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The rapid growth of the community college movement and the simultaneous growth

‘of the population in the United States hewve created the need for the multi-campus

community college district. Along with multi-campus districts has come the ﬂeed
for personnel services.

In the past decade, community college dlstrlcts have been faced with new
problems: negotiations with employee groups, increased demands for fringe benefits,
more sophisticated and complex salary structures and schedules, and affirmative
action programs for both minorities and women. = The seemingly endless list of -
problems confronting administrators dealing with personnel in multi-campus
districts suggests that the need for professional administration in the area
of personnel services is paramount if the developlng multl -campus dlStIlCt is to
survive in the 70's.

The author, a Director of Personnel Services in a multl—campusrcommunlty,
college district for the past two years, recently had an. cpp@rtunityfto travel in
California to study personnel practices in nine other multi-~ ~campus community college
districts., Information from this study has been collected and’ organized and is

"presented in the following pages.:

DISTRICTS SURVEYED N R

THe ten multl campus dlstrlcts surveyed in Callfornla varied from the

Los Angeles City Community College District, which: 1nc1udes eight campuses and is

-the: 1argest community college district in the nation, to.State Center- Communi ty

College District, which includes: two campuses and is'one of the smaller ones in _
' California. Table I presents statistical information on ‘each of’ thsse ten distrlcts”“"
‘which is relevant to the problems to be solved by theit: personnel departments.s ”

‘Table ‘1. shows that five of ‘these: multl-campus districts: encompass: two: ‘campuses, -

Arthree encompass three: campuses,  one encgmpasses five éamPUSESa and”one ‘encompasses’
~21ght campuses, -Two. of these dlstrlcts ‘have: campuses‘located 1n[d1fferent population . -

at‘ReedI




6L
001
68
oeT
I
0z1
17
6T
8zl

(LAY

SROLIv01 155V 6o

a1IISSYY

SNAKVO

0 A0 BIFEAM

T TV MIT mmH J0 SEIACIINE 40 mzéHﬁﬂuH_mHmmﬁu 200 v ?QH..EQG.H YIDON E.:u QH m_.ﬁg.ﬂém.m QHEH E.ur&m H%Bm.

082
gge
§L€
0%
99¢
96%
0cLT
05E
612

44

STRR0TaE (ATaISevI0
EVINOTE 30 VAT

.mmmho.ﬁgéw uu@fncu m.Hh .Zmﬁu su.ns pepnidoul 21w m@mhc._”&am mE.E..uu%a mmwﬁ 12133
*£1In0Y JO pRIISUT SISEq 3TUN 4mu,mmémm 2 U0 ﬁmmaﬁaém wam% mamwa m%u..ﬁmm ® uo Burionias

0z¢
00€ -
000
008
0gsS
$12
009°1
00§

0Ze

SEOQLIMEISKI ATE00H
ZIVI0dWAL 0 EHEUIN

_TZN_, xmmﬁN@.mam

oetese

oTt0zY

;wmquan

s

£6°90L

ey

yL"98E

Y8796y

,quwuq

. mmmﬁégmﬁm
mam?&u hu§HEDQ
HILE 40 ,mmmE,,E

mHUHmBmHa mmmﬂﬁou EHES@U VL0




2

Distriet, all three campuses are located near the new Interstate 5 freeway. The same
is true of the Foothill and San Mateo districts where all five campuses are located
near new freeways.

Most of these districts evelved out of the single campus district whose growth
led to the eventual need Tor additional campuses. Several of these districts,
San Diego and Los Angeles in particular, emerged from large K-14 city school districts.
Tn both of these districts, there is still considerable influence from the large city
school districts.

THE QUESTIONNAIRE

To make the persownel practices study, each district was contacted by mail to
arrange for an interview appointment. Several questiounaires were submitted for
the advance collection of statistical information required for the interview. Two
investigators from the San Diego Community College District then interviewed the
personnel director or other administrator in charge of personnel of each district.
Interview topics included salaries of bench mark administrative positions, fringe
benefits, weekly student contact hours, and other salary related matters. Data B
dealing with full-time certificated employee equivalencies was taken from the '
weekly student contact hour study, and the other information prezented in this
paper was collected from an interview questionnaire on personnel praciices and
from documents. submitted by each personnel dirvector to the writer. -

ORGANIZATION OF THE PERSONNEL DﬂPARTMENT

The Contra Costa District personnel department had the least "visibility" of
any of the districts surveyed. A personnel secretary keeps the personnel records in
the central office; all other personnel functions are decentralized and assigned to
the local campus. For all practical purposes, Contra Costa does not have a personnel
department. e - o )

" In the State Center District, the personnel function is divided into two
departments: one for eertificated personnel and one for classified personnel.
Certificated personnel is handled largely by the local campus, while classified -,
personnel is handled by & three member personnel commission.. The commission employs.

" a Director of Classified Personnel who has a secretary and some student help. . . .

The Foothill District employs a Director of Education and ‘Personnel Services who

heads a staff of six classified employees. Two of these employees deal with - . :

. certificated personnel matters, three work with classified-personnel, and ome acts
_ as7tbe dirthorTs_sgcrgtary,““' R T T V

E*The,PeraltafDiStriét.diVidéSﬂthe’pérsdhnelffunétiénfintbfgértificategfand;   v
" classified personnel operations. -.The vice~chancellor is responsible for certificated’
“peEﬂénnel.‘;HiéJstéfffiéfcoﬁﬁése&ﬂéfié’éeitifiéateéepérsdhnel_a§siétant;‘and'é;clefké'
‘typist. The classified personnel department is handled by a classified persommel
officer and his stemographer. .. o o ST e S e L e b
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for administrative applications. The personnel assistant concentrar:s in the area of
classified personnel, while the personnel technician deals with teacher contracts,
evaluation of transcripts, research and reports. The six personnel clerks handle the
office receptionist duties and the flow of information through the office.

The San Diego Community College District employs a Director of Personnel Services,
whe has a staff consisting of a secretary and two personnel clerks. San Diego Community
College District also contracts for many of its personnel needs with the San Diego
Unified School District. The 1971-72 fiscal year service contract was for £59,000 &
to provide services in the selection of classified employees under the District Merit =
System, processing of action forms, ‘salary administration, record keeping, and other '
personnel related tasks. The San Diego Community College District is governed by <
the same Board that governs the San Diego Unified School District. As long as the :
same Board governs both districts, classified employees of both districts will remain
under the same Merit System.

The Los Angeles City Community College District has the most complex:. personnel
organization in the State. Under the Chancellor-Superintendent is the Assistant
Superintendent for Personnel and a three member personnel commission. The Personnel
Commission employs a personnel director for classified employees whose staff consists
of an assignment auditor, chief personnel anaylst, senior secretary, seniox personnel
analyst, -personnel clerk, intermediate clerk-steno, intermediate clerk-typist, examiner,
personnel analyst, and two personnel trainees. Under the assistant superintendent of '
personnel is a director of personnel operations, a retirement services manager who works
with the seven member Retirement Board, and a staff of nine employees to manage - the ‘
retirement system for the district. Under the Director of Personmel Operations is the
operation services section, headed by an assistant director with a staff of twelve.- The
Director also has charge of the certificated selection section served by an assistant
director with a staff of eight employees. The Los Angeles City Community College system
is complicated not only by its size which encompasses eight community college campuses,
but also by the fact that it has a Civil Service Commission and its own retirement
system. . ‘ o - S - .

If one were to generalize about’ the status of the personnel departments of the
ten largest California community college districts, one would have to say that there 7
seems to be no one set pattern for organization. In districts having only two campuses, -

the personnel function seems. to be somewhat diffused among the campuses, especially those.

" campuses not having a Merit System or a Civil Service Commission. As the districts grow
in size, in the number of campuses and in'the number of employees, requirements on-the.: .
personnel department_are‘increasgd,and'the_resulﬁ.isﬂan'increaseain»staff. i

 CLASSIFIED PERSONNEL SYSTEM

 Each district was asked, "Do .you have a Civil éivi¢e~of.éndistri¢t Mefit"Systém?" [ﬂ-

. Two of the ten districts, State Centér and Los An
~with a Civil Service Commission. = San Diego C '
. gystem with rules and regulations-
“districts have no classified syst
1st5 oF them Kave polic

YA FullToxt Provided by ERI



SMALIL DISTRICT ORGANIZATION

Foothill Community College District

DIRECTOR
PERSONNEL SERVICES

I S R G R S
Certificated Personnel Secretary/Receptionist | Classified Personnel
Credentials Statistics staff Benefits
Retirement Systems Reports o - | Classified Employment
Staff Benefits Questionnaires . Certificated Pay Roll
Certificated Applications| = © — - % - Classified Pay Roll
Interdistrict Agreements ~ (One Employee) : ‘Student Pay Roll

(Two Employees) ' ‘ © . (Three Employees)
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its selectien from those candidates referred by the district office. State Center
and Los Angeles relied upon the Personnel Commission to do the initial screening.

TESTING PROGRAMS

In response ‘to the question, "What kind of tests do you use to establish eligibility
lists?", the districts tended to group themselves as follows: Los Angeles, State Center,
Coast, Pcralta, North Orange, San Mateo, and San Diego require formalized testing pro-
gramg based on general intelligence or pencil and paper performance tests for specific-
skills. Contra Costa, State Center, and‘Los Rios emphasized that they tested only on
job related skills. The Foothill District gives no tests and selection is based only
on an interview. Although all of these districts have a probationary peried for
classified employees, none of them indicated that they used an evaluation during the
probationary period as the sole test of the employee's ability to perform the duties
of the position,

RANKING OF CANDTIDATES

Four districts responded that they ranked candidates for classified positions
after testing, while thé other districts responded that they either rated the candidate -
"eligible" or "ineligible" on the basis of testing, but’ dld not further rank those who
are.eligible for employment. :

SELECTION OF CLASSIFIED EMPLOYEES

When asked to respond to the question, ""Can admlnlst:ators choose from the-
eligibility lists or must they pick from the top five or from the top one on the
1ist?", two districts indicated that administrators could choose anyone they considered
qualified to fill the position, either from the lists sent from the district office or
from their own campus lists. Four districts indicated that local campus administrators:
could choose anyone from the list of eligible .candidates. . One district responded that
local administrators could choose from the top two on the list, while another district
indicated that local admlnlstrators could choose’ from the top three, and two d;strlcts.
‘indicated they could choose from the top five. 'One-of the districts respcnded that if

“no suitable candidates were found in-the first five candidates referred the campus
.could request the second flVE be referred P

AEEIRMATIVE ACTION PROGRAMS

Fcur 1tems on the’ d‘scuSSLQn questlonﬁalre dealt Wlth'the subject of afflrmatlv"”
. actlcn pragrams for the,emplcyment of: mlnoritles 'd women, and;the”goals and plans

{AFullToxt Provided by ERI
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minorities which would bring their staff ethnic mix into proportion with their student
body population or their community population.

Although there were few affirmative action programs to employ minorities or
women, nine of the districts indicated that they made special efforts to employ
minorities by listing job vacancies with minority organizations, California State Human
Resources Development Department, or other organizations which can help to spread the
word of vacant positions in the minority communities.

Because mosl of the districts surveyed had highly decentralized persomnel functions,
which involved selection at the local campus level, one of the problems faced in an
affirmative action program is to get people at the local campuses to back the affirmdative
action program and its goals when making personnel selections. Three distriets indicated
that they achieved this objective by putting pressure from the central office on the
people making the selections at the local campus level. One district indicated that there
was a mutual agreement between the campus and the central office as to the need for an
affirmative action program and its implementation. One district indicated that it had
achieved this goal through an educational program for the staff on the leocal campus. One
district indicated that each campus had an advisory committee composed of minorities who
informed the local campus of the needs of an affirmative action program and monitored
the local campus to make sure that such a program was carried out. One district res-
ponded that its affirmative action program breaks down at the department level when
departments tend to want to hire the best available candidate instead of placing a
high priority on a qualified mimority candidate. One district indicated that the
individual colleges have been eager to carry through with an affirmative action program.

CLASSIFICATION STUDIES FOR CLASSIFIED  PERSONNEL

The ten multiscampus distriects studied had from 250 to 1, 730 regular classified
employees working in 75 to 214 job classes. This number of emplcyees and job classes
requires constant monitoring in order to bring about the logical assignment of positions
to appropriate classifications and the malntenance of an equitable pay rate for each
class. . , ]
In response: to the question, "Who does your classification studies?", four of the .
districts interviewed indicated that they contracted with the State Personnel Board to
make classifiecation. studles. WO districts. employed consultlng firms. One district '
had a combination of a consulting firm and the Director of Classified Personnel who
did studies during the years the consulting firm was not employed. One district relied -4
‘upon” a persoanel assistant in charge of cld551f1ed personnel Another’ district contracted
with the unified school®district for services in -job and’ salary studies. ' In ‘thisg Sl
particular district, classified personnel are a part of.the" Unlfled K-14 Merlt System.—
One distriet had. the staff of -the:Personnel- Comm1551on do the :job skud1Ea.r.L
In" response to- the ‘question, "How: often are GlaSSlfled Job classes studled?" thé"
- most frequent response was three ?earsj_;; ‘ st, - One: Eric id ¢ Hstudies '
',;;EVery flve years andfseveral dlstriltsflf"ff" ies at twc ree, or f: g ntervals‘

A FullToxt Provided by ERIC




RECRUITMENT OF CERTIFiCATED EMPLOYEES

One of the major personnel functions of any multi-campus community college district
is recruitment of certificated employees, at the classroom, service, or administration
levels. Ten items on the interview questionnaire dealt with this subject.

"Is the recruitment of certificated personnel done at the campus or district
level?" To this question, two districts responded that recruitment was the primary
responsibility of the district office. 1In these two districts, the personnel office
advertises the vacant positions and collects the applications. Two districts indicated
that recruitment was a cooperative effort, between the district office and:-the campuses;
the district office advertises the positions, collects the applications, and
refers candidates to the campus for interview and selection. One district indicated
that campus and district sharad responsibilities with neither having specific, exclusive
functions. One district indicated that while recruitment was the responsibility of
the campus, the Superintendent wrote the letter of intent to hire the successful
candidate., 1In a majority of the districts surveyed, the campus played a significant’
role in the recruitment of certificated employees, particularly classroom instructors,
Although it was not a part of the questionnaire, the writer witnessed from his visits
to various district offices that only one personnel director of the ten actually is
involved in all of the interviews., The other nine either have little or nothing to
do with the recruitment of certificated employees. The personnel administrator in the
North Orange Community College District does considerable screening of candidates by
interview before referring them to the colleges for final selection and recommendation,

Two items on the questionnaire relating to recruitment are (or at least should be)-
inter-related. The responses received from the districts, however, do not bear this :
out., The first item was '""Do you advertise nationwide, western states, California,
locally, or not at all?" The second was, '""Approximately whet percentage of your
applications on file are unsolicited?"

In response to the first question, six districts indicated they. advertised
nationwide, five indicated the western staLee, ell ten 1nd1cated Callfornia and
nine indicated loeally. : S

- When asked what percentage of their appl;eetlons on f11e were uneollcited one
district indicated 5%, one indicated 25%, one responded 30%, one answered 75%, -two
indicated 80%, two indicated 95%, and two did not know., ~All of these figures were® 7
estimates, -and those persennel directors mnot directly. involved with the recruitment: - =~
of certificated empleyees were oﬂly maklng gueeees as to the percentage thet were
unsolicited. ; :

+The 1neon31steney of theee two 1teme llee in the fact that mcst of the dlstrlcte
say they advertise thelr p051t;ons and yet, to a great extent, thelr appllcatlone are’
unsolicited, The seeming inconsistency may be ‘related ‘to the- 1ack of hard facts »
about the number of -applications that are unsollc1ted R X ehould aleo “he’ polnted eut
that the degree of edvertlelng depends upon ‘the number of eppllcatlons on- f;le,ithe '

ff:fpersonnel offlce.¢;b
- In response ‘L

A FulToxt Provided by ERI




"Do you pay travel expenses fer candidates being interviewed from out of town?",
six districts responded ''no", two districts responded "Yes, if the candidate bills
the district for his expenses'" and one district responded, "Yes, if the personnel
director approves of the payment of travel expenses." 1In this particular district,
payment of expenses for candidate travel is up to the discretion of the personnel
director depending on the needs to interview out-of-town candidates, This same
district has a policy that requires candidates living within 600 miles to pay

their own expenses

couﬁsclors, and admlnlstrators?" TFive d;str;cts léspgnded affirmatlvely and indicated
that committees are at the campus level. One distriect responded that the campus
committee recommends a first and second. choice to the president who must accept

the first choice or respond in writing why he chose the second. One district reported
that a campus committee screens to three or more candidates who are then recommended
to the president for his selection, One district responded that selection is a local

" option depending upon the policy of the campus doing the recrultment,

In response to the question, "Is the committee district-wide or campus Oﬁly?”'
three districts r;sponded that they have campus committees for instructors and
district-wide committees for administrative positions and appointments. Seven
districts regponded- that. their campus committee is- cnly for' the employment of

certificated employees.

The writer assumes that in the larger dlstrlcts, partlcularly in. the Los Angeles
District having eight campuses; that there would be a temptation to set up-a
district~wide eligibility list for certificated positions; however, in response to

" the question, '"Do committees establish a district-=wide eligibility 115t or do they .

sélect the candidate for the particular vacant position?'’, all ten districts responded

‘that their committees selected the candidate for the positiomn. ~The Los Angeles

Distriet and’ many of Ehe other districts having centralized recruitment procedures,

- permitted various campuses to work from the same list Qf candidates, thus saving
~the labor and -expense. of d01ﬁg separate advertlsing and recru1tmeﬁt for 51m11ar -

- ‘positions.

‘In response- to the. questlon "Is the cand;date 1nterv1ewed by - the tctal commlttee

“or by each person?', four districts indicated. that a total. commlttee 1nterv1awed the
~‘candidate, and six districts reported that ‘this was a matter .of local option;: with'
"the candldate 1nterV1ewed elther by Lhe tgtal commlttée or by each 1nd1v1dual member. S

LR
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of the types of responsibilities of each personnel department. This checklist included
twelve items commonly found in the personnel services division.

The maintenance of personnel folders is one of the tasks commonly found in a
district personnel office. All ten of the district offices maintain folders. One
office, Contra Costa, maintains only classified folders. Their certificated employee
folders are kept on each of the campus locations. Several districts indicated that
they kept duplicate folders--one copy in the central office and one copy on the campus.

Eight of the ten districts surveyed are directly involved with salary negotiations.
Several of the personnel directors are the chief negotiators for their districts;
others are involved by serving on the negotiations team with the superintendent or
some other person appointed by the Board as their representative.

Nine of the district personnel offices are responsible for salary administration.
One persomnel office contracts with a large unified school district for this service,

In the State of California, before the county superintendent and the county
auditor will allow a school dlstrlct to pay an instructor for services rendered; a
personnel action form 59631fy1ng Board. aétion taken for each instructor must be filed
with the county superintendent's office., Nine personnel offices are dlrectly
fespon51b1e for this particular function.

' Insurance programs involving health insurance, dental insurance, 1ife: 1nsu:ance
income protection insurance, and tax sheltered annuities areé all common in the
fringe benefit packages in California community colleges. Five of these: personnel
offices were responsible for the administration of employee. insurance programs..

Substitute instructors are often needed at the community college level as in ‘any
school district; however, no personnel office indicated that it had aﬁy respon51b;11ty
for providing ‘substitute instructors to campuses needlng them.

The Education Code of the State of California requires that. termlnatlons and
demotions be handled accordlng to procedures prescribed by law, Nine of the personnel
offices responded that they were ;nvolved in: the termlnatlon and/or demotlon of s
‘certificated employees, :

: Sabbatical leaves are ‘also prov1ded for in the- Gallfornla Educatlon Code.r Most
of the districts surveyed have policies on sabbatical leaves.  Seven_.of the. personnel
offices indicated that they were 1nvglved in the admln;stratlon of sabbat;cal leave
policy; three were not. : S Cra

. . The counselzng of retlrement age 1nstructcrs ls 1mportant,1n the State cf S
Ccaliférnia because ‘instructors do not have.a choice as to when they can. retire, At .

‘the present’ tlma, -an’ instructor may retire: between-the ages of ‘55" and 65. - The

.counseling involved conSlsts malnly of adv151ng the 1nstructor;as tovwhat would be
the most beneflclal time to retire or when it. will be: p0551ble}totret;re'"Thls
“becomes an- 1mpcrtant function .of personnel, .Five of: the personnel office ;ndlcated

- that .they ‘have the responsibility for counsellng of: fetlrlng faculty., : '

fflve have no such feSpDn51blllty;‘”“ S : ,
T Durlng ‘the -course of. an a&ademlc’year,‘numerous raports -are: requlre “by - Fede:

State, county and’ teacher organlzatlons. The personnel folﬂerls often: called upDn

A FulToxt Provided by ERl




SUMMARY: TRENDS IN PERSONNEL SERVICES AT MULTI-CAMPUS DISTRICTS

The above study of personnel services in the ten largest multi-campus California
community college districts has revealed some significant trends in personnel practices.
A predominant trend in all districts was the emphasis upon decentralization and local
autonomy, This varied from district to district, but even in the large metropolitan
districts, the campuses had considerable autonomy in the area of personnel selection.
Decentralization has come about in many cases because what had been initially a single
campus district has developed second, third, and even fourth campuses. Local campus
autonomy has been a way of life in these .districts and it is apparent that it still
is a way of life when it comes to the personnel services,

A second very noticeable trend is the degree of trust that has developed between
the central office and the local campus. Any multi-campus distriet that had

~decentralized its personnel services must rely a great deal upon the local campus to
make wise and just decisions. It was quite apparent that many of the personnel
~directors felt quite at ease in allcw1ng local. campuses to make major personnel
decisions without any interference or guidance from the central offlce.

A third trend evident was the low pressure systems found in many of our multl-
campus districts. Despite many harried persennel officers. 1nvo1ved in salary negotlatlons
law suits, and other types of disputes, the writer is of .the opinion that in. the )

.-selection of classified and certificated employees; ‘the overall recruitment process is
"low key' in most of the districts. The process .of selectlng employees is not ‘hindered
by the rules and regulations of a Merit System or of the CiVll Serv1ce system. ThlS lSv”
not true in . ali dlstrlcts, but in most of those surveyed : :

SCOPE OF . EROBLEMS CONFRONTING PERSONNEL ORGANIZATION S

: - The most. predomlnant problams seem- to- be tlgse in ‘the areas of emplcyer employee
relations and the negotiations that are carried on relative to salary, working cDﬁdlticns,
and fringe benefits. In several. districts, theee seemed tc be the all«engr9551ng el
problems for the Personnel director. .’ ’ » Lo : “'ff‘r
In other- districts, problems dealt Wlth by personnel serv;ces are. malnly An- the‘”_
areas of recruitment partlcularly w;th regard to- afflrmathE—aCtlon programs for the‘
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it serves the distriect, the campuses, and all of the employees of the district,
whether classified or certificated. Only by developing an organization that can
effectively meet the needs of these three components will the personnel officer be
able to carry out his duties successfully in the multi-campus district.




