getting along well with the public and with
their co-workers. Secretaries who will meet and greet the public and the stu-
dents, either by telephone or in person, are advised that these initial contacts
create eitkar favorable or unfavorable impressions that are difficult to change.
Our secretaries have been urged to greet callers as if there was nothing else
for the staff to do that day but serve the callers.

Custodians, maintenance staff, cafeteria personnel, student center person-
nel, and other employees are reminded frequently that they are important in
maintaining favorable community relations. It has been my observation that
such auxiliary staff members appreciate being recognized. They are important
in helping provide a good college image. It is also clear that they will coop-
erate when they are given recognition,

As a final thought, I should like to stress the point that no school can ex-
pect to be successful as a teaching center or long mair Ain community con-
fidence if it is torn by internal dissension. Low morale among college person-
nel will quickly spread to the students and to the people in the community.

Instructors need to exercise extreme care in their relationships with their
professional colleagues. They should attempt at all times to maintain an atti-
tude of friendliness and helpfulness, and should refuse to become an acces-
sory to the spreading of gossip or confidential information regarding students.

"Cat fights" among members of the faculty will all too often be talked
about in the community and will result in "sides" being taken on behalf of
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the contestants. Frequently students wiii join in the line-up and harm will
result to staff personnel, to students, and to the college.

The best time zo prevent such dissension is during the selection period. In
selecting teaching staff or auxiliary personnel I hit hard on the kind of human
relations record the prospect has Wits Requests for written rtarrimmPnrla-
dons place considerable emphasis on this point, and at least two telephone
inquiries are made for confirmations. I have found that oral reports are some-
times far different from written ones.

Once an employee is hired, the administration has a responsibility to help
him in any way possible. If he has serious problems and does not improve,
however, he should be replaced.

This presentation has been a report of how one collegethe North Florida
Junior Collegehas worked during its early history toward building good
relationships with the community which sustains it. Two major points have
been stressed:

L An active interest and a planned program must be established if a de-
sired image of the college is to be developed and maintained.

2. The participation of the total faculty and staff is the best guarantee of a
successful community relations program.

It also has been emphasized that a community relations programs much.
more than providing news releases, and it has been suggested that the presi-
dent must assume the responsibility for initiating a program which will in-
volve all the personnel of the college.
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Executive Dean

Chicago City Junior College
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GUIDELINES FOR CURRICULUM

DEVELOPMENT IN A
NEW JUNIOR COLLEGE

In curriculum development, more than in any other phase of our analysis
of junior college establishment, we find the obligation for creativity that will
affect the character of the institution and its program of service. Curriculum
development may involve the hardest work, the most people, the deepest
penetration of the community. But it affords the greatest promise of fulfill-
ment of institutional destiny. It is work that is never finished because the
changing community and world will reveal ever-new opportunities for serv-
ice if we have the eyes to see and the will to act.

We will take a broad view of the term curriculum and consider this to mean
the total educational program of the college. Our interest will be in long-
range and short-term goals.

The guidelines which follow are stated in essentially a chronological order
of application. Examples from Chicago will be used for the sake of illustra-
tion.

Guideline 1: Project a statement of basic philosophy and objectives into
short- and long-range plans.

A. Will ours be an "open door" college? If it is, we have an obligation to
provide educational experiences for all youth and adults who come to
our door. We may be open morning through evening and on Saturdays.
We may admit adults without high school diplomas as special students
or by examination. We will organize a counseling and testing program
to fit students into our program, to evaluate the curriculum and find
clues for its continuing development.

B. Will we maintain traditional college standards of achievement?' There
need be no conflict between the "open door" policy and the mainte-
nance of normal collegiate educational standards In the open door col-
lege we must provide experiences which prepare students to succeed in
the standard college courses we offer. We may offer remedial courses in
English, mathematics, reading, speech, and other fields if they are
needed. We may offer courses in English as a second language for for-
eign-born students. We may offer up to a year of precollege instruction,
as is done in Chicago, for high school graduates who have backgrounds
of cultural or educational privation.

A comparison of the admission procedure in an open door college
with that in a selective four-year college is shown in Figure I.
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FIGURE I.

College 1

Cala,),V;vLi
.....M.1%.01.4.1 **,.

Examinations

College 2

IA .......,-. TN- -....Wel.11 .1.1lIt.J1

Examinations

In College 1 (a selective institution) entrance examinations bar the door
to admission. Students may enter only after the successful completion
of the examinations. In College 2 (an open door college) no examina-
tions are required for admission. After a student has been admitted,
however, he will take examinationsthe results of which will be used
in guiding him to appropriate courses and curricula.

C. Will our college be a force for conserving and developing human and
institutional resources in the community? If so, we must provide indi-
vidual courses and one- and two-year curricula which lead to employ-
ment in the community and which provide for the upgrading and re-
training of individuals and groups in the local work force. We must also
provide opportunities for the preprofessional education of local young
people who will return to the business, professional, and corporate life
of the community after they have completed their advanced work at
four-year colleges and universities. A placement service will afford part-
time work experiences to strengthen personal ties with the local com-
munity. Work-study and cooperative programs will enrich classroom
experiences and facilitate the absorption of young people into the local
talent pool.

D. Will our college be a cultural center for the community? If it is, our
curriculum planning should include series of lectures, exhibits, and
performances. We will foster a climate of creativity in music, drama,
writing, and art for student and community participation. Liaison with
public libraries and organized lay and professional cultural groups will
be maintained. These community resources will be utilized as an in-
tegral part of the college curriculum.

E. Will the educational program be oriented toward self-directed learning?
Then the library will be a learning center embracing all media of learn-
ing and will have a central place in the facilities plan. Broadcast radio
and television will open new opportunities for service. Chicago's TV
College serves 3,000 or more credit students, thousands of noncredit
students, and hundreds of thousands of other viewers every term,
thereby extending the walls of the institution to a radius of 90 miles.

F. Will the human and physical resources of the college be made available
to the whole community and its institutions? Maximum use of resources
may suggest a year-round calendar such as the trimester calendar now in
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use in the Chicago and St. Louis junior colleges. High school programs
for gifted students can be enriched by college courses for advanced place-
ment. Faculty members may serve as consultants to community institu-
tions. A group of staff members with special talents in evaluation, law
enforcement, curriculum development, human relations, and educa-
tional administration are helping to improve the educational program
of the Police Academy in Chicago. This exchange is proving helpful to
both faculties.

G. Will our college foster the social and emotional development of young
people? Then we must plan for student government and extracurricular
experiences to achieve these ends. Personal counseling will be included
in the student personnel program. Referral channels will be established
with community centers for psychiatric diagnosis and therapy.

H. Will the administrative organization include the fostering of faculty
growth and commitment to the institution and participation in curricu-
lum development? The quality of experiences provided students will
be profoundly improved by involving faculty members in curriculum
development, particularly in the new college before a body of mutual
experience has been acquired. A flow of intercommunication is essential.
Orientation seminars for new faculty and in-service workshops are help-
ful. A divisional or departmental organization affords focuses for dis-
cussion of educational problems, guidance in preparation of syllabuses,
and coordination of instruction. Funds should be allocated for travel to
and participation in professional meetings, curriculum conferences, and
visits to other colleges. Teachers should be given support by the library
and audio-visual learning materials center in order that their classroom
teaching will reach its highest potential.

Our first guideline has been discussed at some length because of the prime
importance of definition of institutional philosophy and goals in developing a
curriculum.

Guideline 2: Use research in revealing the educational needs of individuals
and institutions in the community.

Census surveys will show some characteristics of the college's constitu-
ency. Other useful data include reports on high school curricula and enroll-
ments in each, post-high school plans of seniors, and position vacancies in
the community. Conferences with high school counselors, employment
managers, chambers of commerce, and carefully chosen advisory commit-
tees can afford material which is useful in initial curriculum planning.
These conferences also establish valuable bridges of communication with
key people in the community.

Guideline 3: Develop objectives and course sequences for a ts1/4.neral educa-
tion core for all curricula.

This core may be dictated in part by state law. it should build upon the
core of general educational experiences in the high school, striving for min-
imum duplication of high school learning and an upward extension of
knowledge, skills, and attitudes for personal effectiveness and good citizen-
ship. The Chicago City Junior College has for several decades required
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core courses in the fields of English, social science, physical science, biological

science, and humanities, totaling as much as one-half of some curricula.
Core courses should be common to all curricula. Students enrolled in various
curricula have a unique opportunity studying together in core subjects.
Student programming is facilitated and the core departmental faculties can
prepare outstanding courses !icing the team teaching approach.

Guideline1: Develop and introduce transfer and preprofessional curricula

rapidly.
These curricula have common acceptance and understanding. Since other

colleges offer a number of established models, many ideas may be borrowed.
The "cut and paste" method of imitation may, however, do violence to
the defined purposes of the institution and to the articulation of the junior
college with key colleges to which the student will transfer.

Proliferation of courses is a characteristic desire of college teachers and
departmental faculties. Courage, tact, and firm leadership are needed to
keep courses basic in content, and sequences few in number.

Guideline 5: Develop two-year technical and vocational curricula more
deliberately.

These programs may, from a local standpoint, be pioneering in nature
in that they may be unfamiliar to teachers, to students, to community, and
to prospective employers of graduates. Time is needed to meet with com-
munity groups, to discuss and refine prepared staff memorandums outlining
suggested curricula and courses, and to make the programs known and at-
tractive to potential students. Many two-year curricula can qualify for state
and federal reimbursements, if conditions of faculty status and instruction
are met.

Responsibility for educational leadership should be retained firmly by
the college. Community interest groups may make claims regarding needs
and opportunities which are not borne out in actual experience. The college
should reserve to itself decisions on course content and standards of instruc-
don though it seeks advice freely from others.

The prestige of two-year vocational programs must be developed by the
best in community relations programs. Some colleges publish viewbooks and
curriculum leaflets designed with a bit of "hard sell" in them. The help of
public relations consultants in the community can be useful.

Guideline 6: Make the community and its institutions a learn' qg labora-

tory.
We have sometimes adopted for other fields the model of the science

laboratory seeking to provide within the walls of the college a real life situa-
tion for the student. Most recently we have moved the computer, the hotel
lobby, and the retail store into our colleges. Our laboratory situation can
become obsolete as the world rushes on. Why not move our students into the

real life laboratory in the banks, computer centers; law offices, and instru-
mentation laboratories of our communities? Industry receives from the col-

lege a young person representing an educational investment of many thou-
sands of dollars. If industry will invest time and effort in enhancing the
junior college experiences of the student, it will receive a better educated
prospect for middle management at graduation. Professor Clark of Columbia
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University estimates that Arneria.n industry spends the same number of

dollars on company-planned and company-operated formal educational pro-
grams as is spent on all formal higher education in America. Can we en-
courage industry to invest in the junior college student by providing time
and supervision of student interns in its shops and offices?

Guideline 7: Develop families of two-year curricula around a common core

'-,f related electives.
Efficiency in curriculum building, staffing, and student programming can

be achieved by developing families of related electives. From this base op-

tions can be easily developed leading to employment. Relatively small num-

bers of specialized courses will be needed in each option as shown in Figure

II, which gives schematically a family of curricula in the field of business.

FIGURE II.

GENERAL
EDUCATION

CORE

RELATED
ELECTIVES

CORE

(English, (Accounting,
Social Economics,

Science, Psychology,
etc.) etc.)

Option AMerchandising

Option BBanking

Option CInsurance

Option DAccounting

The common cores bring larger numbers of students together for common

studies. Option courses in the various fields can be taught in part by out-
standing qualified practitioners from the offices, laboratories, a - stores of

the community who teach as part-time lecturers under the supervision of a

permanent staffcoordinator. These lecturers can be key persons in a work-

study program which affords field experience for college students.

Guideline 8: Allow adult education service to be included in formal cur-

ricula supplemented by special programs as needed.
Adults will find the formal courses and curricula of great interest and will

enroll as part-time students in numbers equalling or surpassing day enroll-

ments. The community may have need of special institutes and noncredit

courses. We should be alert to needs and meet them. Coordination with high

school adult programs will avoid friction. Extension centers in elementary

schools and other public places will extend campus facilities for evening

classes for adults.
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Guideline 9: Establish recognition awards to encourage scholarship andachievement.
The Associate in Arts degree has acnuired status by providing a recognitionof a completed program of work in a junior college. Certificates of comple-tion and diplomas can be used to recognize achievement at other levels.

Dean's lists, award convocations, and honor societies like Phi Theta Kappa,national junior college honor society, can do much to foster a climate of ex-cellence in scholarship.

Guideline 10: If a multibranch college is contemplated, consider the as-signment of areas of specialization in two-year vocational curricula.
In a multibranch college in a large urban complex it may be wise to offer

transfer curricula in all branches. Each branch can, however, be allowed to
develop two-year vocational curricula to serve the special needs of its neigh-
borhood. Southeast Junior College in Chicago is only a few miles from the
Midwest's large steel center in Chicago-Gary. Inland Steel now has 250workers in the field of instrumentation where it had five only ten years ago.Southeast has begun offering an automation and control curriculum to meetthis needa program which will not be offered at any of the other branches.

Guideline 11: Maintain curriculum development as a continuing process.
As stated earlier, this work is never done. The work of research in the com-munity, selection of advisory committees, and discussion of potential pro-grams should continue. Coordinators should be assigned responsibilities forthe heavy burden of intercommunication and public relations before andafter launching a curriculum. An alert college staff should have several two-year vocational curricula in development at all times. This process will beexpedited if the family of curricula approach is used.
In summary, I have tried to suggest that we begin curriculum develop-ment with a bit of soul-searching on the long-range philosophy and objectivesof our new college, that we begin early to take steps leading to short- andlong-term goals, that we introduce transfer curricula rapidly, that we develop

one- and two-year vocational curricula more deliberately, allowing for inter-action of college and community in curriculum development, and that wecontinue this curricula development process without relenting.
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BASIL H. PETERSON
President, Orange Coast College,

Costa Mesa, California

DEVELOPING CURRICULA AT
ORANGE COAST COLLEGE

After spending a year in study and in the procurement of facilities, we
began at Orange Coast College a program of instruction for 13th and 14th
grade students, in September, 1948. An adult education program was estab-
lished at the same time.

Why should Orange Coast be asked to report to you at this meeting? No
doubt there are a number of colleges whose curriculum development has been
as impressive and extensive. Perhaps we have been invited because we have
been persistent in giving attention to the multipurpose of the junior college
in California and because we have made periodic attempts to evaluate our
program. Incidentally, from my biased position, it is my conviction that we
have a good program of instruction. It has breadth, depth, diversity, and
quality.

I.

FIFTEEN YEARS OF PROGRESS

Orange Coast College has just completed 15 years of operation. We are not
one of the old colleges, neither are we an infant. Our recent fifteenth an-
niversary bulletin listed the following achievements which influence the cur-
riculum:

A. Effective teaching and good staff utilization were realized through team
teaching and large group-small group instruction.

B. Orange Coast College was the first junior college in California to build
a special facility (Forum) for large group instruction.

C. Orange Coast built the first foreign language laboratory in Orange
County.

D. Teaching machines are being used for individual instruction purposes
in mathematics, reading, and English.

E. An instructional materials center has been established to assist teachers
in preparing better teaching materials.

F. Orange Coast College was chosen by the U. S. Office of Education to
prepare a business data processing curriculum.

G. Orange Coast College was ckosen by the State Department of Education
as a model for a motion picture on business data processing.

H. Orange Coast College now offers complete instructional programs in 39
occupational and technical fields.

L Orange Coast College has won the Eastern Conference "good sportsman-
ship award" three times in the last five years.
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The most recent significant steps taken in curriculum development at
Orange Coast College include the following:

A. Approval of new two-year occupational curricula in industrial drafting,
insurance, and escrow management.

B. Approval of 14 certificate programs in various occupational fields.
C. Formulation of basic plans for the curriculum to be offered on a second

campus (Golden West College, to serve Huntington Beach, Seal Beach,
Westminster areas beginning September, 1966, or 1967).

II.

THEN AND NOW
One measure of curriculum development may be obtained by comparing

the program of instruction at the time the college started with what it is now.
The printed Dedication Program for Orange Coast College (September 10,

1948) contained this statement:
It is the aim of Orange Coast College to work closely with the entire community

to develop realistic and meaningful courses of studies in the day and evening for
young people and adults of the region.

Extensive studies of the community and its young people have led to the establish-
ment of a broad program of vocational and cultural curricula, and of the guidance
and health services necessary to meet these purposes.

Through the years, there has been little change in our basic philosophy;
yet look at our curriculum, then and now.
Then (1948-49) Now (1962-63)

12 Number of occupational curricula leading to AA Degree 39
106 Number of different courses offered during day .296
39 Number of different courses offered during evening .328

17-19 Number of "general education" units required for AA Degrze . .17-19
515 October enrollment (day classes) .3843

1696 Evening college enrollment .8916
2282 Number of unduplicated enrollmentsday, evening, summer.

(lecture series, short courses not included) 22,394
70 Number of graduates 549

Number of "elective courses" (day program)
4 Lower division type 27
0 Occupational type 9

58,000 Population of districts 133,000

The above comparisons show bow a curriculum can grow and expand. Is
such growth good or bad? Can it be defended? We at Orange Coast College
are continually asking these questions.

III.

CURRICULUM FEATURES
There are five distinctive curriculum features at Orange Coast College:
Diversity of Occupational Offerings. In offering 39 different occupational

curricula, Orange Coast College provides broad instructional opportunities
1 Two-thirds of Orange County is not a part of any junior college district.

114



for students planning to complete their education in two years or less. Few
junior colleges of comparable size are able to offer the breadth and intensity
of instruction in so many diversified fields and have so large a portion of the
student population majoring in those fields.

"Family of Jobs" Concept. Since its beginning, Orange Coast College has
subscribed to a type of occupational education which is as broad as possible.
An attempt is made to provide basic occupational training in a given field
which will qualify for employment in a "family of jobs." Some illustrations
are as follows:

Occupational Major Family of Jobs
Small Business Management Manager of Business

Owner of Business
Salesman
Advertiser

Vocational Art Ceramist
Photographer
Advertising Designer

Metal Trades Technology Machinist
Tool-Maker
Welder

Building Construction Technology Carpenter
Mill and Cabinet-Maker
Estimater
Building Consi, action Foreman
Lather

"Large Block of Time" Concept. 'Whenever possible, occupational pro-
grams have been organized to include 15 classroom hours of work per week
in major field. This "large block of time" concept permits coordination of
instruction and teaching of much needed related science and mathematics.

Inclusion of General Education. Orange Coast College subscribes to the
philosophy that a complete education includes a core of general education
to accompany specialized occupational training.

Large Class-Small Program. After successful experimentation with la
classes-small classes in history and psychology, the Forum Building was con-
structed. This facility was built especially for instructing classes of 300, as a
part of the teaching procedure for a given class. Students also meet in small
groups for discussion purposes. This type of instruction involves team teach-
ing. It provides for effective staff utilization. It permits the extensive use of
audio-visual materials. ft permits instructors more time for preparation. It
involves the use of course assistants.

This type of instruction required the reorganization of course materials
and content.

The faculty have supported the Forum as an instructional facility. In fact,
the building is the most used on campus this year. It is scheduled for use 56
hours per week.

More teachers are asking to use the Forum. As a result, a second large
classroom will be ready for use in January, 1964.
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IV.

GENERAL PLAN FOR CURRICULUM DEVELOPMENT

The following statements taken from Orange Coast College publications
are evidence of the philosophy and framework by which the curriculum is
developed:

Philosophy. Effective living in this era requires a much broader prepara-
tion than was needed in larlier times. Vocational opportunities increasingly
demand post-high school training, and successful family life and citizenship
presupposes levels of information, skill, maturity, and insight beyond that of
the average high school graduate.

In light of these considerations, the objectives of the college have been de-
veloped. There is training for occupational competency, for a program of
basic general education leading to civic competency and for personal effi-
ciency. For some students, the realization of these objectives entails meeting
university lower division requirements; for others, occupational, vocational,
or technical curricula are indicated. In order to meet the needs of each stu-
dent, an effective guidance program is imperative; and for the community as
a whole, a program of lifelong training must be provided.

Curriculum Development. The success or failure of Orange Coast College
will depend in large part on the manner in which its curriculum is planned
and developed. The educational program must be geared to the needs of
post-high school students. These guides or steps are followed in curriculum
development:

1. Determining periodically the educational and occupational needs of the
area.

2. Utilizing citizen advisory committees.
3. Maintaining continuously a faculty-administration curriculum com-

mittee.
4. Regarding curriculum development as a continuous process.
5. Obtaining board of trustees approval for all curriculum changes.

Direction and coordination of the curriculum construction program is the
responsibility of the curriculum committee, under the leadership of the vice-
president.

Each divisional staff, under the leadership of the division chairman, is re-
sponsible for considering the total program within the division, and recom-
mending to the curriculum committee those additions, revisions, omissions,
or regroupings of offerings which the divisional committee believes are neces-
sary to meet the needs of the students.

Approval of New Courses and Curricula. The approval of new courses and
curricula requires:

1. Recommendation by one of the divisions of instruction of the college.
(Adult education is considered a division of instruction in this regard.)

2. Approval by curriculum committee (12-member representative co.:amit-
tee, three representatives appointed by Faculty Association).

3. Approval by district superintendent.
4. Approval by board of trustees.
5. Approval by State Department of Education.
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Recommendations from Divisions of Instruction for new courses or cur-
icula should include the following information:

1. Title of course to be added or changed.
2. Course description and general content.
3. Unit value.
A Al11 r Anon to rinfl recommended nlivnbAr of-X Vta.441. JAILIAJALM,I.
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per week.
5. Need for the course.
6. Manner in which the course would contribute to educational objectives

of the college.
7. Manner in which course satisfies state standards and criteria.

The curriculum committee uses the following criteria in arriving at de-
cisions regarding the approval of courses:

1. Educational value.
a. Courses should contribute to one or more of the objectives of the col-

lege as set forth in the catalogue.
b. Courses should be of value to students as a general or a vocational

curriculuni, offering real possibilities of employment for the graduate
of a transfer curriculum or a worthy specialized interest.

c. Courses should be of collegiate level, but not of upper division level.
Required high school riake-up courses and remedial courses should
also be taught in a manner appropriate to college students.

d. Courses should be properly catalogued as to number, unit value, etc.
2. Relation to total program of the college.

a. The importance of the proposed course in relation to other possible
additions.

b. The likelihood of adequate student demand.
c. The degree of overlapping with existing courses.
d. The degree of competition with other classes.

In considering recommendations regarding new courses or curricula, the
district superintendent keeps the following considerations in mind:

1. Availability of sufficient funds to finance proposed course or curriculum.
2. Evidence of sufficient enrollment to warrant offering this course or cur-

riculum.
3. Accordance of the course with the purposes and basic philosophy of the

college.
4. Ability of the course to meet state standards and criteria.

Final approval of courses or curricula rests with the board of trustees. The
board of trustees will authorize the offering of courses or curricula through
formal action at a regular board meeting. Such action will be based upon
evidence and recommendations presented by the district superintendent.

V.

USE OF ADVISORY COMMITTEES

Citizen advisory committees have been extensively used by Orange Coast
College. Each year a representative group of citizens (125 to 150 in number)
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is invited by the board of trustees to meet for dinner and spend an evening
considering problems, plans, and pr'gress. These meetings have been produc-
tive.

In addition, advisory committees have been established for every occupa-
tional curriculum and for adult education. Each committee meets at least
one time and, in some areas, four or five times a year. These committees serve
to establish the educational experiences to be included in a program of in-
struction; they evaluate it; they assist the college in making these programs
practical and acceptable to business and industry. Through this cooperation
many of the students are placed for work experience and for full-time em-
ployment.

VI.

RESEARCH AND CURRICULUM DEVELOPMENT

Curriculum evaluation depends upon a continuous research programa
program which involves the gathering of facts and the measuring of results.
Too often this phase of curriculum development is achieved through a hit-
and-miss process rather than through scientific analysis of facts.

Educational and Occupational Needs Surveys. Prior to beginning instruc-
tion and three times subsequently, Orange Coast College has completed
major educational and occupational needs surveys. These studies have been
designed for the following purposes:

1. To determine fields or areas in which Orange Coast College should pro-
vide training, now and in the future, leading toward occupational com-
petence.

2. To evaluate the total program of education now offered.
3. To forecast the population growth of the college and the area which it

directly serves.
4. To determine whether the college is meeting the needs of students and

of business and industry.

The survey results have always been of value in leading to both deletions
and additions in the program.

Implementing Research Findings. Although these studies have served to
determine and evaluate major curriculum trends, the evaluation of curricu-
lum is a continuous process. Through the dean of research, this program is
conducted at Orange Coast College.

It is not enough to find facts. Research findings must be implemented.
This means that divisions of instruction must be involved in the activities
of the research office. This is achieved through a faculty advisory committee
for research.

Some of the research studies which have been made in the past two years
and which have had curriculum implications include the following:

Student persistence and success in selected instructional areas.
1. Divisional differences in School College Aptitude Test scores.
2. Course holding power and grades earned.
3. Causes of failure or withdrawal.
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Follow-up transfer and vocational-technical students.
1. Ability and achievement of high school graduates and nongraduates.
2. Analysis of student withdrawal, drop-out, and persistence.

Predicting the success of students attending Orange Coast College.
Grade point averages of students with high and low scholastic aptitude.

VII.

COURSE OUTLINES

Faculty members are required each two years to submit to the dean of
instruction an updated outline of each course taught. This resulis not only
in having on file course content materials for reference purposes and for use
by new teachers, but it requires instructors to rethink the program of in-
ctriirtinn.

When several instructors teach the same course, it is the practice of Orange
Coast College to sponsor summer workshops to reorganize course materials if
deemed necessary. The instructors are paid for participating.

VIM

GEARING CURRICULA TO OBJECTIVES

The curriculum has been developed to meet the objectives or goals of the
college. How has this been achieved?

Program of General Education. The following statement, based on faculty
suggestions, describes general education at Orange Coast College: Occupa-
tional competence is only one part of man's life.

Each of us lives also as a person, a member of a family, and a citizen; the
education which aims at higher effectiveness in each of these aspects of man's
life is called "general education" because it completes and makes more mean-
ingful the specialized courses each student pursues as a part of his occupa-
tional training.

As a result of specialized training, the student expects to become competent
to obtain and hold a job. As a result of general education, he should expect
to become more competent in exercising the privileges and responsibilities of
citizenship. He will use the various tools of communicationlanguage,
mathematics, critical analysismore expertly. He will understand more
clearly the American heritage and his physical and biological environment.
He will know how to conserve his physical and mental health and how to
help his family and his community to maintain wholesome conditions of life.
He will develop satisfying and constructive reactional habits. As a result of
this broadening of his skills, insights, and interests, he will achieve ideals and
practices which will make him a more interesting person, a dependable spouse
and parent, a participating and responsible citizen. In addition, he will find
himself a more productive and accomplished worker.

Each two-year plan of education set forth in our catalog is organized to
provide a balanced combination of occupational training and general edu-
cation for the common responsibilities of life in America today. Some of the
general courses are considered so fundamental that they are required of all
graduates. These required courses include Introductory Psychology, Com-
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munication Skills, Health Education, Physical Education, and American

History and Institutions. In addition, all students upon entrance will take

an Applied Mathematics Test. To graduate, those with unsatisfactory scores

must complete further work in mathematics as afforded by the Applied
Mathematics course. Other courses which have been designed to make a

significant, contribution to general education include: Life Science, Physical

Science, Consumer Economics, American Literature, History and Apprecia-

tion of Music, Introduction to Art, Marriage and Family Life, Group Leader-

ship, Industrial Relations, Introduction to Humanities, Home Economics,

Introduction to Business, Economics, Sociology, Western Civilization, and

International Affairs; students in all fields are advised to consider these

courses in choosing their electives.
Participation in the rich program of out-of-class activities of the college will

also make real contributions to the total development of the student. Asso-

ciated Student Body offices and committees, special interest clubs, and intra-

mural and inter-collegiate athletics are highly recommended to each student.

Education for Transfer. Students may complete the first two years or

lower division requirements of a senior college in practically all fields and

transfer for upper division work. In order that this may be accomplished

without loss of time, it is essential that proper courses be selected in order

to meet the varied requirements of senior colleges.
Some measure of the scope and effectiveness of transfer curricula, occupa-

tional curricula, and the functioning of effective counseling may be gleaned

from the following facts:
PER CENT OF STUDENTS

Year At Time of Registration (Sept.)

Transfer Occupational
Curricula Curricula

At Time of Graduation (June)
Transfer Occupational
Curricula Curricula

1957-58 49 51 54 46

1958-59 51 49 50 50

1959-60 52 48 50 50

1960-61 51 49 54 46

1961-62 48 52 54 46

1962-63 46 45 55 45

9 per cent undecided.

SUCCESS OF TRANSFER STUDENTS

Where Transferred Number of Transfers Grade Point Average
60-61 61-62 62-63 60-61 61-62 62-63

University of California 48 48 la 2.3 2.3

California State Colleges 70 344 478 2.4 2.3 2.3

Private Colleges in California 3 22 20 2.1 2.5 2.4

2.0 is "C" average (based on fall semester grades only).
Information not available until later.

Occupational Education. Occupational education is regarded as one of the

basic purposes of Orange Coast College. It is the responsibility of the college

to help each student develop his occupational capacities to the utmost, as a
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service to the student and to the community. Achievement of this purpose
requires the development of a diversified program of education. After high
school, many students are able to devote only two years to formal instruction.
As the end of that period they must be qualified to enter and compete suc-
cessfully in a vocational field of their own choosing. For these students, awide
variety of semiprofessional courses have been developed to combine theory
with practical training and experience.

Among offerings which prepare for earning a livelihood are a number of
two-year technician programs. Students who complete the required two-year
pattern are awarded the Associate in Arts degree and the Technician Certifi-
cate. Completion of this program signifies knowledge and skill in a technical
field, including basic competence in mathematics and science.

Those curricula which have as their chief aim that of preparing students to
enter employment after leaving the junior college are:

Agriculture
Animal Husbandry
Ornamental Horticulture
Agronomy
Agri-Business
General Agriculture

Business Education
Bookkeeping and Accounting
Business Data Processing
Business Management and Retailing
Escrow Procedures
General Agri-Business
General Office Training
Grocery Merchandising
Insurance
Real Estate
Secretarial Training

General Occupational
Engineering Technician
Drafting Technician
Civil Technician
Chemical Technician

Health Occupations
Dental Assisting
Professional Nursing Program
Vocational Nursing Program
X-Ray Technology

Home Economics
Nursery School Assistantship
Homemaking

Journalism
Police Science
Trade and Technical Education
Architectural Drafting
Automotive Technology
Building Construction Technology
Electro-Mechanical Drafting
Electronics Technology
Industrial Arts
Industrial Drafting
Metal Trades Technology
Petro-Business
Sheet Metal Fabrication
Supervision

Evaluation. Continuous re-evaluation by advisory committees provides the
most effective method of appraising the extent to which occupational pro-
grams are meeting needs.

Administrators, division chairmen, and coordinators visit classes peri-
odically and confer with representatives from business and industry in order
to evaluate the effectiveness of instruction.

Follow-up studies are conducted each year in an attempt to discover what
the student believes lie has obtained, and what recommendations he would
make for improving the training program.

The work-experience program allows an opportunity to test the levels of
skills developed in an actual work situation under the supervision of a work-
experience coordinator.

Adult Education. The college understands that education is a lifelong
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process. The operation of a functional, well-balanced adult and extended day
education program is considered one of our primary responsibilities, to be
carried on at hours and in locations most suited to the needs of adults of the
district. The program must be tailored to meet local needs and must be flexi-
ble to permit changes as local needs and circumstances require. An adult edu-
cation advisnry rnmrnittpe and other community contacts are devices used
for keeping the program close to the community.

Objectives of the acinit education program are as follows:
1. To fill gaps in previous schooling.
2. To provide educational experiences which lead to improvement of citi-

zenship.
3. To offer instruction designed to meet vocational needs, both pre-employ-

ment and upgrading training.
4. To provide a program of education which will contribute constructively

to the home as a basic unit of society.
5. To provide opportunities for self-,xpression.
6. To provide instruction which will broaden and strengthen the cultural

and intellectual horizons of the people served.
7. To provide a program of classes sufficiently broad that the Associate in

Arts degree may be earned during the evening.
8. To provide extended day classes as needed which will substantially paral-

lel similar classes offered in the day program.

The minimum standards and criteria for the establishment and operation
of extended day and/or adult education classes are as follows:

1. The class must be educationally defensible.
2. A qualified instructor must be available.
3. Funds must be available.
4. Interest in the course must be such that a minimum of 15 persons are

likely to enroll and attend.
5. Adequate physical facilities and equipment and/or supplies must be

available.

The evening college program is an integral part of the "regular program."
Only courses approved by the curriculum committee are offered. When
classes duplicate those offered during the day, the same course outlines and
texts are used. At the present time approximately 65 per cent of the offering
consists of graded classes; the remaining 35 per cent is composed of "conven-
tional adult education" classes. Neither of the two high school districts of
which Orange Coast junior College District is composed offers adult educa-
tion classes; this important function has been assumed by the college.

IX.

MEETING SPECIAL STUDENT NEEDS
Special programs of instruction are also provided. Repair courses are of-

fered in the following:

1. Applied Mathematics. This course is designed for students not able to
attain a passing grade on the Applied Mathematics Test given all new regis-
trants. All failing the test must enroll for this course if they plan to graduate.
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2. Developmental Reading. This is a laboratory course stressing practice 1}
fundamental reading skills. It is designed to assist students to improve read-
ing performance. It is an elective course.

3. High School Mathematics. Elementary Algebra, Plane Geometry, T rigo-
nometry and Intermediate Algebra are offered each semester.

4. Prepare'lry General Chemistry. This is designed for students planning
but not qualified to enter regular freshman college chemistry sequences.

5. Writing Clinic. This is designed to help students on an individual basis
at the time they are currently enrolled in a course in English.

A program for superior students has the following features:
1. Superior students in neighboring high schools are permitted upon recom-

mendation of their high schools to enroll in one course per semester.
2. Special sections in certain courses are organized for superior students (top

5 per cent in achievement).

X.

CHALLENGES OF CURRICULUM DEVELOPMENT

Through the years Orange Coast College has found many challenges in
curriculum development. Some of the major challenges include the following:

Selling Occupational Education. It is a never-ending process to convince
high school gradurtes, parents, counselors, college professors, the public in
general, and even some junior college instructors of the value of occupational
education. There is no justification for establishing such curricula unless they
have substantial support. Without support, such programs can become
"watered down" academic adventures with little or no occupational compe-
tence as a goal.

Meeting Great Diversity of Needs. Many different kinds of people attend
a junior college. There are thousands of different types of occupational careers
one may pursue. It is a constant challenge for a junior college in building
its curriculum to establish some sort of relationship between people and
available jobs. A program of instruction must be established which matches
men and jobs and also takes into consideration the ever-changing nature of
the occupational market.

offering Digerent Levels of instruction in General Education. A program
of instruction should provide different avenues and levels of instruction in
basic general education. This is essential in order that each student may have
the opportunity to procure the highest level of general education from which
he may profit.

Faculty Participation. A program cf instruction is no stronger than teach-
ing effectiveness in the classroom. This means that members of the teaching
faculty must constantly be involved in curriculum development. Time, dedi-
cation, administrative organization, and encouragement have some bearing
on the degree of faculty participation secured in curriculum development.

Coordination with Lower Division Offerings of Senior Colleges and Uni-
versities. Last year Orange (...east College students transferred to 81 different
colleges and universities in the United States. It is fairly safe to say that no
two of these senior colleges follow the same lower division pattern of instruc-
tion. It is a real challenge for any junior college to coordinate its lower divi-
sion offerings with the state colleges and the University of California to
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which it sends the greatest portion of its transfers. Perhaps some day we will
achieve sufficient mutual respect that each junior college will be permitnd
the nppnrtunity to designate Which of its courses are of such nature and
quality that the requirements of sister colleges are satisfied.

Meeting Legal Requirements. The California Education Code contains 12
mandatory requirements, 8 provisions of denial, and 7 permissive regulations
pertaining to junior college curriculum development. In addition, the Ad-
ministrative Code, Title 5, includes 4 mandatory, 1 denial, and 3 permissive
regulations. These requirements cannot be overlooked in curriculum
building.

Avoiding Proliferation of Courses. This is one of the most difficult tasks of
any college. There are numerous good courses offered in many reputable
higher institutions of learning. The tendency of faculty members who have
had experience with such courses is to wan.. ! -' introduce such offerings in the
college where they teach. vVithout great care and definite curriculum policy
involving safeguards, it is easy to multiply courses without limit.

Teaching the Same Course to an Ever-Increasing Number of Students. As
Orange Coast College has grown and as the number of students enrolled in
certain courses has increased, a real challenge has been presented in doing
the jcb. The questions need to be asked: Can our staff be better utilized?
What kind of facilities best lend themselves to doing the job?

In meeting these challenges, Orange Coast College has developed its
"Forum" and now its "Science Hall" and has completely revised its program
of instruction in certain fields. Large and small groups, taught by a team of
teachers, have been working well.

Coordination of Vocational Education with Chenging High School Pro-
gram. Recent trends in high schools to introduce vocational education have
real curriculum implications for the junior college.

What kind of a program of occupational education should a junior college
offer to the high school student who has majored in vocational education?
Can the junior colleges and high schools coordinate their programs of voca-
tional education so as to a-oid duplication, reduce dropouts, and provide
quality programs? This is a challenge which faces all junior colleges and high
schools immediately. Without positive and coordinated effort, state ane fed-
eral agencies will step in and take over, and much -aoney will be wasted.

In conclusion, it is my conviction that the junior college faces the greatest
challenge and also the greatest opportunity to prove its uniqueness. It must
develop a curriculum which is geared to a changing occupational market, to
a changing role of high school education, to an ever-increasing number of
students with varying abilities and interest, and to senior colleges and uni-
versities which tend to become more highly selective and somewhat inde-
pendent.
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ROBERT E. SWENSON
President, Cabrillo College

Aptos, California

GUIDELINES FOR FINANCING
NEW JUNIOR COLLEGES

This presentation will consist of three parts: (1) current plans for the fi-
nancing of junior colleges, (2) characteristics of a sound financial plan, and
(3) suggestions for financing new junior colleges.

I.

CURRENT FINANCING PLANS
In 1962, 42 states had publicly supported two-year colleges, and there were

almost as many different plans for provision of operating monies. This great
variety of plans may be combined into three major groupings. Nineteen states
have specific formulas for determining the state's contribution to the current
budget. The majority base this formula on a dollar amount per student en-
rolled, although a few set the state share as a proportion of current operating
costs.

Legislative appropriations constitute the second major grouping. Junior
colleges in 26 states depend upon annual or biennial appropriations, appar-
ently based upon budgetary proposals. (Some states have colleges in each of
the first two groupings.) A third type of support is derived from local tax
levies which are authorized in quite a number of states.

Moth: on and Martoranal in their analysis of state formulas for the support
of public two-year colleges comment as follows:

A . x number of states follow the practice of dividing operating costs among
the local district, the state, and the student, with some tendency toward
a pattern of equal shares.

B. Three states provide 50 to 74 per cent of the current support for local
junior colleges, 14 states furnish 25 to 49 per cent of the current support,
4 states less than 25 per cent, and 8 states give no support to local
colleges.

C. Increasingly, state tax funds are being looked to as the chief source of
support.

D. Student tuition payments have been kept at a minimal levelone-third
of the operating costs or less.

Capital outlay funds for junior colleges have come from two sources, the
state and the local district. Junior colleges under state control have received

1 Morrison, D. G., and Martorana, S. V. State Formulas for the Support of Public 2-Year
Colleges. U. S. Department of Health, Education, and Welfare, Office of Education, Bulletin1962, No. 14. Washington, D.C.: Government Printing Office, 1962. 70 pp.
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all of thefr building monies from the state, and local junior colleges have
provided their own capital funds. Florida is the one major exception, furnish-
ing 100 per cent of the capital outlay for local junior colleges.

IL

CHARACTERISTICS OF A SOUND FINANCIAL PLAN

James L. Wattenbarger, Director of the Division of Community Junior
Colleges in the Florida State Department of Education, described the char-
acteristics of a soun-' elan for financing junior colleges at a recent conference
sponsored by the American Association of Junior Colleges.'

A. The plan should provide for joint responsibility, with both the state and
the locality assuming a share. An essential part of this joint support
should be an equalization measure which would assure the same basic
quality of education in all of the colleges.

B. The plan should depend upon student tuition fees as little as possible.
It is a contradiction to talk about extending educational opportunities
to people on the one hand, and how large the tuition fee may be on the

other.
C.1 he plan should be based upon a formula which provides for all ele-

ments of necessary costs of a good community college program. The
formula must recognize that small schools cost more per student than
lale schools, that certain administrative and counseling services are
essential, that some types of programs are mere expensive, and that
provision must be made for rapid enrollment increases. The plan should
encourage efficiency and general improvement in the operation of the
college.

D. The plan should contribute to stability of operation by providing a
predictable income from year to year.

E. A sound plan will include provision for capital outlay. The extent to
which the state contributes should be dependent upon the historical
development of educational support as well as the basic taxing structure
of the state,

F. The plan will provide local districts access to borrowing funds for capi-
tal outlay. The basic facilities needed on every campus cannot ordinarily
be provided on a payas-you-go basis.

G. A sound plan will recognize that responsibility for record keeping, audit-
ing procedures, and fiscal control is a joint responsibility shared by a
state coordinating agency as well as the institut:on itself. However, as
great an amount of flexibility as possible in the administration of the
budget is essential.

H. The plan will not be dependent upon gifts or donations to provide
sufficient funds for the basic program of instruction. Grants or gifts
should be considered as a supplement to the regular public support.

I. The plan should induce areas of the state not directly participating in
support of a junior college to make their contributions on a basis related

American Association of Junior Colleges. Establishing Legal Bases for Community Col-
leges. Washington, D.C.: The Association, 1962.44 pp.
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to the number of their own residents who attend. [As Wattenbarger
infers later in his statement, it would be desirable for this to be manda-
tory in order that costs may be shared equitably.]

To these characteristics enumerated by Wattenbarger, two additions could
well be stated:

A. A state agency should have the authority to determine criteria for the
establishment of new colleges in order to avoid the formation of inade-
quately financed or uneconomical institutions.

B. The plan should encourage local districts to exceed the basic or founda-
tion level program.

FINANCING A NEW JUNIOR COLLEGE

Capital outlay problems are a primary concern in planning a new junior
college. Experience would indicate that'per student costs for a junior college
campus will range from $2,500 to $4,000 depending on plant capacity, land
costs, extent of vocational and technical programs, gifts and donations, varia-
tions in construction costs, etc. In general, a complete campus for 500 to
1,000 students will cost approximately $4,000 per student. For 3,000 co 4,000
students, the cost can be reduced to $2,500 per student.

Bonding versus pay-as-you-go becomes one of the first issues faced by the
governing board of a new junior college. Certainly, there are no easy answers.
Numerous factors must be considered in analyzing each local situation, in-
cluding the tax base of the district, the immediate enrollment potential, the
availability of a core of temporary buildings, other sources of financial as-
sistance, the costs of borrowing, trends in construction costs, and planning
efficiency. Unless a district has a large assessed wealth and a core of temporary
structures in which to begin operations, pay-as-you-go financing will not prove
feasible. With construction costs increasing about 5 per cent per year and
interest rates running 31/2 to 4 per cent, it is even difficult to demonstrate
that a real saving is achieved through pay-as-you-go procedures.

State agencies have conducted rather careful studies on the relationship
between enrollment and the needs for various types of classrooms and special
facilities. A new district should analyze this information carefully and adapt
it to local needs. Proper balance of classrooms, both sizes and types, plus
built-in flexibility, can result in substantial long-term savings in both operat-
ing costs and capital. outlay.

Building budgets pose real problems since it is necessary to start with rather
broad indices of costs and gradually refine the budget as actual costs become
known. This necessitates sufficient contingency monies allocated to major
budget categories to provide some elasticity. Too often campus construction
projects encounter unexpected problems in the early stages of planning or
building. These often later necessitate curtailment in essential facilities or
equipment. Campuses are opened without complete furnishings, or with no
landscaping, or with poor quality roads and parking areas, or even complete
buildings left out of the plan because initial budgeting procedures were un-
realistic. Suffice it to say, that building budgets must become continuously
more refined and detailed, and rigorous budget control procedures must be
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instituted right from the start if the hoped-for complete campus is to be
realized.

In planning initial administrative staffing, a new district should give seri-
ous consideration to the employment of an experienced person who will give
substantially full time to the coordination of the building project. By temper-
ament and background, this person should be equipped to work with ?'
college staff on planning, expedite action on construction, and mediate the
many controversies which will develop between staff and architects, archi-
tects and contractors, contractors and inspectors, subcontractors and suppliers,
and so on ad infinitum. An expert will save his salary many times over. In
addition, he will improve the chances of getting buildings completed on
schedule. Key administrators will necessarily be closely involved in the plan-
ning and supervision of the project, but one person is responsible for seeing
that decisions are made and properly recorded.

Architects and general contractors will be unhappy with this next proposal,
and admittedly it presents some pitfalls. However, a college often has the szaff
specialists or available expert assistance to plan and contract many of the
components of a total campus project. The use of this technique can yield
substantial savings on such items as built-in laboratory equipment, special
sound equipment, standard facilities like football bleachers and tennis courts,
and fixed seating for theaters or lecture rooms. Incidentally, early bidding and
ordering of all equipment and furnishings, with storage provision by con-
struction of a warehouse building in the initial stages of the project, can
result in real economies as well as efficiency in the occupancy of the campus.
Most school districts hid all of their capital outlay items between March and
July, and expect delivery in September. It only stands to reason that sup-
pliers can give better service, and perhaps lower prices, to a district which
plans its bidding and delivery during the "off" season.

As my final comment on financing campus construction, I should like to
say that school districts should become better promoters. Although it is diffi-
cult to prove, I'm convinced that careful timing and well-designed publicity
produces more competitive bidding and lower interest rates on bond issues.
By the same token, advance notification and complete information on size
of the project, types of structures, bidding dates, sources of information, etc.,
cc n bring about healthy competitive bidding on the various projects involved
in the campus construed° .. Special services to bidders such as ample supplies
of drawings and specifications, well-defined channels of communication, tele-
phones available during the last hours before bid openingto mention a
fewmay well heighten the interest in the bidding and thereby yield savings
to the college.

Districts which have conducted college programs on high school campuses
or in temporary quarters often e:tperience quite a shock when they add up
the costs for operating a new campus. It is difficult for a brand new district to
develop its operating budget. As a consequence, a year-to-year type of plan-
ning sometimes results. This path is fraught with dangers. In spite of the dif-
ficulties of estimating enrollments, revenues, and costs, it is highly recom-
mended that a new d:strict make a three- to five-year budget projection. Such
a study more often than not will reveal critical budget years for which careful
planning must be done. Sudden surges of enrollment may bring financial
catastrophe and serious retrenchment in the educational program unless
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proper reserves are established. The first year of occupancy of a new campus
inevitably brings higher than normal unit costs in supplies, operations, utili-
ties, and insurance. These must be faced realistically in the five-year budget
study, and expected revenues allocated accordingly.

On the matter of unit costs, it should be noted that they will be high for a
new district in its early years, particularly if initial enrollments are relatively
small. Essential administrative staffing required to plan and supervise the
building of the campus in addition to carrying on a program in tempora_y
quarters (if this is done), diversity of program with class sizes which are small,
initiating expensive technical-vocational programsall of these contribute
to above average unit costs. However, an administrator concerned about good
financial management will establish procedures to control proliferation of
the curriculum and to guarantee classes of reasonable size after the initial
"honeymoon" period. Junior colleges spend 60 to 75 per cent of their operat
ing budgets on instruction, so good management practices are even more criti-
cal here than on campus operations and maintenance. As a general guideline,
a junior college needs an enrollment of 800 to 1,000 students in order to offer
diversified programs at a reasonable cost.

What vocational-technical programs to establish constitutes one of the
most difficult instructional decisions to be made by new junior colleges. These
programs are generally costly to equip and to operate. Potential enrollments
are difficult to gauge. Rapid technological change makes the future need for
trained workers hard to predict. Programs designed to train for a group of
occupations rather than a single job offer promise of persisting and main-
taining strong enrollments. A new district seeds expert help to grapple with
the many problems involved in planning vocational-tedinical curricula.

Early planning for the financing of such special services and programs as
the cafeteria, the student store, and the associated student body enterprise,
although seemingly less difficult by comparison, is nonetheless important.
These programs and services pose special problems. Traditions once laid
down are difficult to change. Districts will differ in their policies as to whether
these should be completely self- supporting, but in all cases good financial
management procedures must be instituted right from the start.

As my finll comment on financing new junior colleges, I should like to urge
that districts develop competitive salary programs for administrators,
teachers, and nonteaching personnel. Good salaries help attract competent
people, who in turn produce a fine educational p. Dgrarn and an efficient op-
eration. Capable personnel result in less cost in the long run, especially if the
quality of the program is considered important.
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WILLIAM L. PERRY
President, Corning Community College

Corning, New York

FINANCING CORNING
COMMUNITY COLLEGE

They say that when Henry Hudson came to New York he backed his boat
up the Hudson River; be didn't know how far he could go, and was therefore
always careful to keep himself in position to execute a hasty retreat if one
should become necessary. Since coming to Corning on December 1, 1957, I
have learned that all of education in New York is essentially undertaken from
the Hudson posturewe approach each program backward so that retreat
will be possible.

There are about 55 colleges associated with the State University of New
York, of which about 30 are two-year community colleges. In our state it is
impossible to establish a community college without (1) a definite desire on
the part of the community itself, and (2) a local sponsor. The sponsor is
usually the Courtty 7Joard of Supervisors, although in a few instances it is the
municipal government. (The New York City Schools, of course, operate in a
different pattern and these remarks do not apply to them.) In our case, it was
the Corning Board of Education which expressed interest in sponsoring a
community college based upon the work which some of us had done at
E arvard.

The sponsor in effect says to the State: "We would like to have a commu-
nity college. We, as sponsor, will guarantee one-third of thz opeiating cost of
the college plus whatever else may be necessary. We will also guarantee one-
half of the cost of capital outlay (buildings and equipment)." When the State
approves the sponsor's petition it is thereby agreeing, under State law, to con-
tribute one-third of the operating cost and to pay the second half of the capi-
tal costs when the sponsor's half is available. The student is expected to con-
tribute, through tuition, the final third of the college's operating costs. At
Corning the operating cost per student is $900; the student pays $300. If he
comes from outside the sponsoring district but within the State, the county
of the student's residence pays the WO which is the responsibility of the
listrict ; he comes from out of state, the student must pay two-thirds of the

operating cost, or $600.
After the State has approved the sponsor's petition, a board of trustees is

formed. In New York this board is composed of nine people, of whom five are
appointed by the sponsor and four by the Governor for nine-year staggered
terms. 'These nine people are extremely influential, especially in the case of
institutions which, like Corning, operate under New York's Plan C. Article
146 of the State Constitution spells out the three alternate plansA, B, and
Cunder which junior colleges may operate. Plans A and B delegate author-
ity and fiscal responsibility primarily to the sponsor, and most of the New
York colleges are chartered under these plans. Corning, however, is one of
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the fortunate few chartered under Plan C, in which the sponsor elects to let
the institution control all its own affairs under the supervision of the boardof trustees.

The town of Corning is a pleasant community of about 25,000 people, anumber of whom are affiliated with the Corning Glass Works in executive
and professional positions. Many of them hold bachelor's degrees, and a
goodly number have advanced degrees, including the Ph.D. Our surrounding
community has a population of about 100,000, and there are perhaps 30 high
schools in the area.

Our part of the country is cautious and conservativ,-.. in background and
outlook. We do not plunge enthusiastically into the immediate pursuit of
bright visions; but are inclined to venture warily into new enterprises. We
therefore began operations with appropriate restraint and modesty, opening
our doors to an initial student body of 100 with a faculty of six in an eight-
room abandoned elementary school. (These were nevertheless fabulous "digs"
compared to the initial plans of many of our community collegesaban-
doned factories, pre-Civil War mental institutions, etc.) During the following
years, one of our townsmen lent us his 21-room estate and we were enabled
to expand our student population to 250 and our faculty correspondingly.
By the third year of operation we had been lent a large house on an adjoin-
ing property, and we began to think in terms of a permanent campus for the
college. We approached the Corning Glass Workr and received a grant of
$25,000 to finance a study of our objectives and needs. We located a de-
sirable site, and determined that we would need locally about $2.25 million
to build a college for 900 full-time students. We reported our conclu _ions to
the Corning Glass Works. Their major stockholder presented to us as a gift
the 300-acre site, composed of two adjoining farms, which we had selected.

After we had approached our sponsor and learned that Board of Educa-don fui -were heavily committed for the construction of new elementary
and high schools and for reconversion and repair work on other structures,
we returned to the Corning Glass Works with our financial problem. A few
days later w? meived a telephone call from the company announcing that
they had given us the necessary money ($2.25 million). A subsequent. exchange
of telegrams with the Governor confirmed that the matching funds would
be allocated from Albany. Within a 24-hour period we had acquired a work-
ing capital of $4.5 million.

Shortly thereafter we learned that a 305-acre parcel adjacent to our site
was available for sale. In order to take advantage of this opportunity, a group
of men in the community, T pith some of our trustees as a nucleus, got to-
gether and formed the Alpha Trust Fund Corporation, which bought the
land that afternoon. We now have a campus of 605 acres, which is twice the
size of Monaco.

The Alpha Trust Fund Corporation, formed as a means of acquiring this
additional land, has become in effect a foundation to accept gifts for the
benefit of the community college. It has served as an extremely useful vehicle
for handling large sums of money and gives us enormous investment ad-
vantages. After a successful campaign to have the State change existing legis-
lation, donors are now permitted to give us up to 30 per cent, as against the
former 20 per cent, of their gross incomes. The Alpha Trust Fund Corpora-
tion does a thriving business in the lucrative investment of these monies.
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The Alpha Corporation's spectacular success encouraged us to seek other
avenues whereby private capital might supplement our public budget. One
thing we did was to establish a Faculty-Student Corporation, of which I am
the president, to handle all institutional funds which are not for strictly edu-
cational purposes. The basis of this Corporation's assets is a $30 per semester
charge to the student, plus all income from food services, social activities,
athletic events, the book store, publications except catalogues, etc. This
Corporation, which enjoys independent, tax-exempt status, is engaged in a
variety of projects, including some real estate transactions, and its profits
help to keep our official budget clean and lean.

Since under New York State law dormitories are not provided for two-
year colleges, we set up an independent Dormitory Corporation primarily
to deal with the Federal Government. Through this agency we expect to re-
ceive $1.25 million for dormitory space for 25 per cent of our students-120
women and 80 men.

A fourth corporation, the College Center of the Finger Lakes, is perhaps
the most interesting of all. Located as we are in an area containing about ten
two- and four-year colleges, including Cornell University, it occured to us
that we all might benefit by joining together as a corporation to promote
visiting scholars' programs, central research publications, etc. This concept
aroused so much interest that we were given grants by both the Ford Founda-
tion and the Corning Glass Works. We started with five institutions, each of
which contributes $5,000 per year. We now have a membership of eight, and
we understand that four more colleges are interested in joining our Corpora-
tion. We have a large Center, with a president, a director, and nearly 4400,000
in assets. We are interested in master planning with this group of colleges in
our immediate area, and we hope that in time the College Center of the
Finger Lakes will develop into an "Oxford Plan" of higher education in our
part of the State.

We realize that we at Corning do not constitute a "typical" community
college. We are a small institution. We can be comparatively selective in our
admissions policy. (Only students in the upper half of the graduating class
may apply; we accept about half of those who apply and graduate about half
of those we admit.) Because of the wishes and interests of the community we
serve, our program is almost entirely an academic one. We offer only a few
terminal programs, and two of these are so rigorous that students who drop
out of them transfer to the liberal arts. We are obliged to offer evening
programs that will interest and challenge groups composed exclusively of
Ph.D.'s. Some of us worry a great deal about the several hundred high school
graduates in the area who are not eligible for our institution. We admire and
respect the excellent terminal technical programs which other community
colleges have devised to serve such students. But we feel that our specific
responsibility is to reflect the attitudes and values of our area and to do our
best to give our community the type of institution it wants.

Nevertheless, despite our atypical character, we feel that some of the fiscal
innovations which we have developed at Corning Community College may
hold some significance for other institutions as well. From our inception we
felt that as a publicly supported two-year college we would offer a program
which would give sound value for the taxpayer's dollar. At the same time we
wanted to offer more than a minimum program. In the view of our trustees,
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the old rigid distinction between public and private education is no longer
completely valid. In other areas of our national life, too, it is becoming in-
creasinely difficult to separate the pablic from the private sector: for example,
the world's greatest public library, the New York City Public Library, re-
ceives almost 65 per cent of its support from private funds. We therefore feel
no sense of disloyalty to public ed- ication by tapping whatever sources of
private wealth we can find to enhance our educational programs and facilities.
Our budget for the 618 students who will be with us on September 1 will be
about $1.2 million. About half of this amount will be available to us from
our public budget; the other half will come from private sources.

We have learned that financing an educational institution need not be
merely a matter of putting the allocated public funds to the best possible use.
Financing is also an attitude, involving a flexible mind and a great deal of
creativity. Both at Corning Community College and at the College Center of
the Finger Lakes we try to decide first -what we wish to accomplish and how
we wish to do it. When we have a clearly formulated plan for achieving a
specified objective, we find it not too difficult to attract funds for its execu-
tion. We have never encountered a foundation or other agency which re-
fused to entertain our application for funds because we were a public in-
stitution.

So far as Corning Community College is concerned, we think ths t the meth-
ods of financing which we have developed are working extremely well.
Although much remains to be done, we are confident that our community is
pleased with the quality of the services which we can provide without an
excessive tax burden.
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Modesto, California

(Address delivered for Dr. Tyler by Edward Simonsen,
President, Bakersfield College,

Bakersfield, California)

PROBLEMS, ISSUES, AND TRENDS IN

ACCREDITING NEW JUNIOR COLLEGES

I.

RAPID SPREAD OF JUNIOR COLLEGES

We are in a period when junior colleges are being established in large
numbers all over the nation. Florida probably exhibits the most rapid recent
expansion, having had but 9 junior colleges in 1957, and having 32 today.
According to the 1963 Junior College Directory of the American Association
of Junior Colleges, many other states show rapid growth. Here in California,
under legislative mandate to bring, within the next couple of years, all ter-
ritory of the State within districts that maintain junior colleges, several
new institutions are being founded each year.

IL

CONSIDERATIONS FOR AND AGAINST
EARLY ACCREDITATION

For several reasons, we find in this state that those in charge of a new
collegebe it junior or seniorbelieve early accreditation to be imperative.
Apart from the presumed prestige that is gained by having the college on the
accredited list, there is the limitation of state scholarships to students in ac-
credited institutions, and the questionable transferability of credits from rinn-
accredited schools. Thus, con :iderable pressure is placed on the regional
agency to accredit new schools early.

Coupled with the belief that in California thF establishment of new public

higher institutions so well regulated by statute that sound operation is
virtually assured, these pressures led the Western College Association, several

years ago, to relax its earlier policy of not visiting a new college until it had
graduated at least two classes. A new policy was adopted, making an initial
visit possible when the institution was "in full operation." Clearly, "full
operation': requires some interpretation, this commonly being determined
by either the submission of written materials by the new institution, or a pre-
liminary visit to it by representatives of the Accreditation Commission, or
both. This policy has enabled several new junior colleges to gain approval in
their first or second year of operation.

Though such a practice may meet the desire of the college for early ac-
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creditation, it poses some problems for the accrediting agency and its per-
sonnel. And since the topic assigned to me appears to have been phrased
from the standpoint of the agency rather than the college"Problems, Issues,
and Trends in Accrediting New Junior Colleges,"not "In Gaining Ac-
creditation by New Junior Colleges"let us examine these briefly.

When a regional accrediting agency agrees to examine a college, what does
it seek? A good statement has been published by the Middle States' Associa-
tion of Colleges and Secondary Schools, in a bulletin entitled, Junior Colleges
and Community Colleges. From this, I quote the following:

The basic requirement always is a clear definition of the institution's
objectives for its students. The educational program must be consistent
with that definition; adequate to achieve it, and within the scope of the in-
stitution's resources. The student body must be appropriate in ability, prep-
aration, and motivation to the objectives and the program.

Given these necessities, the effectiveness of any institution depends upon
the quality of its teaching, which means primarily on the ability and en-
thusiasm of its faculty. The first index of a college's quality is, therefore,
the astuteness with which it has defined its task, and the second is the
competence of its faculty. The third is the effectiveness of the program the
faculty has created to produce the results envisioned in th,. objectives; and
the fourth is the resources instructors and students can draw on, espe-
cially in the library.

These are the things which make a college. Everything else is supple-
mentarymeans and devices to facilitate teaching. But a college will not
have these fundamental necessities, at least not at their best or for long,
unless it also has responsible control and support through its governing
board and good administration through its president.

How to make the determination that is required by the above statement
fairly and soundly is a perennial problem for every accrediting association.
It certainly requires a careful examination of each of the major aspects of the
institution, such a those that have been considered by this conference: the
staff, the curriculum, the plant, the student personnel program, the com-
munity relations, and the finances. Seeking, with regard to each of these, to
ascertain if the operation is such as to foster the achievement of the institu-
tion's stated aims and objectives and so to merit the agency's approval, the
basic problem is greatly intensified when we consider the examination of a
new institution that has only just begun to offer classes. To examine a college
in its first semester of operation, when much that should already have been
achieved is still coming to pass o: is being planned, creates a very difficult
problem of evaluation for the visiting team. Similarly, to find a new college
making the best of temporary facilities, as in the late day and evening use of
a high school plant or in an abandoned elementary school, makes sound
judgments of quality questionable.

In such instances the visiting team must assess promises and prospects,
rather than solid achievements. And since a basic purpose of accreditation is
to place a stamp of approval on what an institution is, the practice of
"instant accreditation" may properly be questioned.

Is there a middle ground between the "instant accreditation" and the
"wait and see" policies? Provisional or temporary accreditation has some -
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times been urged. This puts the accrediting agency in the position of saying,
"This institution looks good so far, if .. .." Possibly such action would have
some value to the institution, but it would seem to require a separate listing.
So long as accreditation is an "either/or" matter, provisional accreditation
does not appear to be feasible.

Two of the regional accrediting agencies have approached this problem by
making it possible for a new institution to become a "candidate for member-
ship." In both of these associations, membership is limited to accredited in-
stitutions. When a new institution wishes to seek accreditation, by meeting
certain conditions it can be listed by the agency as "a candidate for mem-
bership." This indicates to those who understand the system that the institu-
tion is preparing for full accreditation and has sought the advice and help
of the accrediting agency. Though this practice is followed by two of the
regional agencies, the other four publish only a single list which shows the
institutions which the agency has already accredited.

Here we may note another issue which is not limited to new institutions.
Is a co;lege that is accredited for, say, two years to be thought of as in a
different category from one accredited for the maximum number of years,
which may be five or ten, depending on the regional agency? Certainly in the
former case, the accrediting team indicated its belief that there were more
problems to be met by the institution than did the team in the latter case.
Yet in both, the quality of the institution was deemed worthy of approval,
and, hence, but one list is published. with both colleges appearing on it.
Presumably, the shorter term of the one is not widely known. Until such
time as the value judgments inherent in the entire accreditation process can
be made much more precise than they are at present, this "all or none" prac-
tice will probably remain. It is my personal belief that such precision of
judgment is unlikely, and probably not even desirable, because it would
place too great an emphasis on quantitative conclusions, rather than on
qualitative conclusions which, by necessity, are much more subjective.

It can thus be seen that though early accreditation may be very much de-
sired by the new junior college, it imposes on the accrediting agency new
complications to a task of evaluation already difficult enough to achieve.

HI.

PRACTICES OF OTHER REGIONAL AGENCIES

How are the other five regional associations meeting the question of the
accreditation of new junior colleges? In an effort to discover current prac-
tices, I wrote to each of their secretaries and will soon report briefly on the
results found. First, however, let one note that of 700 junior colleges of all
types, in 49 states and the District of Columbia, which are listed in the
1963 Junior College Directory, only 381 have regional accreditation. Twenty-
seven of these 700 institutions show no accreditation whatever, and the re-
maining 292 show that they are accredited by some state agency, rather than
by a regional body. Stated in percentages, this means that only 55 per cent
of the nation's junior colleges currently hold regional accreditation; 41 per
cent are accredited by a state agency; and 4 per cent are not accredited at all.
In contrast to these figures, the Junior College Directory shows for California
and Hawaii (the territory of WASGthe Western Association of Schools and
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Colleges) that of 7b junior colleges, 68 are regionally accredited, 6 are ac-
credited by a state agency, and 1 is ir tithout accreditation. The percentages
are. 91 per cent fol. regional accreditation; 8 per cent for state accreditation;
and one per cent for no accreditation. (Actually, these published figures are
not quite up to date, since five of the six which are shown as accredited by a
state agency are now regionally accredited, and the one college shown as
having no accreditation is now regionally accredited.) Thus, here in the ter-
ritory of WASC, new junior colleges, as well as those longer established, are
almost all regionally accredited.

To us, it may seem surprising that there are junior colleges which have
existed for many years without any accreditation, the oldest of these having
been established in 1886. Though most of them are rather small, they range
in size up to one institution whose 1962 enrollment was 908.

Similarly, of the 292 jJaior colleges shown as accredited by a state rather
than a regiona: agency, these, too, are of all types, sizes, and ages, some seven
having been founded prior to 1900, the earliest in 1862. About 80 more were
founded between 1900 and 1931, and some 70 in the next 70 years. One
hundred thirty-one, however, were organized in 1951, or more recently.

These national figures appear to indicate that a r ;ional accrediting agency
need not succumb to the pressures for "instant z..creditation." They raise
again the question as to whether recent practice by our Accredithig Commis-
sion for Junior Colleges, and indeed our entire WASC organization, may not
possibly have been too liberal.

Now let us see what other regional agencies do about accrediting new
junior colleges.

The Northwest Association of Secondary and Higher Schools operates in
six states. Of 34 junior colleges listed by the 1963 Junior College Directory
in these six states,. 20 carry Northwest accreditation. The executive coordi-
nator for the Higher Commission of this association writes: "New junior
colleges, whether public or private, go through the same procedure in ob-
taining accreditation as do four-year colleges, and this, in essence, is the same
pattern used in re-evaluating members of our association at stated times."

The most recently accredited junior college in the Northwest territory is
the Juneau-Dougla3 Community College at Juneau, Alaska, with an enroll-
ment in 1962 of 211 students.

The North Central Association of Colleges and Secondary Schools operates
in 20 states, having, according to the Directory, 230 junior colleges. Of these,
only 89 carry North Central accreditation. A letter from Richard Davis,
assistant secretary, states:

With reference to the North Central Association's activities in ac-
crediting new public and private junior colleges, we have not, to date, de-
veloped special criteria which apply exclusively to newly founded junior
colleges. . . . Once a new junior college is founded, it becomes eligible for
accreditation after it has graduated its first class. However, our Executive
Board will give consideration to granting Candidate for Membership status
to new junior colleges at its June meeting.

A North Central Association bulletin states:
Listing as a Candidate for Membership indicates to the profession at

large that the institution is actively engaged in the process of accreditation.
It further allows the institution to avail itself of the services of the College
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Field Service Council and entitles the institution to a yearly subscription
to the North Central Association Quarterly. The list of candidates for
membership will be published annually in the July issue of the North
Central Association Quarterly. If after a reasonable time the institution
makes little or no progress toward accreditation, the Executive Board of
the Commission on Colleges and Universities may remove the institution
from its list of Candidates for Membership.

The North Central Association has accredited three junior colleges which
operated for the first time in 1962. All of these were public institutions. They
are: Rangeley Junior College in Colorado, having a 1962 enrollment of 82
students; the Loop Junior College in Chicago, with a 1962 enrollment of
2,562 students; and the Delta Junior College in Michigan, with a 1962 en-
rollment of 2,625 students.

The Middle States Association of Colle,ges and Secondary Schools operates
in five states and the District of Columbia. Of 122 junior colleges in this area
listed by AAJC, 66 carry Middle States accreditation. The association seems
to have no special plan for the early accreditation of new junior colleges. In
a brief leaflet entitled, "How Does a Community Earn Accreditation," this
statement appears:

Middle States evaluators never arrive with a check-sheet in their hands.
They have no pattern to which a college must conform, no formula by
which to rate it. The Middle States Association is interested, in essence, in
three questions:

1. Have this college and those who direct it clear and realistic concepts of
(a) its functions, and (b) its educational objectives for its students?

2. Does the college have the educational programs, the human resources,
the professional competence, the facilities, and the community support
it needs to perform its functions and achieve its objectives, and to con-
tinue to do so for a reasonable time?

3. Is the college staff continuously developing and correcting its program
in the light of a sustained self-appraisal of its product, and requesting
and receiving from its governing board the resources it needs to serve the
community with conszantly increasing effectiveness?

The most recently accredited junior college by the Middle States Associa-
tion is The Junior College of St. John's University, Brooklyn, New Yorka
Catholic institution which opened in 1962 with an initial enrollment of 397
students.

The Southern Association of Colleges and Schools operates in 11 states,
having a total of 196 junior colleges, of which 121 carry regional accredita-
tion. This association, in an outline of procedures for initial accreditation,
states that a college seeking membership and accreditation, "must have gradu-
ated at least three classes before application can be made." The statement is
also made, however, that "a new junior college which has been in opera-
tion less than two years, or a new senior college in operation less than four
years, might be eligible for recognition as 'Candidate for Membership.' " The
Southern Association has most recently recognized Richard Bland College in
Petersburg, Virginia, a public institution shown as having opened in 1961
and having a 1962 enrollment of 435 students. It is difficult to reconcile this
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recognition with the earlier statement that graduation of at least three classes

was required before accreditation.
The New England Association of Schools and Colleges did not reply to my

inquiry. This association operates in six states, having 43 junior colleges
listed in the Junior College Directory. Of these, 18 carry New England As-
sociation accreditation, and the most recently recogniz Id was Becker Junior
College, worrheqter, Massachusetts, established in 1940, and having a 1962
enrollment of 600 students. From this, it would seem that this agency does
not make provision for early approval of new junior colleges.

As we have already seen, the Western Association of Schools and Colleges,
which operates only in California and Hawaii, has 75 junior colleges listed, of
which, according to the Directory, 68 carry WASC accreditation. The prac-
tice, as we have noted, is to be willing to visit a college when it is in full
operation, provided preliminary information, often supplemented by a pre-
liminary visit, indicates some likelihood of approval.

Though in each of the six regions the proportion of junior colleges that
are regionally accredited varies greatly, it can be seen that there are in each
region, except that of WASC, numbers of junior colleges which have operated
for many years without accreditation. And yet there are also in each region,
except New England, junior colleges of very recent origin that are regionally
accredited. Further, the institutions that have operated for years without
regional accreditation seem to be of no one type. They are public, private,
denominational, and independent, large and small, technical institutes, uni-
versity branches, and so on. Though there is some tendency for the regionally
accredited colleges to be larger than the others, this is by no means always so.

IV.

A PROPOSAL FOR MODIFIED PR \CTICE

It is difficult to avoid the conclusion that immediate regional accreditation
is not as essential as we in California have thoughtat least if the national
practice is taken as the criterion. It is suggested, therefore, that a new junior
college, even though soundly conceived, might well be expected to operate
for a time before seeking initial accreditation by WASC.

How long a time should this be? Since the purpose of regional accredita-
tion so far as the public is concerned is to give assurance that the approved
college has met certain standards of quality, it may well be argued that a
minimum of two years of full operation should be expected before visitation
by an accreditation team. To be sure, in recentWASC practice, at both senior
and junior college levels, earlier visits have been scheduled, and in the ex-
periences of the Junior College Commission, I do not believe unjustified ap-
provals have been granted. But I do feel that teams have been placed, in some
instances, in an unjustifiably difficult position. And in view of the evident
ability found elsewhere over the nation for colleges to operate for years with-
out regional accreditation, I suggest that a longer period of operation by new
junior colleges before visitation would do little harm either to the college or
its students and would provide a better base for subsequent evaluation.

I therefore suggest that the initial visit by a full-scale accreditation team to
a new junior college be delayed until the fifth semester of operation. If it is
objected that such a practice would harm the students, particularly those

140



who transfer to four-year institutions, 1 suggest that (1) in the case of public
junior colleges in California, they would transfer from a state-approved in-
stitution, and (2) the four-year colleges commonly will either accept students
from unaccredited institutions provisionally, recognizing their earlier credits
after the student proves his ability to dc satisfactory work at the institution
to which he has transferred, orin the case of the University of California
will accept graduateq from a new public institution for two ''oars, while the
college is seeking to gain accredited status, without holding up credit for
their earlier work. 1 am assured that the state colleges informally follow a
similar practice. In other words, " instant accreditation" cannot be justified
as a means of avoiding hardships to transferring students.

Hence, if a junior college first offers lasses in the fall of 1963, its graduates
of 1964 (if any) and of 1965 would be accepted by the University of California
without question even if the institution is unaccredited. Thus the college

could have its initial visit in the fall of 1965 after having been two full years
in operation, and still anticipate approval prior to the graduation of its

1966 class.
As to the questionin Californiaof state scholarship eligibility, the high

school wiimer who has a reserve scholarship and goes first to a junior college
still holds his reserve scholarship, and the accreditation status of the junior
college does not affect the scholarship. Further, a junior college student in an
unaccredited junior college is still eligible to take the scholarship examina-
tion. The legal point here, according to Arthur Marmaduke, director of the
California State Scholarship Commission, seems to be that state scholarship
funds may not be paid to unaccredited colleges, but in both instances just
cited, no funds are involved.

V.

CONCLUSION

We have reviewed accreditation problems both from the standpoint ci the
newly established junior college and of the accrediting agency. We have
noted that nowhere else in the country have regional agencies so generally
made accreditation visits to very new institutions; and we have therefore
suggested a re-examination of present WASC policy, at least as regards junior
colleges. It has been suggested that to visit a new junior college no earlier

than during its fifth semester of full operation would work no real hardship
on the new institutions, and would enable sounder evaluation by the ac-
crediting agency. The possibility of developing a category of "Candidates for
Accreditation" might be' explored if the suggested practice is believed too

drastic.
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REACTIONS TO THE PROCESS OF

ESTABLISHING JUNIOR COLLEGES:
IMPRESSIONS OF THE CONFERENCE

As we prepare to ring down the curtain on this production, we would
doubtless all agree that we have witnessed an imposing array of talents. The
cast of charactersspeakers, panelists, and other participantsrepresents
some of the most distinguished names in higher education and gave freely
of their knowledge. The producer-director, Dr. B. Lamar Johnson, has once
again assembled and integrated a first-rate program, and his entire production
staff, headed by Dr. Frederick C. Kintzer, has contributed to the smoothness
and efficiency of the enterprise. All concerned are entitled to enthusiastic
curtain calls.

It is my role to give my impressions of, and reactions to, the conference.
I am going to be rather selective in my remarks for two reasons. First, I have
been stimulated to do a good bit of thinking during the sessions, and I am
not sure that I am ready yet to draw conclusions from some of these new
ideas. Second, my reactions will be, of course, conditioned by my own in-
terests, which lie primarily in the field of innovation, change, and improve-
ment in preparatory programs for educational administrators.

The major impression I have had as I have listened to the addrerses and
discussions may be succinctly summarized as: "So little time and so much to
do." My reactions will be der'ved from this impression and will relate to the
fact that this conference has been designed to help us reach a better under-
standing not only of the process of establishingjunior colleges but also of the
processes of innovation and change.

The innovations described in these sessions seem to me to have been
fathered by necessity. In the main, they represent innovation, of "know-
how" and technique devised to cope with the urgent press of events and the
great lack of time facing all educators. My concern here is to determine what
implications these innovations of technique may have for those of us who
are concerned with the preparation of educational administrators.

In some ways the process of establishing a community college, from the
construction of multi-million-dollar buildings to the assembling of a staff,
trained to perform a specific public service, is comparable to getting a new
jet airplane into flight. It occurred to some of us that the concept of the Link
Trainer, devised to teach operational personnel many of the aspects of flying
before they leave the ground, might be utilized in the preparation of educa-
tional administrators. As a beginning, we developed within the K-I2 frame-
work a rather complete simulated training situation for prospective school
principals. We first made a four- or five-month case study of a school district
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in the Eastern United States, involving all of the district personnel and going
rather thoroughly into the instructional programs and many other facets of
operations. After this period we re-created, through a series of about f'ur to
five hours of audio-visual devices and 600 pages of written material, this
simulated school district, which was in turn put into a simulated com-
munity with simulated schools. A new principal will spend two days studying
the audio-visual and printed materials which we have assembled before he is
given a desk with an "in"-box full of letters, memoranda, and notes repre-
senting specific problems in school-community relations, personnel matters,
etc. He is asked to solve each of these problems; and while he is in the process
of doing so a tape recorder in the room will confront him from time to time
with telephone calls and other interruptions representing still more urgent
problems. We have also arranged that he visit simulated classroorro during
this period. This rather concentrated opportunity to solve concrete problems
before he is in an actual administrative position seems to be working out well
for school principals; and I am wondering whether we could draw upon this
kind of experience to help junior college administrators. We might think
about crew ing a simulated itua.tion for the establishment of junior colleges,
simulating actual planning programs th-t could then be put into certain
stages through the use of computers, and tne prospective administrator could
be confronted with some of the "bottlenecks" and other real problems which
likely he will face on the job.

A second, and final, reaction to our conference is my observation that
almost exclusively our discussions were locally or community-oriented. We
did not talk about the great national forces which are impinging on the com-
munity, or if we mentioned them in passing, we did not seem to be aware of
a possible relationship between our immediate local situations and such com-
mon problems as mobility, minorities, and unemployment. Why? is it be-
cause we have failed to develop any broad perspectives in the preparation
of our programs? One of the speakers emphasized that students today need
broader preparation rind perspectives. Might not the administrators need
them too? Or is a simple explanation the true onethat we have indeed
given serious consideration to our overriding national problems but have
felt that this conference was not the proper forum for their discussion?

In this connection, we might consider briefly the role of the statesman in
educational affairs. A statesman is one who sees the relationship between the
problems of a single institution and the broader problems common to all our
institutions, and the relationship between the present and the future. Is not
this one of our greatest needs in the area of junior college administration
to define our problems within a longer-range perspective and to be sure that
we encompass the prevailing national, as well as local, forces in seeking our
solutions?

Some of our most respected scholars are co,:cerned that technological
progress may have made obsolete many of the assumptions upon which our
actions are still based. They point out that for many years our whole
economy has been based upon the concept of permanent scarcitythat we
could expect continued strong growth because our supply of goods would
always lag behind the potential demand for them. These thinkers aro in
agreement, however, that this point of view is no longer valid; that we l ave
in fact entered a period of abundance in which many forces will effect a
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drastic cutback in our growth. If this analysis is correct, there are many
implications for our educational programs and in particular for the pro-
grams of the junior colleges. Are we continuing to train our students in
skills which automation will render obsolete? Do our instructional programs
reflect the exigencies of the present, or of an outgrown past? In an attempt
to meet head-on the problem of the tecmn n in educational ad-
ministration, it might be possible to identify some of the problems, integrate
them. into simulated situations, and use these simulated experiences as tools
to encourage creativity of thinking and freshness of approach. Several of the
speakers have observed that the comniunity often lacks a clear concept of
what the junior college is or what i. should be. This may suggest that in a
period of great ferment we should exercise particular care that our programs
offer effective assistance to the community in dealing forthrightly with the
issues of major concern and impact.

In conclusion, I would remind you that we in the universities hope that
we can continue to work together with the junior colleges to help meet some
of the opportunities for service that are always present. I am grateful to have
had this opportunity to share your discussions.
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