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This publication for junior and community college trustees
is the first in what AGB hopes can be a series of reports to
provide its viarious constituencies with tinwely and helptul
muaterial. It contains three addresses given this year at a special
contference for two-year college trustecs: a paper bused on a
national rescarch study conducted by a community college
dean: reaction to that paper by an acknowledged veterun in
the two-yeuar college field: and a scliected biblhiography of
articles, studies and dissertitions on lay governance of the
two-yeur college sector.

AGB acknowledges the support of the Lilly Endowment
and its expression of interest in the Association of Governing
Boards for makir g this publication possibice.
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Introduction

About

Governing Boards of Universities
Independent Junior Colleges.
Bouard tor Community Colleges met ro discuss the feasi-
the two-vear college trustees in the
Thereafter, a larger group was assembled

Caunvcil of
State
bility of
mid-Atlantic region.

d conference for

to ascertain the degree of inter

ference. Those attending were:

President
e of Virginia

Sister Muajellu B
Marvinount Co ll

I
?
14

2

Douglas F. Libby. President
Delaware » County Community College

5.V, Mauartoruna. (then) Vice
Chuncellor for Two-Yeur Colleges
State Universily of New York

Peler D, Pelhain. President
Mt. Vernon College

Due in large measure to the i
these people. it was decidec

scheduled in May., 1972,

A progrim committec was fo

Wulter A. Graham, (then) Director
National Council of Independent
Junior Colleges

AUchard T. Ingram, Pragram
‘\3 uciile, Asq{]Llilli(}!I of
Governing Bouards

An unusuully fine group of speakers were brought

Baltimore. Maryland on May 11-
encve of its kind in the
to address themselves to

int
d the

fi
mid-Atlantic region. I‘hz::y were asked
some of the tl

4 yveuar ago represontatives from the Association of

and Colleges, the National
ang the Maryliand

est in developing such u con-

Patricia Perkinson, Adminisirutive
Assistant to the Chancellor
Virginia Community College
Sysiem

Frank B. Pesci, Associate Professor
of Higher Education, Catholic
University of America

Kenneth Wright. Director
Community College Program
New Jerscy Department of
Higher Educuation

erest and support ol cach of
it should be

a conlerence

rmed, consisting of:

Alfred C. O’ Connell, Executive
Dir’c;c:mr B.-‘l;;lryldnd St;ltc; Bourd

g

Frank B. F’ES&i Associute Professor
of Higher Educition. Catholic
University of America

to fr;tht:ri
12,1972 ftor the firs

national issues that
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Fforcmost among the concerns of communily and junior col-
lege trustees and ;’;I‘Lﬁldgnl% Addresses of three of these speik-
ers are included in this publication: Edmund J. Gleazer, Presi-
dent. American  Association  of Community and  Junior
Colleges: Jumes L. Wattenbarger. Director of the Institute of
Higher Education. University of Floridu: and Wesley M,
Westerberg, Chancellor of Kendall College

In addition to those whose pupers are included here. the
more than 130 persons i1 attendance at'the conference were
privileged to hear also from Joseph P. Cosand. Deputy Com-
missioner tor Higher Education. U.S. Office of Education. and
former President. St. Louis Junior Coliege District: Robert L.
Stulir. partner in the firm of Gonser, Gerber. Tinker and
Stuhr. Robert Grauy. New York attorney and an expert in
collective bargaining: und Frederic W, Ness. President, Associ-
ation of Americar 7 lleges. Highlights trom their presenty-
tions are summuart..ed on pages 16-27.

Asun adjunct to the formal side of the conlvrence, trusteos
from New York, New Jersey, Pennsylvania. Maryland, and
Virginia were given the opportunity (o mect sepuarately to
discuss current and pending state legislution affecting their
institutions.

Information in the recent national survey by Peter K. Mills.
nmlud;d as o supplungnt to thc unnl;r;nu., rn i}?&:r%, ddda Hl -

Cin h!ghcr tzdug;mcm, Dr. S, V; iLwts_jmna was imxtcd o com-
ment on the report because ot his recognized experience in
the two-year college field,



Who Decides?

Edmund J. Gleazer, Jr.

Dr. Cleazer Stres sses that the loeus nj deeision :’Hfi;’f\[”fj and f}f WoF

callv found in the Yoard af rusteos qud the proexident
f1°¢* iL e is i.:u FOHIET¢ if j; I ul!vuy :m::! ‘ (’HHHHHZHI

!‘s”tih {

Wiho decides? Who calls the shots?
Who will determine what students
should be served by conumunity
cidleges. how muany students there
i bel how much tuition they will
pay? Who will determine the educa-
tional programs and learning strute-

,,,,,, Who  will establish
teaching load and salaries” Who will
determine dhe buildings to be con-

gies  utilized?

strucied, their architectural style
and their location?
In his autobiogruphy Lincoln

describes o ELLIH]H}LIL he
eople

Steffens
developad for getting at the
wha make decisions:

l“em 1o the newspaper uffices. one by
one, all of them, and I hit upon an ap-
pmug,h which | have since used on ull

I dmund 1.
paper, presenied gt the AGE Conflerence

=l Forecast Study of Communin, Colleges

O
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Jh: nZzer is President af the American .e\asau

5. Qﬁd is ru[:snmu‘_i through spe
publisher. MceGraw-Iill BEook (.mnpmw New York Cily. @ 1972 by AMoeGray

L

ey sl resoa- fmm—

subjects - business. politics, reform . . . .
The question 1 frmed for the newspaper
nl'fiua. - was directed 1o find the boss of
the p;poL Cualling with my card uat the
editoriul office. [ would uask [hc office
boy: "Say. kid, who is ‘it’ hiere!?

“Why.” he would answer., *Mr. Sa-

and-so is the editor.™

"No, ne” 1 oprotested. 1 don’t mean

the front, I meun really.

==

“Oh, you mean the owner. thats Mr.
Blank.™

Fei i,nmn disgust and disappuointment. |
would suy. “The owner, he's only the rear
as the editor is the front. What | mean

s running the shebang? Wha knows
- who decides?”’

is. who®
what’s what and

"0l he would exclaim - whether he
was the office boy, a reporter or an
ion of Community and Junior Colleges. This
tuken trom his rm\i tonk, Project Foeus:
arrungement with the
1. Inc.




editoral writer  his face lighting up with
the intetligence faces habitually conceal
=0, the man vou are looking for is
Nut Brown,!

The locus ol decision muaking is
the locus of power, the capacity to
determine what will be done. His-
torically, boards of trustees, locally
elected. joined with the rm;sul;ni
ol the college to resolve such muat-
ters. A !Ln::k iinto the future. how-
ever. reveals g fur more complex

picture  with u  possible shilt of

power to admimstrative levels far
removed from college and
community.

There are muny who would be
party  to institutional  decision
muking., Among these are students.
faculty, administration, local bourds
representing the community. state-
level community college boards and
similar agencies, coordinating boards
for higher cducation. the legislature,

1md the governor’s office. What is
the forecast of their relative intlu-
¢itce on the policy directions of the
college?

Probubly more of the decisions
alfecting the gouls
commuity LD“LUL% will be made in
the state capitols. The state legisia
ture. the govermor’s office. and
st..te agencies will play an increasin
part in shaping the future of th QS_
community-oriented institution 5;
The move toward greater state-lev
power comes at the same- time as a

ng demand at the locul level for

(i

._.

risi

ILincoln Stefrens, 7The Autobiography of Lincaln Steffens, p. 402, Harcourt, Brace & Company,

Inc., Mew York: 1931,

and priorities of

the college to be more quickly
responsive to community needs as
well as to broaden opportunities for
participation ' faculty, students.
and conmmmunity representatives in
coal sctting and program develop-
ment., The result s tension and
struggle tor decision making author-
ity among parties on the local scene
;’;nd between those on local and
siate levels. Dominant among the
5tate=lcvc—i torces, in the cves of
most interviewees, will be the state
legislature which shows not only
increased  interest in educational

matters but a new consciousness of

its own role and responsibilities.

For vitever reason  the costs
of education. unrest on the college
campus, the rise of cotective bur-
guining state legislatures are dem-
onstrating a keen interest in ¢duca-
tic}n frmﬂ pre-school through the

,,,,, Morcover.  there  are
L-h._ll’l_‘-;{i‘h esmning. about in the legisla-
tures themselves that have further

implications for education and other
sfate services.

Community colleges are not going
to be left alone. Budgets ure too
big for that and generally they
become a matter of more than
local concern. As enrollments rise
and costs go up. the scarch for
funds leads inercasingly to the state
level. The state wants to know wihat
it is getting for its money. The

has little desire to deal

legisluture
with dozens ot community colleges.
It will look to a state agency as its
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point of contact, The quality of that
agencey will be of critical importance
in maintaining a constructive ton-

sion between local and state forees,

State-level leadership is  required
has  high  respect for the
capucity of the local institution to
identify and respond o community
necds, a leadership which exervises
its authority .more through persua-

stonn than through regulation and
seeks full discussion and  involve-

nient by those who will be arfected
by policy determinations.

The profession of state-level com-
munity  college  administration  is
relatively new: with a few notable
exceptions, it is a product of the
past ten years or less. With a shil't in
locus of power toward the state
and with the consequent tensions
already reterred to between Jocal
institutions and the state. Pplus the
often  comipeting  interests  com-
monly found in state capitols, ex-
pertise of the highest order is needed
for difficult and complex adminis-
trative tasks.

Bourd Power

I listened to members of a com-
munity college board discuss the
future of their institution. The way
they were talking, | told them, one
would uassume that they felt they
would have a great deal to say about
the direction in which the college

would move. “*You are damn right,”

they responded. *We don’t need
people in the state capitol or in

Washington telling us what to do.™
It is a bunch of egotists like thi

Aruitoxt provided by Eic:

that contribute toward the mmability
of this state to come up with g
master plan for higher education.™
the chairman of the-board declared.
I is great to have more financial
support without surrendering yvour
power. But, can it really be done?™

Are  boards  surrendering  their
power? Developments in state capi-
tols may indeed hold implications
for future board policy determina-
tions. What [ sce happening though,
even in the face of possible limita-
tion of power. is more uctive exer-
cise of board authority than pre-
viously has been the case. The three-
told adage about the president - that
the board is to hire the president,
suppcert him uas it can, then tire him

which at one time allegedly
described  the muajor role of the

bouard. will not hold true.

Reports of student dissent and
protest, whether at the local institu-
tron or not. plus community con-
cerns about the tax dollar, have re-
sulted in mounting pressures on
local bourd members. Constituents
are asking questions. They want
answers from the board. People who
in former times may have enjoyed
the honorific aspects of boar! mem-
bership are compelled now. in their
own defense. to huave up-te-date.
comprehensive knowledge about the
institution and irs programs. Aiu-
other reason for stepped-up board
interest and  participation is the
number of educational mutters now
adjudicated in the courts. The bourd,
as the legal entity for the institu-
tion, is involved whether it wants
to be or not.
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Actually, the community college
board member is o relutive new-
comer to a lield of activity long
occupied by public schieol boards of
cducation  and  the  regenis  and
trustees of the college and university
world, Not until 1967 did the com-

munity vcolleges in the state of
Wiushington have scparute boards.

distinet from high school district
boards ot cducation. And in llinois

lege bouards was given impetus under
the Higher Education Act of 19635,
Until 1969, Florida  institutions
were under county bouards ot educa-
tion wilth community colleve ad-
visory counvcils. [on Marviand. county
bourds of education had jurisdiction
until recently. The sume thing woulkd
hold true for other lurge sections of
the country. So., in tact, the identity
of the community college board
member has been established inoa
numnber of states not much nore
than five years azo. Add the fact
that 200 to 300 new institutions
have been established during that
period of time. and the result
is several hwndred new  trustees
secking to determine the suitable
role of the community college board
as well as their responsibilities os
members.

sdime

At the sume time. another new
entity, the state-level community
college board. was created in several
states: California. Arizona. lllinois,
Washington, and Maryvland, to name
onlv some. Now there is a problem
of sorting out respective responsibil-
ities and authority between state
;ind local levels. There will be more
<
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state-leve] boards, for reasons given
previously. Local boards are appre-
hensive  that  this may anean
creasing community orentation and
the capacity to respond casily and
quickly to lo-al needs. Where local
boards exist, often there is o4 strong
sense of community lovalty and
faith in the merits of localism.

de-

s

In seventeen ol the twenlty states
included i ticld visits. the pattern
ol locual boards existed. Howeverin,,

,,,,, Muassachusetts., and in
Virginia there are no local boards,
or they are used in advisory capuci-
ties only. Where .administrution is
predominantly under o state-level
bouard there are recurrent culls ai the

focal level ror a means by which the
dilfferent necds of community col-

lege areas can be recognized. Consti-
tuents ask tor a mechanism by which
the state board can be held
countable to cach community col-
lege arca as well asto the state as a
whaole.

ile-

One matter at issue is the process
by which board membership is de-

termined. I plices where board
members are appointed. that ar-
rangement scems to be tavored.

although a question long debuated
but not uanswered is how 1o keep
politics out of the appointments. In
one state where the governor ap-
points. his designees are ostensibly
recommended by the senator from
that area sometimes with support
of a locul political committes, Peo-
ple in the community, it is reported,
frequently wonder what the “pay-
oft™ is for. Mot much respect is
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noted in - the college community
toward the board. One of the gov-
erinor’s choices indicated that he was
not looked to by the community as
someone to participate with others
in developing policy but rather as g

“prod™ to get things done. If a
student  whe flunked out of the
university wanted to get into the
college, the Dboard member  wuas

caled upon by the parents to put in

a good word for their son. In his
position. pecople in the area gave

little thought to the poli
responsibilities ol the
suggested to others, I vou have 3
problem with the college. call up
that guy  Fisher and he will fix
things up rfor vou.”

The  presiddent of  this  college
reported direct contacts by board
nentbers with college administrators
and fuculty in order to have fuvors
done. Intervicwees reported a ten-
deney for the board to “'get involved
Inevery detail.” Are the characteris-

tics of this board a function of the

syvstem by which members are se-
tected or are there environmental

tactors to consider? The director of

the community action program for
the arca described political action

in that county as “very dircet and
sometimes very messy.”” He d¢id not
think you could eliminate politics.
His advice: “You can’t aftord to
have vested interests in your job as

college president. You make the
decisions you think are best and
then you get grubbed by the politi-
cal arm. You need ta have other
expertise so that vou will have some-
thing else to go to.”

I

In another state, three board
members are appointed hy e gov-
LeI1=
missicners. The rationale for
gubernatorial appointments has Lo
do with the state’s share of finaneial
aid to the institution. The board
chairman in  this case favors the
appointive  approach  and  belicves

ernor and six by the count

\
given

adifference between clevied

there is
and appointed trustees. I vou are
clected  vou  have sense of
obligation to those who clect you
and  you are probubly  more ag
aressive with regard (o vour stance
toward administration.™

RIS ST

A leading  industrinlist com-
mented on the muakeap of  that
board:  *In they

the  beginning

seemed to be quite ordinary people,
Thoy had not been greatly active in
city affuirs but they turned out to

be superbh and dedicated to their
tasks. ™
We felt that the appointments

had been good and he would favor
this kind ol appointment. by i local
body (county commissioners) rather
than appointment by the LOVETNor
or popular election,

And in still another state, a board
member appointed by the governor
saw the governor as heing too fur
away from the local situation. He
wondered-if at least one of the five
board members could be selected
by local people. At the present he
feels that the local people “have no

Republicun governor seems to select
Republicans  as board  members,
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surprising in
influence and

certainly isn’t
ol political

which
Lthis era
power,

In several states where the com-
mon practice is for board members
to be tlocally selected, governors are
revealing a new interest in making
appointments of at least part of the
board buased upon the larger shuare
of the financial load carried by the
state. In those states where costs
are met by state. local district, and
students, the question is bound to
come up whether this line ol reason-
ing would lead toward student repre-
sentuation on the board.

To anyone taking 2 national look.
bouard behavior shows remurkable
variety. This may be a phenomenon
of the particular political modes of
stute or region. One clement of dit-
ference  is the degree to which
authority is delegated to administri-
tion. Faculty members in an eastern
college suid that they could not
understand why seven political ap-
pointees to a bouard that meets five

hours per month need . apparently,
to make all the decisions. The
president.  they said. must have
authority delegated to him. They
reported additionally that during

the:— P;i*%[ fwo yeur&; fhiﬁ'fi: lrad bmfn
bcmulg Thty were conue rm:d hggduag
they had a
up for gmiaatludtloll w]ugh repl'xie
sented u great deal of work on '
part. And a new bouard mem
one who I tot  attended any
previous sessions. was to be at the
nieetil The fuculty were of the

10

opinion that he knew nothing about
the college and its progrum but he
miught cast the deciding vote. There
must be o better way., they said. of
selecting board members and
lating the board to faculty
administration.

re-
and

[ satin on a board meeting in the
South. There na students.
faculty. or community represcinta-
tives present. just the president. a
few administrators. and a newspaper
reporter. Among briel presentations
made to the bouard was a college
“master plan” required by a state-
level agencey. The president asked an
adntinistralive assistant to make the
presentation. Posted on the wall
were o number of drawings to show.
placement of proposed buildings.-
No questions were asked about pro-
gram planning whiclt might have led
to the determination of the facilities
or their placement. The college gets
“points”  toward possible federal
grants if there is a master plan
approved by the board. Among the
fucilities described were a new ad-
ministration building, a gymnasium,
wmg s on the technical building, and
arking lots.

Wore

At the clo
the president
tion we will I’IEQ d
prograin Mmateria
on some t;}:am[ltsf

[ ;ﬁidls
de some
and g little later
8 how we ure
1 tuged.”” One

“Do you have
he number ol stu-
can lun.dlc' with those
i The president responded.
“*Well, we haven’t got that yet, and

m
=
=
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ol course this plan can be changed
as we get closer to doing some of the
buildings. Also. it will make quite o
difference iff we can ger the voung-
sters to come in the af'ternoon. Now
all of them want to come in the
morning,”

A motior was made to deeept
the presentation as o master plan for
the college. Elapsed time: fifteen
minutes, Obviously, board members
in these two institutions did not
have the same views about delega-
tion of authority to the president or
policy responsibility of the board.,

Who speaks for the college  the
board or the president? is g related
question, In one state, board mem-
bers from two institutions who
were clected by their constituents
likened clected board members to
the office of United States senator.,
The president of the college.
stated, has a role similar to thal of
the administrative ussistant to the
senator. As they see it the commu-
nity college president is to the lo-
cally elected board as the adminis-

trative assistunt is to the senator.
And who really speaks for the

institiution? Is it the senator or the
administrative assistant? Is it the
board member or the president? [t
15 the board member, they would
suy, for it is their view that they
operate under a mandate from the
citizens who elect them.

But in a community college lo-
cated in a large city in mmthgr stite,
the chairman of the board s: d the.

~institution needs a strong president-

O

RIC
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they -

i1

be looked 1o as 3
not for a moment
detfinition of the

and presi-

needs 1o
He did
with  the
roles of trustee

ihove,

He
leader,
agree
respective
dent described

Bourd members need understanding of
and it seems that there are
so muny high-priority erises. Just as you
are about to gel to some kind of an
evitluative ook, another erisis chunges the
priorities. Curriculum, for example. does
not get to the bouard. By the time we hear
about it, all the processing has taken place,
and it is just presented for adoption.
Answers that we request seem Lo get lost
in the computers. So we really don’t quite
know the score,

what goes on,

Pssing bitterness.,

He was not expre

but almost wistiully scemed to be
saying.,
liitle more

“We would like t-:i know 3
uhuui some of E]u: iulillv

i5 pmgan am,l -iumtln:r is z-slud;nts,
Yet we spend most of our time on
buildings and crises.”™

¢ board time on
illhtl[ui!{'}ﬂdl purpasesi goals, and
evaluation of policies was sounded
in a number of places.

One trustee commented: Five years ago
we had kind of a *ho hum™ hoard but
now people have found that one of the
ways to get things done is by being mili-
tant, and this is the kind of approich they
make to the board, Without this kind of
pressure. unfortunately, the bourd would
probably not have gune as far as it has
gone in responding to needs.

Other comments were in a similar
veint:

Waves of community concerns and
feelings wash over and through the college.
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Constituents call yvou up and want to
know what is going on: you have to tind
out. You had better know,

In former days the board would ap-
point the president and keep hands off,
but no longer. We need to know what is
woarking and what is not working,

Frequent reference was muade to

the “review qand evaluation™ funce-
tion ol the hoard. After a board

approves policy recommended by
the president, they want to know
whut the effect has been of the
policy adopted.

A trustee in a paper on “board
power” described the *“fascinating
anomaly™ of a group with almost
absolute authority and responsibil-
ity de jure., which has almost no
authority de fucto. He muaintains
that

the legally vested power is greatly re-
stricted by (1) a dependence upon ad-
ministrative and faculty expertise which
results in hourds ratifying the decisions of
others: (2) a lack of basic inside informa-
tion about the operation and ideologicul
direction of the institution: (3) o tradi-
tion of delegation of authority for ad-
determineg  the
institution.

basic  character of the

Much of the current faculty, adminis-
trative, and student attack upon governing
boards has its seeds in the board attempt
to recapture authority over college affairs
coitinenstitate with the legally established
responsibility imposed upon the board.

He proposes that if the board is
to elfectively exercise its power s a
legislutive body  developing policy

and “evaluating college practice. it
imust be properly statfed. He turther
muaintaing  that a bouard member
should consider it his responsibility
to criticize judgnents on “educa-
tional mutters” which do not jibe
with his view of the social obliga-
tions inherent in the community
college.

To even suggest that the board
have its own staff for review and
cvaluation and not rely entirely
upon the president’s staft is so
contrary to administrative mores
that a former president trembles to
see  the words appear on  puaper.
Nevertheless, evidence is substantial
that the legal responsibilities placed
upon those boards of trustees which
funcrion in an environment of rupid.
sometimes revolutionary. change,
will require them to be more in-
volved in the conduct of the institu-
tions than generully has been true in
the past. The press for tux dollars
and consequent demand for more
accountability by institutions to the
funding sources further commits
trustees to a knowledge of gouls und
performuance that cannot be achieved
by simply reading college brochures,
the president’s annuul report or
even the usual college budget, But
the need is not for boards to do the
president’s work, but rather to in-
fegislative authority with the sup-
port ol an exeeutive who is equally
clear us to his role.

Bourd muembers should be pre-
pared to deual with c¢hange, So that
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tor its possible values rather thuan
dealt with as a threat. A bouard needs
to develop a sense of the past and
the future and the capacity to per-
ceive issues in a conceptual frame-
work so that they are dealt with

“other than on an incrementil basis.,

from crisis to crisis, They need to
understand the frustration of com-

sible to deal with the Pentagon or
even state colleges and universities
because of the insulation of layers
ol administration and control, but
who exert their power to get things
done at the local level because the
conununity college bouard is there.
The local board fulfills a principle
long honored that government
should be us close as possible to the
pluce where action is taking place.
In many parts of this country change
will be demanded. Will the board
use chunge creatively and construcs-
tively to come up with wise policy?

Faculty Power

Looking to the future. I found
general agrecment not only that the

faculty  of  community  colleges
should be more involved in those

decisions that affect them and their
work but thuat such participation
wis likely to occur. The nature of
that participation is of crucial im-
portance in tulfilling college pur-
poses, For the tuculty member is in
direct contaet with  the siudent,
who is the focus of all eftorts of the
college. Pluns, programs, and  ad-
ministrative struetures all have their

ultimate  expression  in student-
teacher interaction, Will the or-

I3

taking a variety of forms throughout
the nation. be utilized predomi-

giunized power of faculty. which is

the tuculty member within the insti-
tution? Or will it havy - broader reach
toward institutional goals? 1t the
latter. it will not be enough to de-
velop a deeper understanding of
respective roles of taculty, bourd.
and administration, nor to achieve
gredater skills in relationships. Be-
vond these, new patterns of orsani-

more suitable to the ends specitied
above, ’

Student Power

To what extent will students call
the shots in community colleges?
The answer will vary according to
the social and political makeup of
the area which the college serves,
In view of the goals sought by com-
munity college students as well gs
their other characteristios, 1 think it
unfikely that they will seek to ®run”™
the institution, It is true that they

possess an ultimate “weapon’™ in
that they can decide whether to
enter the college or not and for

what Kinds of programs they will
sign up. However, this clement of
choice muay be limited i society
continues to demand postsecondary
training as a qualification tor em-
ployment and if alternative educa-
tional or training opportunitics are
not readily available, Most impor-
taitt, though. is & basic question of
whether the community college is
viewed as an institution designed to
process academic products. or of
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whether an important goal of the
college ts involvement of faculty,
administrators, and students in a
learning process not limited to the
clussroom which encouruages partici-
pation, interaction, and shared re-
sponsibility. If the latter is the case,
then gouls of learning such as selt-
nunagement, ability to relate ef-
fectively to others, capucity to exer-
Cise initiative and to assume sociual
responsibilities can be realized by
exploiting the learning opportunitics
implicit in the total operation of the
college. And not insignificant is the
residual  benefi from sharing in
apprepriate  discussion with other
purticipants in policy making: com-
mitment to implementation of ulti-
nuite decisions.

A community college seeking to
carry out a program of this kind
faces numerous obstacles. Among
these are the great range of ages,
broad spectrum of educationul and
vocational interests, differences in
maotivations, and o commuting stu-
dent and faculty population, as well
is the fuctor of student transicncy.
If students are to be more involved
in institutional decision-making. ad-
ministrators  and  bouard members
will need to encourage that process.
Contravening lorces are better or-
ganized to condition the directions

ol the college and hence possess
more  relitive power.  No o gredt

change is expected with regard to
“student power™ in the community
college unless deliberate measures
are iudopted by the college 1o en-
courage that development,

RIC

Summuary

A great deal has yet to be de-
termined in the natton’s community
colleges on who will make the deci-
sions  about who enrolls, who
teaches, who pays, and who governs.
The makeup of the curriculum. the
extent of the services to the com-
munity, the number und locutions
of colleges — these are questions
that must be decided every week,
questions which shape the institu-
tion. The decisions are being muade.
But the number of persons involved
in the decision muaking is getting
lurger und the proper role for cach
participant is still being defined.

The picture varies from state to
state and from college to college.
But the trend is for increuased in-
volvement by state-level officiuls,
most notably the governors and the
legistators and agencies set up and
acting under their muandates. The
reason for this increased involve-
ment is the mounting investment
the states are being asked to muke
in community college education,
State officials want to know, and
must know, how state funds are
being spent. Review of educational
programs at this level can be ad-
vintageous, The kind of coordina-
tion that prevents unnecessary du-
plication and promotes efficiency
and cooperation within a state can
benefit the institutions and the
public. A key clement here will be
the development of a new kind of
professional: the state-level admin-



O

ERIC

Aruitoxt provided by Eic:

istrator who understands commu-
nity college education, the educa-
tional needs within his state, and
the political process in which he
works: and who possesses the abil-
itics to facilitate sound growth and
development.,

On the campus there is more
participation by trustees. faculty,
and students in decision making.
Who calls the shots in this milicu is
certainly an open question. Changes
in local decision-making structures
are taking place because of new
developments such as collective ba-
tricts, and the increasing maturity
of the student body. The end results
of these forees and their effects on

governancee patterns remains to be
e,

W
ru

There is an increased willingness
on the part of the traditional policy
makers, the presidents und the board
members. to accept the idea that all
groups aftected by a decision should
participate, to some degree, in the
decision-making process. If for no
other reason, this modus operandi
is being adopted because it helps
ensure that the decision will be-
come aperational after it has been
made, This same pragmatism will no
doubt govern in the period ahead as
there is probing und testing to find
appropriate roles and degrees of
involvement for all the participants
in decisions affecting community
colleges and the persons they serve,
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" ten into the constitutions of several

Statewide Planning and Local Autonomy

James L. Wattenbarger

Wattenbarger acknowledges thar there are a nuimnber of areas better handled
at higher administrative levels. [le proposes guidelines for differentiating
state from local responsibilities.

Self-governuance — autonomy - state level coordination and often
institutional integrity -- traditional control. This is true of the com-
freecdoms — these are terms which munity junior college development
are used to describe a very special in  particular, although there are
authority  which  institutions  of indications of similar trends for
“higher education have held sacred elementary and high school as well
over the muany years of their exist- as for the university and state col-
ence. This authority has been writ- lege systems.

‘Brietly examined, these influ-
ences have caused a reexamination
of " the control devices used in
operating institutions of higher
education:

states and has come to be considered
as o basic essential characteristic of
higher education, especially at the
university level, What is generally
accepted at the university level s
also coveled for all other institu-

. A . l. Changing puatterns of financial
tions of higher education, f. Caangimy patter J Sinan

SUDPOFL.

Events of modern times, how- All levels of education have be-
ever - both those with economic come dependent upon state sources
impellers and those with a more and more recently upon ftederul
sociological origin — have been push- sources for support, The local ad
ing constantly in the direction of  rvalorem tax has become u poor base

Jantes L, Wattenbarger is Director of the Instituge of Higher Education, University of Flarida.
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for taxation to support education.
There is even a discernible trend
toward eliminating this source (locul
tuxation) of funds in some stiates,

2 Population maobiliry,

one home to another huas become a

major fiuctor in American life. This

makes universal minimum standards
ol educational quality & real con-
cern to more and more people.

S Trends  toward
ane consolidation.

The development of multi-
county., inter-stute, regionual. and
national approaches to solving speci-

coentralizatio

fic problems are now prevalent in

social and political life,

4. The recognition of the value of

The results of planned growth and
development in business and the
recognition of the value of coordina-
tion in industry led many people to
demand similar efficiéney in tux-
supported activities.

3. The reemphasis of state respon-
sthility for education.

Each state constitution as it was
originally written recognized state
responsibility  for education. This
responsibility was in turn delegated
to local units (school districts) in
most cases. OF more reeent date,
however, the state has been forced
to assume more responsibility for
muaintaining standards and has ex-
erted. more  leadership and often

more control, This trend nas accom-
panicd  increased  stute  tinancial
support.

6. The recagnition of the necd jor
cducdation,

Increasing denmands for educated
personnel at all levels of employ-
ment, studies of income as related
to edutcationul attainment, and simj-

lar reccognition of the value of
cducational  opportunity  have

caused legislutors and civie leuders
to demand that institutions serve
their home arca of a state, Faith in
higher education has at times placed
these institutions in positions of
serving as a basic requirement for
industrial development.

7. Federal support for education.

The increasing interest in higher
education exXxpressed directly
through federal legisiation and fed-
erul  financial support has given
particular emphasis to centrulizing
planning and coordination, and ¢ven
approval, at the state level.

These trends merely indicate g
number of reluted influences which
in many states have affected the
legislutive (lecisions based on study
recommendations.

As we look at the development
ol these educitional institutions
around the nation we note, however,
that the rather independent local
arientation which nurtured the carly
development is no longer the mujor
characteristic of community junior
colleges. There have been changes



operating in the newer developments
of these institutions and even some
changes in the older ones too. Sev-
eral states very recently have estab-
lished junior colleges whiclh are com-
pletely state supported and state
controlled., In states which in the
past  have demonstrated o strong
belief in locul orientation and insti-
tutional autonomy there has re-
cently been a trend toward more

stutewide coordination and an at-
tendant  increase  in state lewvel

responsibility.

There are three major types of
state-level structures, The first is a
structure in which there 1s a bouard
which governs junior colleges at the
state level. This is the state board
for community colleges with an
executive officer, sometimes refer-
red to us a chancellor. Under his
direct supervision are a number of
institutions and in this kind of
state-level arganization the bouard at
the state level has direct operational
control of the community colleges.
[t hasspecitic control in these states
over the establishment of new col-
leges, over the evaluation of those
colleges, over developing and ap-

proving budgets, over  allocating
state  funds. and  for developing

master plians. The board serves as i
spokesman (o the legislature, and
makes  all of  the day-to-day
decisions,

The second type of stute board
is that responsible for governing and
coordinating the community col-
leges. This iy differentiated from the
governing board in that there are,
in these instances, local advisory
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committees which have certain des-
ignated  functions related to the
operution of the colleges. In these
tates the stite board of community
olleges is both an operating board
and a coordinating bouard: but it
delegates, either by law or by its
own action, some responsibilities
for the day-to-day operation of the

.

[yt

institutions, It differentiates  be-
tween  overall  coordination  and

policy-making and the operational
decisions. In other words, its respon-
sibilities ure to control the operation
wi the institutions with the help of
the local board. Specitic authority
may be  assigned to these local
bouards, such as the enmiployment of
faculty, recommending selection of
a president to the state board, and
similar items. The extent to which
the local bouards actually operate
the
varies considerably.

The third type of bourd used for
community colleges (at the state
level) is called a coordinating board,
It has some of the responsibilities
thuat the governing bouard has. but
not the responsibilities over individ-
ual institutional operation. It be-
comes, in effect, a policy-making
bourd which sets the limits within
which the local boards operate. In

there  instances the coordinating
board has control over general

limited regulutory responsibilities.
It muy have authority over such
areas as upproval of new institutions,
of colleges, and a special responsibil-
ity for liaison with other state
agencies.
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There are 42 states which have
some type of stute-level organiza-
tion in operation at this time: 23 of
these states use the coordinating
board us their way of organizing at

the state level. in cacli of these 23
states the locul board makes the

operational  day-to-day decisions.
and the state bouard has the respon-
sibility for coordinuation and policy-
muaking decisions, In several of these
states, particularly those that oper-
ate under the state bouard of educa-
tion, there is a junior college ad-
visory board which advises with the
state bourd on matters relating to
tilc community colleges.

¢ While there are 4 number of areas
which require state level attention,
there are other arcas which may be
buttcr handled at a local level. The
Lll”lLlEl[y IS []’hl[ we lhiVL no VLFY

wlu;h area nmy bL ;umui c:ut l:.u:at
at which level. Included in principles
of organizational structure. however,
thire are several guidelines which

coald be of specific use.

1. Coordination is a state-level
responsibility, Even those states
which have not had any agency at
state-level have been foreed to es-
tuolish  one, particularly uas they
develop more institutions. The evi-
dence of succeess around the countr
seems to indicate clearly that co-

ordination is  accomplished  best
through  leadership  rather  thuan

through control. This is the impor-
tunt factor, Another important part
of this concept is that a coordinuated
svstem should develop distinetive-
ness: it should not stifle creativity as

a result of rules which push people
from the top down, rather than
setting a floor above which all col-
leges can build.

2. Where there is assignment of
responsibility there must be author-
ity to act. You must not expect
anyone to be productive if you tell
him to do something but do not give
him the authority to do it. If the
‘il‘iﬂl‘ bcmrd 15 giv;n tih., ru-;pc;na;il*ai]—
the;, ,;uthc.arlty to ;—u.t wnthm thD:s;—
limits. If o local bouard is given u
responsibility or if an institution is

given a responsibility, they must be
given authority to act. Otherwise

they are not going to be effectjve.
3. Standardization does not result
in equality or fuirness. Standardiza-
tion often equals educational medi-
ocrity. Making rules which everyone
must obey withotut any differentia-
tion or without consideration of the
ability to muake decisions will not
produce the best kind of program.

4. Methods used in achieving co-
ordination are sometimes as impor-
tant as the principle. It is important
that the methods be consonant with
the oljective;

5. Unitary responsibility to a
stute-level agency is an important
purt of these principles. If you're
going to carry out a program, you
can’t do it with effectiveness under
a dual state-level responsibility,

In  the operation of u good
community-college  program. the
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stuate-level staff should be small. |
hiive o desperate fear of bureaucri-

Cweies, As | look around the nation, |

note that the states which have the
best junior coltege programs have
the smallest statewide staffs. One
conclusion reached by examining
the evidence is that it is not neces-
siary “to have a large stuft to achiceve
effective and efticient coordination.
The most effective community col-
lege organizational structure as we

observe it is one maintaining a
relatively  small  staft but  which

draws heavily on the colleges tor ad
hoe jobs, using the facilities and the
personnel of the colleges.

There should be a single line of

responsibility for reporting, One of

the difficulties we huave observed in
state alter state is that those com-
munity colleges and other institu-
tions that have to muake reports to
three or four agencies spend more
time  than they can affo & just
muaking reports.

Community colleges should use
what we have lcarned about good
managenment  techniques, including
a- sound system of accountability.
This can be accomplished only if
there is adequate authority assigned
to the state coordinating board for
this purpose. Two or three states
with which | am familiar have not
been able to make much progress in
developing a Manugement Informa-
tion Service because the legiglgture
has been unwilling to give tht state
coordinating borad the requisite

authority  to require mauanagement
information,

H one uses these guiding princi-
ples and the procedures outlined
above in examining the state 1/s-a-
riv local relationships. he will un-
doubtedly reach sonie specilic con-
clusions which affect the autonomy
of institutions. As we have discussed
the developing responsibilities of
state level bouards, we have noted
that the activities of the staffs of
these boards and the policies of
these boards will undoubtedly affect
the autonomy of individual institu-
tions at least insofur as our more
traditional viewpoint of autonomy
is concerned. The extent to whieh it
may enhunce the work of the insti-
tutions is very much dependent, it
would seem to me, upon:

1) The quality of personnel in
the institution: 2) The quality and
competence of state level personnel;
3) The sources of financial support;
4) The time boards will spend on
important matters: and 5) The ap-

plication of buasic guidelines  of
gperation,
The madification of the exclu-

sively local orientation of commu-
nity junior colleges requires thuat
each institution relinquish some of
its own decision-muaking responsibil-
ities to the state bourd. This can
only be done after rather careful
consideration of the consequences.
The autonomy of an institution is
valid only if it produces a better
cducation; it is not an end in itself.



O

ERIC

Aruitoxt provided by Eic:

The Private College in the 70’s
/2

Wesley M. Westerberg

A dong-time admiinistraror jfocuses o
the private two-=vear colleges and on spec

1Hhe Issies.

For the presidents and trustees of

private junior colleges. there is some
bud news and some good news. Let's
take the bud news first. You have
the distinction of bearing responsi-
bility for the life and death of the
most  beleaguered and threatened
institution in higher education. Pri-
vate junior colleges are closing their
doors faster than any other type of
institution. They are experiencing
the greatest percentuge of drop in
enrollment. An article on college
admissions for full, 1971 concluded
with the sentence: “Two-year pri-
vitte colleges experienced the most
serious  under-enrollment.”*®  The
article stated also that these colleges
could have handled 26,000 more
students thun they ciirolled.

S guaranteed

17 issues that confront
fic conrributions roward meeting

Our kind of institution is the
first to feel the effects of the
competitive student muarket. The
community college atlracts by its
low cost many who might otherwise
enter  [four-year institutions] s
freshmen, and the four-year colleges
and universities also lure away those
who might otherwise stay as sopho-
mores. Any way that the high schooi
counselor, or the prospective stu-
dent, or the public in general looks
at us, we aqre the low man on the
totem pole, When prioritics are st
by the governmental agencies in the
allocation of resources, as recently
in the direet aid program of the
Stute of Hlinois, we come undev g
different formula — one that is
to provide us with g

A\\’eslé}‘ﬂi; Westerberg is Chancellor of Kendall College, Evanswon, Ninois, He is Vice Chairruin of the
Board of Directors of the Amvrican Association of Community and Junior Colleges,

*Chreniele aof tligher Education, April 17, 1972,



smaller piece of the pie, or. to be
more realistic, the crumbs. The door
to most foundations and corpora-
tions arc closed (to us) because we
do not represent the muagic number
of “four.”

Well, 1 could go on, and you
could recite some “‘bad news” of
your own. Unfortunately, thuat is
the only news some people in the
private two-year sector are hearing:
“what is worse, they believe there is

giving up.

But there is good news to report.

There are many private two-yeuar
colleges that are determined not to
give up but to take a positive ap-
proach to their problems. Many of
these have found a unique mission
and are performing it.

Most of these have gained a repu-

climate where the student does not
have to feel heis being overwhelmed
by size and impersonalization. Many
are not ashamed to open their doors
wide and to focus their attention on
“asegment of the student population
who could not succeed at all but for
the special attention and services
using their freedom from législative
red tape and controls to experiment
with calendar, curriculunt, and class-
room, They ure moving out of Old
Main into the community aiid per-
forming services that bring them
close to the people, Some are con-
sistently raising lurge sums of money
to support these programs and are
beginning to crack the corporations

ERIC

Aruitoxt provided by Eic:

Ho
Wi

and foundations in their own areis
- by persistent effort.

Over 100 of these colleges have
banded together to improve the
image and the operating strength of
all the two-year colleges in the
country through the National Coun-
cil of Independent Junior Colleges
and- have confirmed their intentions
by raising a budget of $50,000 a
year. Some, like Lees and Alice
Lioyd in, Appalachia and Bucone in
Oklahoma,. are getting significant
federal grants for imaginative new
programs related to their communi-
ties. Elsewhere, as in lllinois, they
are working hand in hand with pri-
vate four-yecar institutions to achieve
legislation for stute uid to private
institutions.

Toynbee’s premise is that civiliza-
tions died because they did not
respond to the challenges of their
day, If that is true of colleges,
what some private two-yeur colleges
are doing is good news: they ure
responding.

Just as there is “bad news, good
news™ about our colleges, there is
“bad news, good news” about our-
selves — trustees and presidents. The
bad news is that we’re bewildered
like everybody clse. The good news
15 that maybe for the first time we
are coming together to find some
new directions and to develop better
awareness of our respective tunc-
tions. Il is not my purpose here to
discuss the roles of trustees uand
presidents or their rela - —hip to



lurger topic and is. I presume, the
purpose of this entire conierence. |
would like to tocus instead on the
“life-and-death ™ issues that confront
the private two-yeuar colleges and the
specific contributions that we can
make toward meeting them. I think
I cun contain what 1 have to say
under three headings: purpose, visi-
bility, and management.

[. The private two-year college
must Jiuve a clear purpase, clearly
purpose,  clearly  conceived  and
stated, and fiercely believed,

The rtrustees, in the final analysis.
must determine the goals of the
college. The students, faculty, staff,
and  president  will all share the
process of determining gouals, but
the trustees also must be involved
and become the final arbiters of the

direction the college will take.
Today this is more crucial than

ever, for the kind of institution we
represent must, of all institutions,
develop a wunique purpose il it is to
survive, It is not cnough for the
college to want 1o be a private two-
yeuar college or even a good private
two-yeur college which looks just
like the bottom half of a four-yeuar
college, There are not going to be
cnough students interested in that
when the woods are full of good
community colleges and good four-
yvear colleges, both public and pri-
vate, Your institacion must have a
special function apart from all these.
Maybe a function is to serve a
special clientele in a special area (in
that respect sowie church-related
colleges with strong support in both
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admissions and contributions have
it made — for a while, at Teast).
Maybe you have to find that clien-
tele in new groups of students you
have never thought of serving be-
fore: adults who wunt to return to
some formerly neglected opportuni-
ties; disadvantaged minoritics: drop-
outs or stop-outs of all kinds who
are shy of the larger and less per-
sonal institutions; cuareer groups
whose needs can be met within the
framework of your purposes and
means.

The most logical purpose for
your institution is for it to offer u
different kind of education for the
student who so {ur has not been
very successful in our educational

ssystem., Call it an alternative or
“second-chance™  opportunity: it

may be the-first opportunity many
of your students have had to get
into a humane environment and to

experience  an individualized ap-
proach to learning,
Your college is better uble to

offer that experience than any other
type of institution, but you must
want to do it for the kinds of stu-
dents who need it, and you must
have the imagination und the dedica-
tion to implement it. Even after you
decide on such a purpose you may
find that half of your faculty will
go right c.i teaching as though they

were in a four-year college — and
wishing they were. But  that's

another problem and one that the
president and the deun — not the
trustees — will have to handle.

Make sure, only, that there is not
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such a division among the trustees,

of all segments of your college com-
munity to your gouls.

2. Quce vour purpose is stared
and aceepted, use vour particilar
skills to give it visihility,

As  trusteces, represent the

you

private two-year college. This. col-

lege is not understood, und the
reason it is not known is that its

story has never really been told.
There is u great diversity — a glorious
diversity — among these institutions;

‘they adapt quickly to new situations.

They are therefore difficult to de-
scribe as a whole, and this mukes
the job of stating the cuse one that
we need to do together rather than
separately. The latter is the task of
the Nutional Council of Independent
Junior Colleges. Meanwhile, trustees
of local institutiors must literally

open  doors, through all of the
relationships and connections they
possess, to community  groups,

churches, corporations, foundations,’

and legislative bodies where opinions
are formed and decisions are muade.

I am talking now about one of
the most untapped resources on
trustee boards: their access to other
people who can make a lot of dif-
ference in what they say in the
right place at the right time. And it
iy time that we all speak up for
ecqual treatment on o proportionate

scale for our segment of higher
education.

3. The trustees avid the presidents
must work together to assure good
Manageinent.

[t is one thing for us to say thuat
management is the role of the ad-
ministration and ultimately ot the
trustees und that teaching and ad--
vising are roles of the faculty.
Faculty would like to manage, too,
or so they think. But it is another
thing when trustees and administru-
tors do a bad job with the result
that the teaching role and fuculty

morale are seriously affected by
cut-backs in staff, supplies, and

special programs. [ am not suggesting
that trustees get into the manuage-
ment of the institution any more
than that the ftaculty get into it.
But the trustee’s ultimate responsi-
bility for management is inescapable,
and they will know it if the day of
toreclosure ever comes.

Trustees and presidents together
need to ask the questions: Does the
college understand good manage-
ment? And if not, what assistance
can the trustees provide in the way
of counsel, training, and systems of
accountability? What does the audit
reually tell us ubout the soundness of
our institutions? Does the auditor
provide us with a management letter
telling. us what procedures, which
we now seeim to ignore, ought to be
followed in the business otfice? Can
we forecust what is going to happen
to us five years from now? Are we
getting reports at board meetings
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that tell us where we are? | raise
these questions because [ know from
experience how easily a college can
be in trouble without the trustees
being aware of it—uand in"some cases
even the president. .

In the future, again without get-
ting involved in the administration
of the college, trustees will need to
work more closely with the presi-
dent in applying to education prin-
ciples which they know from the
business world., What about quality
controls, for exaumple? Do we know

“what is happening to our graduates

as a result of their experience in our
classrooms? Whae about cost con-
trol? What are we doing in these
times to offer the same or better

keting principles are applied to ad-
missions, the design of special pro-
grums, evening courses, and other
services? What about the organiza-
tion of the college, including the
board of trustees. to enable the
college to govern itself effectively
and to achicve its goals?

As 1 become acquainted with
individual private two-year institu-
tions, | am impressed with the dedi-
cation of the faculty and staff, Their
concern for the student knows no
limits and they are imaginative in
their attempts to initiate change,

O
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What our colleges luck and what we
are unable to afford on the market-
place, it’ seems, are speciul skills
that would enable us to move ahead
more dramatically. I am thinking
especially of institutional research.
which cun tell us how well we are
doing with our students and what
more we ought to be doing; of
long-range planning, which helps us
to anticipate change: of thorough-
going curricular reform; ol the art
of proposal writing and of other
development skills; and of the ever-
crucial  organization for student
recruitment.

Trustees have a special responsi-
bility here, either by providing their
own expertise in any of these arcas
or helping the president enlist help
from’ others who can contribute
counsel. Perhaps trustees can even
encourage presidents to begin to
include such skills in their budgets
and guarantee support for them.

It was Henry. T. Mudd, chairman
of the board of Harvey Mudd Col-
lege in Claremont, who said about a
year ago: “‘Perhaps the colleges in
the seventies will owe their success
or fuilure to trustees who genuinely
feel responsible: and accountable,
and who will, with a sense of ex-
citing risk-tuking, reexamine the
whole process of higher education.™
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W hat Others Said

At the general dinner session, Joseph P. Cosand observed
that the conference brougit n.,pmac,ntdtw;a together from
both the private and public sectors. Emphasizing that we must
avoid separatism and recoznize that cach individual institu-
tion functions within a total higher education community,
Dr. Cosund also discussed the recommendations of the
Carnegic Commission on Higher Education report. 7/he Open
Daooyr Colleges: Policies for Conununity Colleges (June 1570),
as they uffcct the future of the two-year college.

,,,,, “an institu-
tional blueprint™ and ten “‘trends in development™ in the
s;;vuitic;a; Su;ég,gstinﬂ tl’af i f‘iv;-vear pi;m seems t(j be ﬁp-

Robert L. Stuhr ]’ﬂ‘t:%u’ltt“‘d ten steps in building

c,mplm;m on the Lruﬁ;;; rc:)lg Cii 45}-.111;5_ thg rlghl quc&at:an& at
the right moment and the desirability of continual review and
upd;zt]n“ of specific objectives. Among suggestions for in-
creasing philanthropic gifts was that of interpreting to poten-
tial donors the fact that their gifts will contribute to specific
educational and institutional purposcs rather than to reduc-
tion or elimination of a deficit. Noting an apparent trend
toward establishing various “citizen boards,” Mr. Stulir urged
that these boards be considered in order to “provide excellent
training grounds for future crustees, valuable contact with new
sources of support. and interchange with leaders capable of
helping the college in many, many ways.”

“Some 365 private four-year institutions will go out of
business in the nex_t decade unless new substantial sources o
funding arc found,” reported Frederic W. Ness from a recent
study conducted by the Association of American Colleges.
Allowing his audience at the closing session to draw its owl
analogy, Dr. Ness discussed some of the changes the independ-
ent four-year colleges would ]mvz;. to accomplish if they are to

—
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survive. He urged his audience to face up to the indictiment
of the “*Newnian Report™ thut higher education has largely
failed to pull itself out of the Dark Ages. “"'We must engage in
genuine reform and this is not a task to be left just to the
four-year colleges and universities.” Dr. Ness observed. The
trustees and presidents of the two-year colleges are not only g
purt of the systemn, they are an extremely crucial part, he
said. He expressed the opinion that few would disagree with
his cbservation that the Junior and community college is not
understood by the public at large, despite its emergence on
the present scale of educationyl priorities, In response to the
question posed in the title of his remarks. ““Who’s Junior
Now?"” Dr. Ness concluded:

“Although I represent here today the baccalureate institu-
tions. you are our juniors in nanie only. The task of con-
vincing a generally disenchanted and unsophisticated c¢iti-
zenery that higher education deserves the topmost priority
and that the loss of the independent sector and/or the weaken-
ing of the public sector would be both irrevocable and dis-
astrous falls equally on us all. Through our joint efforts [ am
optimistic that we can and will and must succeed,”
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Community College Trustees: A Survey

Created for the most part by
joint action of the state and local
community, the relatively new com-
munity college purports to provide
comprehensive, low-cost, non-
resident post-secondary education
to anyone who can profit from it.
It is a unigue institution with a
unique mission and its function in
the educational system varies with
the several states. In some areas,
the bouard of control may be the
local county or municipal school
board. Other stutes have organized
community colleges as an integral
part of an affiliated higher educa-
tion system: the colleges are locally
sponsored with state support and an
independent board of trustees is
elected or appointed. Still another
approach is the ‘‘state system’
where one statewide coordinating
board functions for all community

Peter K.

Mills

colleges und local “advisory™ boards
may or may not be established.
Methods of sponsorship vary from
state to state (and within states) as
does the proportion and amount of
state aid.

The question “Who controls our
community ¢ 1 eges?” is difficult to
answer. Despite differences in state
organizations or in legislative sup-
port, however, one common thread
runs through all systems. At some
point, whether the colleges are local,
regional or statewide, a group of
luynmn is dcs:iﬂnatgd d4s d bc;ar-d c:f

re;_%c;nts r:n‘ br:mrd Dt Irugt;e;..

The Survey

Until Morton A. Rauh in collubo-
ration with Rodney T. Hartnett
conducted his study in 1969,1 little

Peter K. Mills is Dean of Institutional Advancement at Delaware County Community College
(Penna.). His paper is based on ‘a doctoral dissertation, "Cmﬁmunity CQI[&EE Tru%tr:s;s Aﬂd lhe

Process of Institutional Change,” Rutgers Un

Assocti

rsity, 1972
tion of Governing Boards of Universities und Enll;g;s .md wias LﬂndllCtEﬁ wnth thE LuU[ij._P

-tion of the American Association of Comumunity and Junior Colleges.

IMorton A. Rauh,

The Trusteeship of Colleges and Universities, McGraw-Hill,

1969; Rodney T.

Hartnett, College and Universits Trustees: Their Backgrounds, Roles, and Educational Atiitudes,

Educational Testing Service, 1969.
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wis known about the laymen of
higher education: Who ure they?
What are their backgrounds and
characteristics? Where do they stand
on basic educational issues? and the
like. Because their study touched
on only nine perce... of the two-
yveuar college bouards in operation in
1968 as part of their sampling of all

sectors of the academy, compre-
“hensive  follow-up directed speci-

fically at just the public community
college boards wus considered to be
both a necessary and helpful addi-
tion to the sparse literature in this
particular sector. Using a different
sampling strategy, this study focused
on those institutions which were
directly governed by local boards of
trustees and also surveyed the presi-
. dents of these colleges on matters
affecting internal participation and
change in governance.

A group of 455 public two-vear
colleges which had local governing
boards was established as the insti-
tutional population. A two-part
questionnaire was designed: one
part intended for presidents and the
other for ftrustees. Presidents of
these institutions were surveyed and

trustee names and addresses re-
questec; 296 presidents (52.5 per-

cent) responded to the question-
naire during the spring, 1971. Lists
of trustee names and addresses were
secured for well over 90 percent of
thf—:. ins’titutians reapanding A sam-

one- [hll’(l DI ihe trua_t;es an F;Eu?h
institutional mailing list., The second
questionnaire was directed to them
during the fall of 1971; 296 trustees
(55.8 percent) I’ES[DDDC!EQL
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Characteris of In’%tltut i0ns
ar

and Bon d

Community college bouards are
smuller than college and university
boards in general. The majority of
bouards had between seven and nine
members. with the most frequent
size being seven. Sixty percent of
the trustees were c¢lected. the re-
mainder appointed. There generally
was no limitation on the number of
terms a trustee may serve. Respond-
ents noted that boards almost uni-
versully tc;c:k iji"tilﬁlﬁ z'lt fj;jm. public
in pruz)r restricted sessions tD decide
issues. Meeting agendas were widely
distributed to the administration,
faculty leaders and the press: less
widely to student leaders.

Since community college boards
tend to be small, it follows that
most operate as a committee of the
whole. Where there are committees,
those for finance and facilities are
most frequent (Table 1), Those
boards which do operate in commit-
tees do not generally invite regular
participation in discussions by any-
one other than the president: in
one-quarter of the cases, the presi-
dent is’ lmt a partinipaﬁt either

trustee LDI’I’lmlff’“E dehhardtmna oc-
curs at very few of the institutions
which have trustee committees.
Alumni and the general public are
almost never involved.

Atonly 15 percent of the colleges
does anyone other than the presi-
dent report directly to the board.
The board maintains its own office
on campus at three percent of the
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institutions. The public and campus

press were used to communicate
trustee  decisions to faculty and

students. Policy manuals were avail-
able at most institutions and were
reglilarly distributed to staff, Fewer
than half of the colleges gave man-
uals to student leaders.

Institutional Governance —
Participation in the Change Process

Eighty percent of the colleges
reported that they had some kind
of vehicle to effect change in insti-
tutional government. A majority
said thisstructure was new or revised
within the past two years, Admin-
istrators and faculty were univer-
sully represented, with students rep-
resented to a lesser degree. Fewe
than half of the colleges involv.d
the non-professional staff in their
change mechanisms. While the func-
routinely explained in writing, few
institutions made special efforts to
publicize how the system worked,
Little formal or intormal contact
wiis reported between trustees and
any members of the college com-

Trustee Characteristics,
Attitudes and Activities

Fersonal Background. The typical
community coliege trustee was: a
Caucasian the holder of a
buachelor’s degree; a Protestant over
45; an executive, lawyer, doctor or
small businessman (Table 2) who
earns more than 520,000 a year;
married with children: a long-time
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who describes himself < a moderate,
and who has served as a trustee for
more than five years and has other
extensive public service,
Reading  Habits. Trustees
little of literature of higher educa-
tion and are only tfumiliar with those
titles which have been summarized
or widely reported in the popular
press. Furthermore, their periodical
readership is practically limited to
The Readers’ Digest and the na-
tional picture and news weeklies,

read

Attitudes  Toward  Commnity
Colleges in Higher Education. Com-
munity college trustees appeared to
understand and strongly support the
concepts of universal higher educa-
tion and the “open door” admis-
sions policy for community colleges.
They agreed that these colleges
should. in general, be comprehen-
sive institutions, Trustees supported
the principles of academic freedom
and strongly expressed the convie-
tion
serve as g community cultural center.
They stated overwhelimingly that
teaching effectiveness, not research
or publications. should be the prime
concern of faculty. They scemed
less convinced that the institution
should be actively engaged in solving
community social problems, Trust-
ggs encourdged innovation in in-
struction and more flexibility in
the curriculum to meet individual
needs. However, they were not sure
that they wanted to disturb the

grading svs :m. (See

traditiona’
Table 3.)

Atritides on Governance. Trust-
ecs Dbelieved that public two-year
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colleges should be governed as a

part of a state system ol higher
educuation rather than to be con-

nected to the public schools. They
telt that the appropriate model for
community colleges should be the
lay governing board elected or ap-
pointed at the local level, Trustees
offered widely divergent opinions
on the guestion of whether the
composition of governing boards
generally is “representiative” of the
communities they serve: most trust-
ces, however, considered their own
bouard to be representative. Most
trusteces agreed that the membership
of governing bhoards should be
broadenced., but did not feel that
the way should be cleared to permit
fauculty members and students to
serve, Nevertheless they supported
increased trustee involvement with
student and faculty. as lang as the
role of the president was not under-
mined. A majority of trustees ex-
pressed belief in increased participa-
tion by students and laculty in
policy development, but opposed
collective  bargaining  with  the
faculty.

ments among trustees ubout whether
they have been too aloof from other
(non-administrative) members of the

college community. On the other
hand. most did no: ‘zel that the

president should serve as the only
channel of communication. (See
Table 4.)

Political Attitudes., Trustees gen-
erally identified with the views of
Richard Nixon, Spiro Agnew, Ron-
ald Reugan and Nelson Rockefeller.

T
b

— ' . -
They expressed very negative fecel-
ings toward the views of George

Wallace, Jerry Rubin and Eldridge
Cleaver. The trustees tended to

identity more with Republicans and
conservatives and to reject the views
of radiculs on the right or left.

The President as  Educational
Leader. “Trustees  overwhelmingly

agreed with a definition ot educu-
tional leader as change agent. but
twenty percent fewer of them felt
that educational leadership was an
accepted Tunction of the two-yvear
college presidency. They strongly
agreed that it should be so. In sup-
porting the concept of president as
educational lcader. trustees stuted
that they were willing to support
the president’s delegation of fiscal
management to anothe: administra-
tor, and to encourage experimenta-
tion and tolerate occasional failure.
They further agreed that budget and
facility requests should be related
to improved learning and that they
should hold the president account-
able for cstablishing participation

in recommending and evaluating
educational  change. They felt

strongly that college facilities and
be designed to enhance good human
relations and that institutions should
be more accountable for what they
produce. Trustees generally ac-
cepted the fact that their role and
the president’s role may have to be

Trustee Acrivities. More than half
of the trustees reported spending 11
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served as a

hours per month on trustee activi-
ties. Twenty percent devoted more
th;m i”?I hc’::ur%; Tfuqlu;i n:ndccl to

Ig—ra Di fumn,u; ;uu! _:;!uht_je:—.:-s zmcl

gave least attention to student life.

Slightly more than 30 percent of
tln‘: lru»;tcc% repartul that [hcg lmcl
SL}VLT;II wrnt;rs have rg;drdt;r.l AL
major - trustee  function: “‘deter-
mining or reassessing institutional
purpose.” Only 17 percent of the
trustees responded that they were
involved with their board in “pro-
tecting the institution™ from unwar-
ranted attacks from within or with-
out.2 Eighty-one trustees (27.4 per-
cent) reported that their board had
“vourt of lust resort™ to
resolve personnel grievances which
could not be redressed through
administrative chaiinels.

Conclusions

Community college governance
practices are very similar to those at
four-year colleges and universities.
despite  important’
purposes, type of students and in-
stitutional size. There is no com-
munity participation in governance,
and “communications gap” exists
between boards and thosg gav&rned

trustc;ss mdl;atc;d an unzlerstandmg
of the unique purposes of the com-

- munity college. They desired in-

;:rease-d participation by staff and

M !

formed about the Scrunton Commi

differences i

!‘Z‘g mmunity colleges did not experience much confrontation during the period of S!:]_’llu‘ﬂbﬁ,r 1969 -
June 1971, Only 34 collepes (14.2 percent) reported such incidents. Trustees were : i
sion’s recommendation

students and were willing to have
more personal contact with them.
There was o commitment to innova-
tion and the president’s role as
“educational  leaders.” Board size
appears appropriate and the func-
tioning of boards seems etficient
and is conducted in the open. There
is an apparent willingness of trustees
to accommodate  themselves to
change and a modification of their
roles.

Some Further Observations
and Suggestions

In light of the findings reported
here it seems appropriate that sonie
further interpretation be made with
a view toward offering some sug-
gustions  for increasing both the
efficiency and ceffectiveness  of
boards of trustees.

Representativeness

® Boards, nominating committees
and appointing authorities should
give increased concern to broad-
ening the membership of boards
of trustees so that it more uc-
curately reflects the community
at larze.

® Some way should be found tor

faculty and student representa-

tives to “‘sit on” or “‘meet with”

boards of trustees without vio-

lating the conflict of interest

principle.

Young community college

alumni, particularly those who

egurding campus violence, but felt that

modes of protest should be defined as legitimaie or ilegitiinate and firm action taken against the

latter.
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had been active on campus while
in ;lllc—mlancg %lmuld bc rm:ruited
for trustee

saying iimt women ;mgl mumrzty
groups should play a larger role.

Given the fact that 15 percent of
frustees ure over 65 years of age
and only five percent are under
35, and that most boards do uot

limit the number of terms. it
scems  reasonable that age and
term limitations be considered.
These  changes could help to
clear the way for improved

representativengss,

Involvement

More informal contact and com-
munication among all members
of the college community should
be encouraged.

and non-professional
to be involved more
meaningfully, in areas that are of
concern to them, and an open
;’1tmt}§phere shrjui(i he. prcjméted
which
raised in m;u’ktllrcsgt;mng wil_ysi

Students
statf necd

Sincere and imaginative efforts
are needed to educate faculty and
students to how the “‘system”
functions and how to make it
work for them.

t seems justified to suggest that

lecisions reached at trustee meet-
ings be more rapidly communi-
cated to the college community.

o

\l"“'

Trustee Role

Trustees are busy public citizens.
- Whatever changes occur in the

trustee role, the time to accom-
plish the new functions will have
to come from rcordering present
activitics, not from additional
commitiments of time. The em-
phasis should be placed on broud
institutional concerns, not just

facilities and finance.

Consideration should be given to
the formuation of *‘Long Range
Goals” task forces or committees,
to be composed of trustees, stu-
dents, faculty and staff. This for
two reasons: the heualthy inter-
action of participants; and the
need for most institutions to re-
assess  purpose, direction and
emphasis.

more than any other
are rc;k;'pr;in-

Presidents.
inc;iivfduzll or grmlp
lmprt;wunenta in the governdme
structure, communication levels
and the degree of attention given
to institutional purposes.

- Need for Further Research

35

A study of the basic assumptions
underlying the concept of the
“control of American higher edu-
cation by governing boards com-
posed of unpaid laymen” is
necded. In addition to increasing
pressures fﬁ}fﬁ Faculty :md stu-

il‘!t_t;_ﬂ;st in the u_mtrr:zl and fma,n,=
cing of education at all levels.
A study along this line may dis-
pel some of the myths about the
separation of education and poli-
tics and may recommend new
models of governance.



TABLE 1

CDMMITTEES ESTAEL]SHED BY CGMMUNITY EDLL G BOARDS*®
Name “es 7 No
%5 %
Facilities (Bldgs. & Grounds) 40 58
Finance 36 62
Personnel 29 69
Executive 27 70
Budget 23 74
Education (Curriculum) 21 77
Planning 16 82
Palicy 15 82
Legislation 13 g4
Development 12 85
Community Relations 10 87
Student Life 8 90
Dthér ﬁlO 52

*No response varied betwesn 0 and 5.4 percent. All percentages havé been rogunded to the nearest

whiole percentage point.
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DISTRIBUTION OF TRUSTEE OCCUPATIONS*

' - - B Ghairmen Other Merﬁbers | Total
Occupations - -
% ?f& F
Managerial Executive {(Bus./!ndus.) 25 24 25
Legal Profession 17 g 12
Proprietor, Small Business 10 8 9
Health Professions 12 7 8
Ed. Administration 4 9 7
Housewife 6 8 7
Agriculture & 5 5
Sales - 3 5 4
Accounting a 4 4
Managerial Exacutive (Gz:wt /F’ubhz‘: Adm.) 2 5 4
Faculty Member at Institution - 5 3
Engineering 4 2 3
Scientist 3 2 2
Communications/News Media 2 2 2
Clergy - 1 1
Arts — 1 —
Labor Official - 1 -
No Response 4 4 4

*All percentages have been rounded to the nearest whale percentage point.
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TABLE 3
TEE ATTITUDES:
CATION AND TWO-YEAR COLLEGES

TRU
AMERICAN HIGHER ED

s
U

, . Extent of Agreement
Statements (abbreviated) —— e
Strongly Agree % | Agree % Can’t Say %

Local two-year college should be exten-
sion of public school system rather than
part of state system of higher education. 2 4 4
It is appropriate for public two-year
colteges to have a lay governing board
elected or appointed on the.local level. 46 50 1
‘Recent charge that boards lack “’repre-
sentative” membership of youth, women,
minorities and certain occupations is

generally true. 33 19

[N

Board on which | serve is quite repre-
sentative of our community, 22 50 2
Board members have kept too aloof from
staff, faculty and students, Communica-
tion and contact should be increased. 6 39 12
President should be only channei of
communication between trustees and
individuals in community. 5 16 3
Principles of academic freedom which
apply to the four-year college and
university should hold for community
college. . 21 48 11
Institution should actively engage in
solving community social problems. 14 44 14
Teaching effectiveness, not research or
publication, should be primary criterion

for employing and promoting faculty. 42 1

LR
%)

Collective bargaining by faculty not ap-

propriate mechanism for two-year college. 31 18

[l
(=)

Students involved in illegal acts off cam-
pus should be punished by college )
authorities as well as civil authorities. 11 17 16

* *Percentagas in the "'disagree,” “strongly- disagree,” and “’no response’’ categories are not portrayed
due to space limitations. All percentages have been rounded to the nearest whole percentage point.
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TAEBLE 4
TRUSTEE ATTITUDES: PROPOSED CHANGES IN HIGHER EDUCATION

Proposals (abbreviated)

E}ctent Df Agreemént

Mer’nbersh:p of gavermng Eu;sards shauld
be more representative of the community.

Regulations prohibiting a student or
faculty member from serving on beard
should be changed,

With consideration for the role of the
president, increased trustee involvement
with students and faculty advisable in
jeint committees, problem-solving task
forces, social affairs, etc.

oo, a1

Governance structures should he devel-
oped to permit wider participation in
policy development by student and
faculty representatlves and md[wduals

Strfmgiy Ag'réé% Afree %% iar 't Say %
13 45 12
4 24 7
15 59 4
8 ED ?

’F‘Er:EﬁtagEa I‘i tha dlsagréé e

strﬁmglv dlsagfee ;mn:l “ﬁa rgap:ign e’ zateggnes are not pgrtraved

Commentary
S. V. Martorana

A note of interest at the outset in
reacting to Peter K. Mills™ useful and
current report on community col-
lege trustees isthat knowledge about
college trustees seems to grow very
slowly indeed. When research activ-
ity here is compured with some
other topics as. for example. fac-
ulty negotiations, the growth rate of
information on trusteesis at a virtuy!
snail’s pace. In 1963 in College
Bouards of Trustees, | wrote:

“In view of the deep public trust
placed in persons who serve on boards
of trustees, one would expect that they
as persons and as groups would be the
subjegt of many scholarly studies. Con-

trary to this expectation, relatively few
definitive studies of charucteristics of
boards of trustees are to be found in
the published writings on higher educa-
tion. This remains an area in which re-
search is yet in the pioneering stage,
despite the fact that colleges and uni-
versities have been vperating for over
three hundred years.”

Mills’ study of community college
trustees and the broader one by
Rauh and Hartnett of trustees of all
types of higher educational matltu-
tions (on which departure Mills
builds his investigation) ‘serve as
moves out of the pioneering stage
of research on the college trustee-
ship in America. They document

-—S V. M: lel’Jﬁd, Professor of l“hi,th Education and RL'«;.:r;h As%uugtg Center for the Study of

Higher Education, The Pen
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clearly. however, that much more
analytical inquiry remains and needs
to be done.

T‘hia‘ is tr'uc p;:rtiulhlrly with re-

t__l_)”ggl:h bLL;lL!:‘xL these mat;tutmna
generally accept a speciul commit-
ment to serve a4 more localized area
and a more popularly representative
constituency than most other ty pes
of higher educational institutions
do. These institutions, therefore, as
Mills” rescurch  discloses. typically
have smaller bouards of trustees
which, moreover, are¢  statutorily
structured and operationally geared
to assure that the word “commu-
nily“ in the.name “community col-
lege™ will remuin i meaninglul desig-
nation, The t
the community college trustees were
found to be clected to office rather

than appointed is one reflection of

this intent and design to build “*locul
responsiveness” into the key policy
formauation level of these institutions.
Mills” report brings out other
findings in his “snapshot™ of today’s
community college trustee which,
with his conclusions and suggested
further rescarch, comprise an alto-
gether helpiul document for both
trustees and presidents. He points
out. for example, that the distribu-
tion of trustees by age is disbalanced
toward the older ages and, further,
that this fact. coupled Wltl] the ﬂs::n—
eral practice of placing no limit on
terms served, raises serious question
about board effectiveness. Similarly,
he suggests that studies beyond his
own ure needed to pursue further
the implications of such observa-
tions as, for example, the very lim-

fuct that 60 percent of

a9

ited sources of information trustees
typically depend upon beyond the
reports they receive from their chief

employee.  the college president.
And  he cogently discloses that

boards show a preoccupation with
issues of finance and governance to
the detriment of considerutions of
institutional goals. curriculum, and
instruction.

It is a recognized fact, albeit dif-
ficult to accept, that the first step
toward improvement is a clear and
objective analysis of the current
condition. Mills tells the members
of community college boards of
trustees how they Lurrently look
characteristically, and how they now
behave, typically. His work in gath-
ering and iﬂta:rprctinﬂ ﬂIL‘%t;, f’;igts
together
tions for lI‘I’lpl’QVLl’l’lEl’it of c.,urn:nt
practices and for more pgm_’tmtmg
investigative studies, give good e
amples for ‘other researchers tcs
follow. Admittedly, the current re-
port raises more questions than it
provides answers to questions about
bourd services and the future needs
of boards. Only by reading Mills’
work and analysis carefully, how-
ever, and considering seriously the
outcomes of continued, even larger
and deeper research, will better
answers be found. In this effort, the
Association of Governing Boards has
already rendered a notable service.
It isaneffort whose merit should be
recognized by all community col-
lege boards of trustees as well as by
those of other types of colleges to
which scholars, administrators, and
laymen should pledge their full

support.



The Association of G: verning Bourds of Universities and Colleges is
the only organization within higher education concerned primarily with
the problems and responsibilities of. trustees serving all types of colleges
and universities. Existing to strengthen higher education by strengthen-
ing its lay leadership, AGB works to maintain sound relationships be-
tween trustees und the president, the faculty, and the student body.

AGB currently serves more than 500 member boards representing
more than 800 colleges and universities and approximately 11,000
trsutees uand regents, The Association works toward its objectives
through publications, conferences, and seminars, and special studies
on matters of unique interest to the voluntary, lay board member.
Membership is open to boards of two-year and four-yeur colleges. uni-
versities, foundations and other organizations within higher education
which hold tax-exempt status.
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