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' N, ' The folio’wing&mon_ograph about the challenges to the cammun.
. + ity colleges during the 1980s is based upon the author’s thirty-five
o years -experience as a community college teacher, dean, and
' . president, and as a university proféssor with specific assignments in
s community college education. Commumty colleges have been visited
ds a consultant or as an accreditation examiner in more than thirty
states. State offices have been visited, as have university programs
" for community college educators where the responsibility has béen
that of a consultant, evaluator or visiting participant in a workshop
. or conferencc
T The views expressed, the conclusxcns reached, and the challenges
. ﬂggraised are the results of past and present experience as well as an
, ‘A)-ﬂ'}”‘ Attempt to look ahead into the-coming decade. No references have
J ‘ " been listed but if those which havé had an impact upon the author
P " wepe to be listed .they would number into the hundreds. ERIC
pubhcanons and list& of pertment reference material ate an ever
& - enriching source of challenges in themselves, and should be a part of
the library of every person who Pas an active mterest inthe commum-
1y college and its future.
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( . CHAPTER1

o INTRODUCTION
DELlNEATION\OF\ISSUES

Higher education or rather postsecondary - education, ‘h
public and private, is in a state of major change. As Y significant part .
of this system the co‘mmumty colleges are no exception, The ra‘ idity
of change commenced with the end of World War II and has’con- :
tinued without a pause up to the present. During this period of more"
- than thirty years the community colleges have mushroomed in both
n%nbers and size, and have for the most part blanketed.the Um{ed
Syates ‘

The growth in numbers of collcges and size of institutions

-reflected the needs for thg services these colleges were committed to
offer to the hundreds of thousands of persons who previously had no

expectatxon for education beyond the high school, if that. These

:‘new’’ enrollees were in general not the typical college students.
They varied greatly in background, abilities, preparatjon, age, race,
and affluence. They had different interests, different goals, and dif-
‘ferent motxvauons Their presence revolutionized curricula, student
services, instructional methodologxes and collegiate climates. Older
,more traditional- .community college administrators, faculty members
‘and board members were often unable to adjust to the changes and
tended to adhere to the past regardless of the needs of the students or
of the community. These voicés though few in comparison to the new
voices, are still heard, ,still living in the past days of university -
parallehsm and emulation. The extremist vpices pleading for
academic purity, and those other extremist voites, which plead for
" servicesgwvhich.age more welfare than educational are in extreme con- -
flict and are not strengthening the image of the commumty college

The 1980s will be a decade of extreme competition in postsecon-
- dary educgtion for students and for funds. Not only will theé competi-
tion be severe within the higher education commuhity, but it will be
even more, severe between higher education and the other servxce areas
of our society. What will society establish as its"funding priorities
" with respect to ele.mentary and seconddry education, mass transpor~

”
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| _tation, housing, welfare, social ‘security, defense, energy, cnme, and
» all the other services our society now expects from its local, state and

federal taxes? What wil} be the role of the community college, and
how will this role be viewed in the decision-making processes at the
local, state, and federal level? What will the image'of the community

- college be to the people it is supposed to serve? What will the: qu;ahty

of the community college educational program be as it is ad-
ministered by its leadership? How respected will the -product of the” °
“community college be by the employers, and by the colleges and
" universities which accept the transferring sfudents? As an institution

close to the peop!e it is committed m;e\rvc how strong will be its-sup-
port by _the peoﬁ}e who vote its funds? These are questions the com-
munity colleges must face and respond to duririg the 1980s. This
urgency must be upderstood by all coucerned —-the boards of
trustees at the local state levels, the administrators at the local
and state levels, the faculty members — bothﬁ full ml,e, and part-
time, and by the studenis served. -

The colleges cannot drift, cannot make decisions based upon ex--
pediencies, cannot usé enrollment figures as the end. Too often today
colleges of all types are prestituting themselves by enrolling bodies in
order to maintain enrollments, The media have been criticizing this
action among higher education msmutxons and community colleges
_have not been excepted from the accusations? When colleges resort to

“this type of recruitment, they are denying their stated mission and- -

have lost their integrity. It is understandable how a. college ad-
ministration, faculty, and board can rationalize such actions. The
growth days from 1946-1976 created a climate in which staffs and

boards were preoccupied with growth — growth in enrollments, cur-

ricula, staff, budgets, and facilities. At conferences these were. the
topics for discussion, ‘and oné talked about the institution’s growth
and plans for more growth. Those days are over but the memories are
not over, The concern_now, more often than not, is syrvival — sur-
vival of staff, program, building plans. Survival means funds and
funds mean students and tax monijes. It is now just as~easy to be
preoccupied with the new problems of survival anid conflict as it was

" earlier to bg,preoccupied with growth. »

- The essential element for the community colleges to face up to as

we move into the 1980s is the missiof of the instititions. There must

be a complete understandmg within the college staff and boards, and
among the people to be served as to just what the community college -
is prepared to de educationally. This clarification and commitment
must define the students to be served,{he curricula'and courses to e

offered, the costs to be assessed-to the students, the tax funds to be .
oy

o
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required, and the quahty of tj}e program based upon the quahty and
expectations of the administration and faculty. - ﬂ-.‘v‘

_ The fundamental question the colleges must answer is: Who are
the students the college is committed to serve within fts stated
philosophy? Much is written about the community collegés being
open-door colleges, people’s colleges, democracy’s colleges, colleges
which provide an educationil opportunity for both youth-and adults

" regardless of educational background, colleges which méet unmet

needs, colleges for the disadvantaged or have-nots, and colleges for
the new students. To many of ‘the critics these definitions define
something lesset and some critics have compared community colleges . .
to educational slums. Community college faculty and administrators

‘have for the most part wanted to be considered as a part of the higher .

education community and to be respected as peers by their four-year

. college and university counterparts. The conflict. between stated and
. uristated philosophies and staff ambitions has been and cpntinues to

be serious, even though it is probably submerged as much as possible-

~on the surface: but may seethe with frustratxon and cynicism under
. the surface.,

Do the commumty Colleges really know what the educational
mission is? If the mission is known is it understood and accepted?- Is

.it supported through commitment on the part of the leadersh:p, the

faculty, and the board? Is this commitment understood and
respected by the commutity served, by the secondagy schools, and by
the fQur-year colleges and universities? The terminology which has
described the mission for many years, ‘‘the open-d&or college’’ is
descriptive and when combined with the statement ‘‘an educational
opportunity for both youth and adults regardless of educational
background'’ may well be as acceptabie as can beé written. If this is
the true mission of the commumgy college how-can it be implemented
to the satisfaction of the staff, the board, the Lommumty, and the
state and federal governments?

-
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© " CHAPTER2. -
MATCHING STUDENTS . .
~ AND PROGRAMS .
v | | -
There may be a major’ ehange in the studem prome during ttxe
1980s but it is doubtful that it will bé much different from today with
the exception that the average age of the students may continue to ., -
rise to-above thirty, The babies of 1947-1960 will be in their twenties a c,a
and thirties and this population bulge will want additionakeducationgid - -
- of all types. The traditional college youth will have been born during
the birth rate decline and will account for a smaller percentage of the
enrollees.
If the eolfeges as a whole compete more openly ,for the tradi-
txonal college youth, the community colleges may find it difficult if
not impossible to retain their past and present percentage of this
eighteen- to twenty—year-oid age group. Liberal arts colleges and state
colleges are being affected serioudly by enrollment declines and are ,
. searching for ways to replenish their enrollments. Most state coﬁeges 51
and many private coueges have initiated technical curricula which may
be completed in one or two years on a certificate basis — in direct
competition with the community college. It is apparent that-in some
" state.colleges and private colleges admission requirements have been
modified, again placing these institutions in competition with the com-
munity colleges. There has been some comment here and there, that, o
because of the empty space in state colleges and private colleges, they
should assume the responsibility, along with the universities, for all
collegiate academie work. This may happen insome geographicalloca-
tions where there are nearby two- and four-year collegcs and if it does
there will be a major shift in curricular emphasxs in those community
colleges. L /
The questxon to be faced concerns the mix of stude s - who will
be enrolling in the 1980s and what educational program will be meed- _
ed to provide the educational opportunities sought, "both by the -
students and by the community comprising the community college N
district.” Assuming the ‘mix of students will be different from the
1970s it follows that the present mix or proportionate share of the
total educational program by type of program will be different.

e g
b
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THE TRANSF.ER PROGRAM L " L.
The pnmary ﬂm,phasxs on the academtc‘transfer cmmulum, wlw;:h
has been the a;gepted posmon by faculty durmg ‘the. history of the

junior, and now cOmmunity, colleges, will diminish. This important

" commiunity, create an image of something lesser in status. The size of .

B

segmiint et the overall educatiqnal program should not be
ehmu;ated lt is essentmi “Yor those students who becausepf

) geogmph‘y have ro other local® opportunity to. complete the first two’
. vyears of a baccalaureate program, Curtailéd em‘onment will

necessitate a curtailment in both breadth and depth of course offer-
ings and consequently, a planned reallocation of staff and physical

resources. Planning for such eveniualitie$ should start now and
'§hould involve the total staff so that there is full understanding of the .

process and the implications of possible and. necessary reallocations.

- The maintenance of a high quality strong academic program is
also esscnuai for the image and sjatus of the community collegeas an
integral part of postsecondary education. To transfer this entire
function to the four-year colleges would destroy the comprehen-
siveness of the commumty college, and would, to the staff and to the

the transfer program may. decrease but it must not be eliminated-or
be of lower quality. Community colleges were, are, and will be

evaluated to a major degree upon the success of their transfer

students to the four-year colleges and universities. This factor
demands that each college conduct ongoing follow-up studies of all
of its transfer students, This will be of increasing importance in the

. 19805 as the competition for these students intensifies. The communi-

ty colleges immust have supportive evidence of the quality of their

academic work amd the best ev:dence is the suctess of their ;ransfer

,,,,,

students. e

A major reason to retain the Liberal Arts is the 1mportance of
these subjects for.all students, whether they plan to transfer or not.
The students in the technical curricula and those enrolling only for
the pleasure of learning must have' the opportunity to grow socially
and culturally. A-community college without these sources of enjoy-
ment and mental sixmuldtmn would indeed be barren and would
deserve a lesser image, if in fact they could be called a college or an
etfcn.twe and integral part of higher education. .

OCCUPATIONAL AND TECHNICAL PROGRAMS

~ For the past several years the growth of the occupational programs

has been steady and at times even sensational. Students are interested
in employment at the entry level, in being upgraded, or in being



i ' ‘ . . . b
- N . oo J *
§ . CR—
-‘ . - %
. . »
. . N . . ’
N

'
L]
A

tramed for another occupauon The development of such curricula
" has been unéven among the colleges and among the various states.

* *The reasons would include lack of support by staff, lack of

knowledge of commumty needs, lack ‘of proper fundmg. lack of
knowledge of student interests, ‘and lack of quality Taculty and ad-
ministrative leadgrship. These reasons highlight the necessity for con-
tinuing needs analysis sutveys. of both studengs and the community

demographics as related to business, mdustry, bor, the professions, -

and the public services.

The increases in technical curricula have crcated problems for
the colleges. The costs have been high in both staffing and equip-
ment. In many cases the obsolescefice factor has been difficult to
handle as it relates to both personnel and facilities. Colleges have not
acceptcdthe responsibility for ongomg follow-up studies of their cer-
tificate or diploma graduates with the result-that serfous criticisms

‘have been directed by the employers at the occupational program

quality and, therefore, at the college. If the college will not conduct
. foilow-up studies of its product how can it evaluate the quality of its
- occupational programs?

The mcupanonal programs wxll be a major challenge to the
“‘commumty colleges in the 1980s. First of all, this will become an in-

creasmgly important- segment of the total educational program in:

terms of size and status. More students will reqmre up to two years of
college for entry level jabs in our ever increasing technical society,
and the colleges must provide the educational preparation for these
positions.

Second and more dxffxcult the occupational picture is changmg
so rapidly that what is acceptable today may be obsolete in a-few
* years. The colleges will not be able to rest with what it has developed

“and provided. The laboratories and the faculty members will have to-

be kept up-to-date. Input from the employers must be sought on a
| antmumg basxs and as changes are foreseen in course eontent or
even in an entire curriculum the college must be prepared to proceed

accordingly. Of special importance is the faculty member and the -
administrator. Both must mre of the changes and bott must be .

prepared to be upgraded t with the changes. In far. too many
instances administrative leadership and faculty teaching are out-of-
date in their occupational fields and-are a disservice to the students
and to the community. The colleges, in cooperation with those ffom
business, industry, the professions, and the public services,-should

provide: community college staff members with the opportunity_of.

summer employment or worksheps for inservice trammg The rapidi-~
ty of change throughout our _occupatxogﬁl fields is escalating and
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. and discriminated against in that they were not permmed to

tam!ty, in pamcular cannot beexgccted 10 keep pace with the mpst -
recent developments without fhe opportumtxes 10 pamcxpat: in the

_ou.upauanal field. » . R S

- . .- . P
. ~ ’ ¢
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Along with the growth of ‘the accupational prc’)grams harl;een a. .‘ T

~steady ensollment ‘growth of under-prepared students for either the/ - ’ -

academic transfer or ‘pccupatxona] curricula. In the early days ‘of the ~
junior colleges a three track system was common’ — one for the ’
transfer student, one for the occupational (vocanna]) studenY; and + . ;s .
one for the remedial student. The fatter students were stxgma%zed:

ticipate- as active students in the' various studeqt acfivitigs. A lessct
stigma existed with respect to the students ento dint VQCatfonal

- curricula. It is not to the credit of the community uqil es that these o

. tion. One has to question the commitment of the community college

-certainly decreased. - 4

- prepared. to cope with the demands of the various courses and cur-

stigmas continue to exnst although the dxsenmmato?& actions have,_ o .

One would have expected that over the past years there )&ould

have beer major breakthroughs in provxdmg the assistance needed by — , e
under- prepared students to succged in the academic and technical ‘
curricula.The community col!eg:s. in their open- -door philosophy, . . /

stress this function as orie of their major objectives. Howevéy, the
literature is limited th& respect to su cessful procedures in remedia-

faculty, administration, and board to this major ohjective and to the
open-door philosophy. If the commitment is not present, then it-is
fraudulent far the community colleges to enroll students who are not

ricula. If there is a commitment then the college must-hayg a well-

planned and well-financed developmental program in which all -

students, regardiess of their specific or broad deficiencies may find

asdistance in overcoming their deficigncies. N?thmg less is acc.;ptable

if the mission of the colldge as stated throughout our country, is to -

have meaning. ’ '
-Enrolling under- pre_pared students in academic and. techrmal

curricula has serious implications for both the students and the col-

. lege. if the standards and quality are maintained, the studént will

have little chance of success and will again become a defeated person B
whose expectations were ‘shattered — as was probably the case in the -

public schools. If the student is rct_amed in the course or curriculum

and passed on the quality of the instruction becoimes suspect, the stu-

dent is falsely encouraged, and the college creates a poor image for

itself in the eyes of employers and accepting Tour-year colleges. N
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Qualmy cannot be comprom:sed Secondan' schools have becn in-

poov ¥ creasingly accused of this during the past decade and the-commumty_ .
1 , colleges ¢annot and ‘must ot fall into the samg trap by retamlng_ \

' / students in programs in order to maintain enroliment. .

s/ It can be expccted that " the percentage of under-preparedﬁ
. .70 - .students of all ages will grow during the 1980s as the pércentage of
. , ,/ - the traditional quahfiedg high school gx’adua.tc declines. This will re-
_ 0o quire a major gffort on:the part of the community college staff and -

J/ - budgets gid committed an alified faculty. Acceptable methods of

v /A - | instruction will have to be researcied and findings disseminated. This -

; ) ,, - endeavor may well be the magor challenge facing the community col-
S leges in the 1980s. In an ever-increasing ‘technological and»srvice-
. - oriented society, our tountry cannot afford to have “potéhtial
' a;hxevers continue to be underachievers because of the failure to
- assist them to realize their potemxal ‘“‘Each person § SUCCEss enrxches

o us as a people while each person’s failure diminishes us as a people.”
» ‘ In particular the college staffs and boards muyst discontinue the too

not be a responsibility of the College Deans and department.
ghairpersons -must discontinue assigning the newest and least ex-

perienced faculty to developmental classes. ’

It is essential to understand Yhat probably everyone needs

. remediation or assistance in some learning skill. Perhaps it is an in- .
) ability to read rapidly, or spell, or understand a theory in
mathematics or chemistry, or to comprehend. modern art. In no way
should such persons be neglected or stigmatized. Students who enroll
should be assisted to learn, and should be expected to profit from
their educational opportunity. However, t~he retention of persons
who fail to take advantage of the quality opportumtxes offered by the
college make a mockery of the community gollege phllosophy and of

‘ A the local and state taxpayers who suppcrt the college thh thexr
. lunds _ :
| = . Y COMMUNITY EDUCATlON PROGRAMS N
™~ | | - The previous comments refer to the large number of adults who have

zﬂd?lled and will continue to enroll in the academic, ocgupational,
d

evelopmental programs. However, there has been a burgeoning -

enrollment of adults of all ages who have enrolled in ¢ontinuing
education classfs of all types for the pure joy of learning something
", new, for social'purposes, for upgradmg or learning new sKkills, for
mental and physical health reasons, and in the case of seniQr citizens
for the purpose of coping with agmg Santa Barbara City College has

’
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boards to establish strong developmental programs with sufficient -

prevalent attitude that such programs are lesser and perhaps should -
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- qutstandingl suecmful in serving the entire. .;dult commumty Thc

success can beNyttributed to two major points: one, committed

dership and two) 'nput from a broad citizen’s advisory committee
representing the entitdhgommunity. A. third important reason is the
downtown Adult Eduacatio r which functions from 8 a.m. to
10 p.m. The offerings are not presceibed by the staff but are sche-

‘duled in cooperation with the advisory commitgee. It is an example of

the college listehing to and serving the commumty It is community
education at its best. . '
The 1980s will challenge the commumty col!egcs to serve better

the community which supports them. As the bulge of people in their .
- thirties and as the increased numbers of retired persons change the -

percentage mix of our communities, the community colleges must
listen to these people as they express their educational needs in terms

of courses, location of classes, and time of classes. To prescribe from

the/ollege offices without surveying interests and needs is an insult
to the people of the community. A further challenge will be the need
for and impeortance of Artxculatmg the community college efforts
with those from the other colleges, the secondary schools, and .

- private instititions, such as the YMCA. As was mentioned previous-
ly, the competition for these adult learners will be intensified and the ’
- danger of unjustified duplication will be increased. ¢‘Salesmanship’’

and self-interest actions will not go unnoticed4y the local populace
or by state 'funding agencies. This will be- especxally true among the
publicly-supported institutions. To flaunt autonomy regardless of

the viability of the decision is poor administration. It is lacking in

sensitivity, perceptiveness, and common sense. To gain a few more
enrollees through an unwise decision may well trigger a reaction
which would prove costly, not only to the one college but to colleges
throughout the state, and perhaps throughout a region.

One of the challenges of the 1980s will then be Articulation.
Cooperating msnPutlons an serve their students and their LOHS%’/
tuencies for better at lesg/Cost and better quality of instruction. Suc
efforts will nat go unnafticed. Higher education will peed such an im-

age of cooperation, hroagd service, and high quality as it competes for

-funds along with the othef agencies-seeking local, state and federal

money. It would be hoped that this cooperation would involve both
public and private institutions in order to help alleviate the growing
conflict between publxc. and private education. Cooperative efforts
will broaden the services to more people and hence should contribute
20 the enjoyment of life — culturally and socially — for more of the’
population. This could be one of the' dcscnpt:ons of lifelong learn-
ing.

r




; CHAPTERS .
A‘ITRACTING STUDENTS
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MARKETING OR $ALESMANSHIP? BT

In the growth years, the /{ mmunity co!legcs opened their doors to- '

the students who came to'them. There were plenty of youth and some

adults to fill the seats. The four-year colleges and universities did the -

same within their phxlosophxes and admission criteria. This is not the

case today nor will it be in the 1980s. Seemingly all or almost all col- .
Iges, two- and four-year, public @nd private, have found the adult .

learner and have found a new fieldl to exploit. The name of the game
is ‘“‘marketing’’ although it might be more honest 10 call it

+“‘salesmanship.”’ In marketmg will the community colleges retain the
‘ mte&uy of their stated migsion, and wll they honestly provide an

educational opportunity for those youth and adults who enroll? Will -

" the commumty colleges rest their case on opportunity and quality, or

will they become so preoccupied with numbers of students for sur-.
vival purposes that both opportunity and quality become-the fcrgot- :
ten words? Will the salesmanship practices, become dominant with

the result that such practices bring in the enrollees where there is little

or no educational opportunity for them and where their expectations - -

aré shattered? This type*of enroliment of persons ‘within® the comi-

munity damages the credibility &f the college in the eyes of both the” -
, commumty and the faculty. Neither anticipation: or quahty of pro-.
_ gram is realized and a‘negative image of the institution is developed "
. which is reflected in votes by the local citizens and by the state

!egxslature
True marketing must be understood by the staff and board, and

by the state offices for community ¢olleges. There must be a con-'+ =
-certed effort on the part of the college staff and board to determme R

shose educational needs in the community which can be met by the
community colleges and are not being met at the present time. In-

terests and-educational needs of the y‘outh and adults, as well as those

needs in the public. pervxces health services, business, industry,-and <.~

labor'wihin the community served must be determined. This may be
done through needs analysis surveys, social indicator surveys, ad-
visory commjttees of interested and concerned community par-
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“txctpants. or' even through contracts thh the Gallup, Hams, Seid-

linger, or other siich’opinion survey organizations. The literature is

+.*  not rich with such pmcedurcs although recent comments would in-
dicate that-there is a growing awareness of gross dcﬁmencnes in seek- .

ing out the opinions of those the colleges are supposedly scrvmg

" Staff never should have and certainly ¢annot in the 1980s sit within

the confines of their campuses and prescribe what is best’ for the’

* potential sjudents who may enroll. This form gf curriculum buxldmg

for the open-door commumty college is pure and simple patromza-
txon 3 -

A such needs analyses are to be done who wﬂl do them? It
would appear that they would be most valuable if they were done by
the internal staff rather than by an impersonal external organu.atxon
or consultant.-The urgency is such that if the college does not have

establish an office of institutional researc.h or retain the services of a
knowledgeable and respected consultant or consultant orga;ﬁu n.
The former is preferable. The office of institutional researcifiould
be and must be an integral part of the college grganizatiop on a

such research staff resources it should either obtaim such staff {nd :

-continuing basis. This emables the total staff to be kept up-to-date
with respect to.changing student and community profiles. It seems

apparent that in the 1980s a community college should place a high
priority on institutional and community research if it is to truly serve
the educational -needs of the community = as these needs change
through the societal changes. -

}

STUDENT RETENTION - | ,

A major concern is the retention of students. The turnover rate of
students in the community colleges is high, some of which is defensi-
ble and positive. For the student who has completed his/her
objectives in a few weeks, months, of a year, there is.no negative con-
notation with respect to the studgnt s departure. The student is not a
drop-out, although certain research studies use the label in-
discriminately and create data which do a disservice to the communi-
ty colleges. The ueed for data to counter these invalid and destructive
conclusions is urgemt, apd research in.community colleges to this ef-
fect is long overdue. For those students who do leave because of,an
inability to achieve, there is a problem and it does have a neg‘anve
connotation. These are drop-outs and the numbers and percentages
contribute to a_ negative image for the community colleges
throughout the h’fty states. For those students who don’t achieve and
who continue on at the expense of the taxpayér,there is even greater
damage done to the credibility of the mstxtutxon for the standards of
mstrumon become suspect.

(\ 2 19
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* The drop-out and the contmumg non-a«.hicver problems must tw'
dealt with by the collcges for the self-respect of the staff, and for t
respect of those who support the college with tax funds, There is o «
4u§tmcanon for the college to retain a non-achxc‘vms student. He or
* she and the college together are spending tax funds through federal
“loans or grants, statg loans or grants, and state tax’support for the :* .
~ college based upon enroliment figures. In plain words; tMis is a rip-
off of the'taxpayer. The student should be dismisséd from the college

and gonsidered to be a'drop-out. Certainly in research studxes such
" drop-out fxgurcs are legifimate.©

There is an entirely different probk:m thh rcspcct to those
students who leave because of their inability to.achieve, regardless of
“their desire and effort. Many such students, no rhatter what the col-
lege provides, will become legitirhate drop-outs and ‘the college must
not be faulted for not having done its job. The challenge for the col-
lege concerns those students who could have achieved — if! This is a
big**if,”” and one that the college cannot ignore. Whegg is the college
at fault? The first and perhaps the most important reason is the
failure of the college to assist the student to enroll in those classes or
curricula in which the student has the background, the skills, and the
interest to achieve. Without these there is little hope for achievement
and one can predict that the student will become a drop-out. Fhe stu-
dent must” have- assistance from qualified and .student-centered
counselors and faculty/advisors :egar,dless of the age of the student,
whether he or she is fyli-time or part-time, or whether the student is
enrolled in the day or evening. The stud\ent should be counseled out’
of classes where the lack of preparation or skill predicts nothing but
failure, and placed into classes where the student can remove his or
herparticular. deficiencies. The opportunity to realize success is
essential to these under-prepared and under-achieving students.
Counseling and patience are the essential ingredients needed to retain
a student who otherwise will become another drop-out statistic to
add to the large number and high percentage which is ddmagmg to
commumty colleges both’individually and collec.hvely

.Role of Counssling Sorvf’ces

lege will become ore important in the 1980s\as the mix of students
include higher pe centages of the so-called traditional students -
and as more importance is attached to the retention of students —
either out of commitment or for needed rather than lost funds. For
these reasons a hnghly qualified ounsclmg staff ‘of professiomal
counselors is a necessity, whether or not faculty advisors are a part of ..

It would nppear that the counseling functio&i;i.the community col-

»
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* the formalized counseling, guidance, ang 'adv\&smg process. The col- -
lege, budget must rgﬂcct this commikment ,with approximately ten &
percent of-the operifional bydget allotted to student gervices. Yhis .

. funiction of the college is an eéssential and integral paft of the total = °
educational program. To telegate it to a lesser status throygh budget

' . deficiency or through lowér status injthe administration hierarchy is

and will- continue. to be unacceptable. Enlightened and highly -
qualified student services persgnncl are essential to help define and

- explain the needs of the students to the fa‘cu;b, admjnistration, and
board. The leader of such-a group must have the same status as those
in the instruction and business areaf,, whether they be deans or vice
presidents, ) : ' |

A
¥

Role of the Lear'nihg Center/Librér)q, . | .

Input from the counselors concerning the student profile of the
college population, and input from the, follow-up studies for those
who transferred to other colleges or who'were employed provide the
teaching faculty and the staff of the learning center and/or library
with the information needed for learning and teaching. The contents
of the learning center/library should reflect the students’ needs not
the faculty’s professional needs for the college is supposedly student-
centered and teaching-centered. Underusedibraries in the communi-
ty colleges ame the rule, not the exception. Is the reason chiefly that
the books, periodicals and other materials are not chosen for the |
students engolled? If so, this will be an increasing problem in the -
oo 1980s as the student mix changes eveén more from the traditional
which the libraries tend to emphasize. Perhaps the reason for the
underuse of available librar§ holdings and seat space is the failure of
faculty to become involved in the purchase of books and periodicals.
This may be especially true of the occupational, teachegs. Whatever
‘the case, as the students change and as the locations of classes
change, the learning center/library function, content, and distribu-
tion of services must-gchange mensurately. This-will certainly pose
a challenge to the director of-ffiese services.

»

.

Role of Teaching )

The teaching faculty, as always, are the keéy to the success or lack
thereof during the coming decade. The course content and the
teaching methodologies will have to change. Reference has been
made for the need of the board to provide opportunities for the
teaching faculty to grow professionally’and to develop the necessary -
‘teaching methods and skills needéd for the changing students. As one
walks along the halls of community colleges, day or night, and

‘ | 14 |
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observcs teachers in action, seldom is there evidence of any tcachmg Sy
method used other than fecturs. The expressions on' thé stydents’

» this in the: umvcrsxty. where most of the students are selective and can
R o .. and will learn in any case. This is not true in the cgmmunity college.
. Teaching methodolagxes ‘and tcchm_ques cannot - emulat.c what - the
‘e -+ . teachers view as a graduate student in most universities, The com-.
munify college teacher has a much different, more dtfﬁcult more .
challenging, and moie reward‘ing assignment. Advanced Instxtutxonal :
Development Program and. Fund for the Improvement of Post- -
. . secondary’ Education grants’' to community colleges throughout the
. , country are giving emphasis to xmproved teaching methods, and pro-
. viding faculty with the opportunity ‘to experiment and to dcvclop
their teaching skills. Teaching modules, computer-assisted instruc-
gtmn T.V., individualized instruction, . dudio-tutorial laboratories,
L telecpmmumcatxons ‘and many other néw, modified, or renewed
' methods are being tried, and usually where tried have created a
climate of‘excitement on the part ofgparticipating staff. o
. Students of different types, in different programs, with differents
interests and backgrounds are naturally going to learn differently. To
force all students into the traditional lecture-discussion style of learn-
ing describes unenhghtencd leadership within the administration and
board. The board is obligated to provide funds in the bugget for the
improvement 'of instruction. Such funding permits a college staff to
prepare for change, to prepare for the future, for the 1980s. To rely
primarily on ‘‘soft’’ money from outside sources, such as the federal °
government or foundations, is a failure .to assume institutional”
responsibility for the growth and development of :its staff of
administrators, faculty, and support perspnnel.. I‘h:e exguse given -
that no funds are available far inservice developmem is a clear com~'
mentary on priorities. .

AVAILABILITY OF EDUCATIONAL SERVICES

‘ The location of ghe educatxonal services to be provided by the com-. . B
munity college will determine to a major degree the funds to be made <~
R X available to the college from tuition, local taxes, and state taxes. It
’ was and is customary for the tradmonal full-time youth to travel to
the college and ta take .classes during the regular daynme hours. As
the pércentage of these'students has declined, and will in the 1980s
T decling even more, it becomes apparent that the location and time of
the classes b}é‘omes_ an important factor in serving the part-time
and/or older student. It.also emphasizes again the urgency of con-

ducting needs analysis surveys to determine: ‘‘Education for whom,
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fdges reflect the classroom instrucnonal climate. Sadly, one expects ~_-Q o
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tor what ‘purpose, at what locations, at what cost to whom and at ‘

what time of the day or evening.”’ This mformatmn is essential if a

community college board and staff are to scrve the educational needs

of the community. g ) »

.~ The collgges have come a long way since they limited their offer-
ings to the physical ¢onfines of the ¢ mpus. However, it is surprising

to note that much is still to be dondiif taking appropriate college .

classes to the people so that they can take advantage of educational
.opportunities which previously were unavailable to them. At loca-
tions throughout the college district classes can be scheduled in other
. educational facilities, businesses, \ibraries, i dustries, government
buildings, or whatever would appear to be mo# convenient for those
to be served. The use of such facilities provides a flexibility not possx-
ble with a permanent campus. It ha¢ even been said that community
colleges could, in theory, be more beneficial to the communities if no
permanent structyjres were constructcd As needs are fulfilled in one
location the collége can move offerings to another without bemg con-
cerned about the loss of a facility. Examples of such expansion of
services throughout a district abound, but such usage of temporary
classroom spage will have to expand even more in the 1980s. There
are many ‘millions of adults who are not being given the opportunity
to attend glasses in locations near their homes or places of work. To

‘increase these opportunities-is a major responsibility of the com>.
"munity college with its community education oriented philosophy.

For many interested persons the day and the time of the class is
as significant as the location. There has been a belief, lmp}ememed
by action, that classes for part-time adults should be scheduled dur-
mg the evening heurs on Monday through Thursday. This limitation
is and will be mcreasmgiy unacceptable. Classes for working adults
may well be needed in the evenings, but what is wrong with Friday
evening, Saturday, and Sunday? What about more examples of com-
munity colleges with weekend programs in which a person who is in-

o pe . . X
terested may complete a certificate or degree without having to at-

tend any classes during the so-called regulat Monday through Friday
day schedule? These weekend schedules could be located on the cam-
pus because the students interested would probably be able to com-
mute. .

Classes for housewives, reured persons and older people may
need to . be scheduled during the day and not far from their
residences. In cities and in towns with'sizeable populations of work-

ing people and/or older retired persons, a downtown center for the "~

_adult part-time student is a great advantage for all concerned — the

" student, the commumty. and the college. Such centers should be

ot

16

o

15



4
’ )

. available for ¢ esfromSOOpm mlooppm asmanydaysas.
- needed. Thehs:ol?a become true examples of community cducat:on
. : not justint but in practice. They can pfovide the older per.son
. with a richness of“hfe far removed from the apartment or rooming
" house where there is little stimulation for living. Serving this rapidly -
growing percentage of our pop cFon provides a tremendous
.. challenge for the 1980s. It:is not too difficult to speculatc that other
.+ " ‘colleges would join with the community collcge in de.yelopmg siich
' downtown centers for workmg people and senior cifizens. Such §
location with the proper input from those to be served could be a
o . most exciting place, and further it could bécome a bastion of support
' . n for the community college-from those who provide the funds —
. (/ c . locally and state. Downtown centers would also help answer tigvew
. ‘ critics of community colleges who have been unhappy with the con-
struction of the ccllcgﬁtampuse‘s in park-like settings in suburban
and semirural areas, at some distance from the population centers.
Transportation has been a problem, except for thode with.
automobiles. The rapid increase ir gasoline costs will intensify the
. . : problem for commuter students unless a more ddequate pubh{
o transportation system is developed. :

,  Those colleges not convenient to'the population centers and to h
public carriets, may have increasing enrollment problems in the 1980s
and should make plans which would bring the college program to the
people mstead of relying on the people to get to the campus any way

o~ . that they can. The conscious or unconscious desire of boards and
staff to copy the four-year college campus, regardless of commuter
problems, may be an outdated concept in the future, There is little
comparability between the liberal arts college campus and the com-
munity collége campus in terms of actual studeént access needs. One is
residence oriented, the other cdmmuter oriented.
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CHAPTER 4 .

OPERATING THE COLLEGE o

THE LEADERS’H!P

The key to other challenges is the challcnge facing thc leadcrshxp of
the community colleges. The lcadershxp must be skilled, sensitive,
perceptive, futurist oriented, aggressive, committed to the communi-

"ty college philosophy, hard working, able to communicate internally

and externally, able to make the difficult decisions, and have the
respect of those both above and below in the institutional hierarchy.
These qualifications apply not only to presidents ‘but to vice
presidents, deans, chairpersons, and all other persons who have been
assigned administrative responsibilities. A leader must be able to an-

ticipate what will be set in motion by a decision and be prepared to .

cope with and to live with the decision. Boards must undeistand full
well the implications of the policies fhey establish. - . .
The strength of leadership at the board and présidential lewels

has been increasingly criticized during the 1970s. Conflicts within the .

boards, between the boards and presxdents and between the presi-
dent, the board, and the faculty have been common in many states.
These conflicts have been front page news and have damaged the im-
age of the community college locally and regionally. The ripple effect
has been in evidence to the overall detriment of community colleges.
Excuses are numerous and include the following: board membership
is weaker and members increasingly intrude into administration; suits
and collective bargaining take the major part of the time; the con-
tract spells everything out so there is no opportunity to provide
leadership; the remuneration is insufficient to attract strong leader-

- ship. Whatever the cause, whatever the reason, it is essential that the

community colleges have strong and respected leadesship at all levels,
from the chairpersons on through to the presidents.

The President ! ' | &

The president will by his or her actions and posture estabhsh much of
the climaté within and without the college. The president’s personal
and professional integrity will be emulated by other administrators
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" and by facuity as weil. Presxdents must’ have the abdmes 'scl.f-respcct

and ‘confidence to discuss institutional problems’ openly with the

faculty as withhthe board. This open communicatien, argument, ~fac- -

tual disagreement, combined with an evident respéct for the opposite .

viewpoint will ‘hopefully negate some of the hosnhty which has -
developed between the president and faculty during the past years.!*

,Th¢ president must asSume the leadership rolé dnd cannot, due to
weakness or indecisiveness, permit or ask the board to assume his or
her responsibility. Such weakness: may allow -the board to move in
and take over the administration, and deal directly with the staffv-—-
which, of course, many staff organizations hope for. .

The 1980s will require the utmost in energy and wisdom from tﬁe
president. Each president’s style will differ and no one style can: be’
determined to be superior. However, there are certain requirements
for presidential leadership which may be considered-essential. These

* incorporated into different styles due to personality variagces will

make the strong presidents who will meet the challenges of the 1980s.

. Many lists of presidential requisites are available for perusal and this .

is not @ monograph on presidential leadership. However, the follow-
ing may well be considered essential for the coming decade of ~
- change, ‘limited resources, aging faculty, and increased pressures
- from external local, state, and national sources.- v 3

The president must exemplify personal and professional mtegn-
ty,.for, whatever this image may bg, it will be scrutinizedboth within
and external to the college. This integrity or_lack of will be
emulated by board members and by staff members for“it becomes a

" sourte of strength in t,;mes of pressures and dxsappomtment frustra-

tion, or distress. The president must have the confidence to lead
"knowing that failure to lead creates a swampland of indecision and
drift. The president must have the confidepce within himself or
herself and the confidence in the sub-administrators to delegate

responsibility and to expedt that the decisions reached by the subor-

dinates will be effective. The president must be b##h supportive and
"demanding of all staff with respect to their areas of responsibilities.
Their success is the Lollege s success and must be stimulated and
recognized.

The president must be the college s chief representatxvc dnd
c.ommurmator to the community, locally, statewide, and natxonally
The president must have the courage to evaluate, to recomimend, and
to make decisions, to be able to'say ‘“no’’ when it would be so much
more comfortable to say yea. The president must schedulé his or her
time 50 that crisis managemens is ‘notthgcontinuous excuse given for
faxlure to think and to plan for the future. Presidential respon-
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sxbxhtxcs for thmkmg and piamnng arc more criticdl \fm' thc 1980s
. than they were during the period of growth, This emphasizes the im- .
_portance. of and necessity for the presxden& bem& gramcd a three-

" month leave w:th pay.every three years, and it is,the rcsponsxb:hty of

" the board to see that the leave is taken — away from the college.
~ Presidents continue to have "difficulty .with:the ‘word com-
“V'munication, whether it is with the bodrd, the adniinistration, or with

the staff as a whole. Perhaps the prime respansnbﬂ:ty of the president

is to educate the board so that the board can discuss ‘openly and .
- intelligently. the policies it ‘must consider for the operation ,of .the . , v
college. Pyesidents cannot for too long, and certainly will not b‘c able -+
to during the 1980s, keep a board minimally informed, or expect a

board to approve without opposm?n presidential rccommendatxons

- The *‘rubber stamp’’ board is not acceptable now and the 1980s will ;

find it even less acceptabic N
. One of the major causes for conflict bctween the president and
the staff has been the failure of the president to keep the staff in-

formed on a regular and commumg basis. A presxdcntial board deci-

sion making process which ‘excludes real faculty involvement or input
may have been partially effective when. community -colleges were

junior collgges, and were closely related to the paternalistic
* philosophy of the public school principals and supenntcndents '

Those days are gone and such paternalism or patromza(:on is com-
pletely unacceptahlm
The 1980s will reqmrc even more of a prcsxdent. than beforc thh

respect to his or her partxcnpanon in and acceptange by the: communi-
ty. Community education réquires a community-oriented president, o
* a president .who is comfortable wjth-all elements of the population: *-
- The college is committed tq serve all of the.people so all of the peaple

<

have a right to feel that resident of the college has an interest in
~ theln. Business, industry; Rabor “the profcssxons the' medm govern:
- ment, ethnic and minority groups, seryjce clubs,’ socaal groups are all

involved in thamllcge and myst be viewed by the presxdgnt s part of -

his or hcr :esponsxbxhty for providing thcm thh dlreqt accms

X

The Board

The board should and must reprcsem all of the people in thc college -
‘ dlsmct Members who are elected ‘to represent one vested interest
» group such as faculty or a minority group cannot generally vote with

objectivity-on & policy which may have significance far beyond that

. of the vested interest body. Faculty organizations which strive to -

‘elect a board member for their own ends are self serving and by their

" actions are placing their own interests above those of the college as a
- N : ( , , o o
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; whole The same cnncxsm can be dxrectef.j at pres:dcnts who become
* ' involved in a board election. Again the same criticism can be dircelcd'
“7y s -0 at a’board which attempts to perpetuate a:particular bias.” .
- - .The challenges of the 1980s. will demand stmng boards com-
T _posed of the most knowlcdgeabte creative, and committed citizens
~withie the community. Thére canibe no msuﬁc:anon for split-boards
‘which vote on a cog‘sxstemly split basxsa This is enervating for the
, ‘board and the total staff, It is destructive to the morale and leader- .
o . ship of the preSident. It creates a negative nnprcssmn within the com-.. ..~
. _ munity sérved: Boards have the responsibility, when a vacancy oc-
~ . curs, te.involve the community leadership, representative of all
ST groups, in rcachmg conclusions as to the best possible candidates to
TN run for election. With this kind of broad support ther:: is less charce
* for a vested intefest candidate {0 be elected. + :
K Not only should the president and staff educate a board about
= . thetoral educational program, but the board should be cvaluatec{b
the president and staff. Evaluation must run both ways. It is expectéd
that the board will evaluate the president but it is just as important’
_ for the board torealize how it is viewed by the president and staff. If
this were done openly dnd objectively the boards would become
.. stronger and more hxghly respected. It is unfortuhate that so marny
boards are, for the most part, separated completely from the faculty
s and from mdst of the administrative staff. Presentations by staff to
. the board;ona regular basis provide an opportunity for each groupto.
‘learn to know and fo respect one anether. These occasions can be
supplemented by occasional informal dinners and discussions during .
which thete is ndb formal agenda — only an opportunity to develop
- understanding and mutual respect. The community colleges need and
" must have all the unders?gndmg and support possible from the
Boards if the collegts are. to be understood and suppdrtcd by the total ‘
community.
‘ .~ Some board membcrs have prost:tulcd their responsnbxhtxes by ‘
. putting pressure on the president to recommend for board action
- items pcrtamxng to persmmel finance, an,d construction -which are
™ self serving and not-in the -best interests of the college. Board
S5 members have used the board meetings as a personal forum and as a
foundation for political advancement regardless of the effect upon
the board proceedings apd the divisiveness such actions cause within
. thesboard. Onéor mor¥ board members have created a spht board in
whxch ‘most boird votes are representative of the split.
T +The_splits may be due to personality conflicts, political dif-
<l ferences power plays, or personal ambitions. Whatéver the reaso?
' 5ug.h sphts are damagmg to every facet of the college and tend




. may bring to bear upo
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e
repregnt a biamt dxsregard for the mrcrall good of the institution,

_ Split votes following an open and general discussion where thereisan -

honest difference of opinion are healthy.and are representative of a
board of strong membefs. A spht board which Creates a split vote on

“most recommended actions is indicativé of conflict which can

'become, safficiently destructive to absorb a good: share of the
energies, n y of thé beard meémbers but of the prcsxdem and of

other staff members as well.

Board members -too often, . mcnnonaﬂy or umntcntxonaliy,

~ move into administration and assume, administrative” responsibilities

to the detriment of the college. “This is ¢specxally frue whenthere isa
weak president or when the presxdent is acting, interim, or a ‘‘lame + -
duck.’’ To prevent this very serious and negative intrusion mto ads

ministration boards are obligated ta employ, as their primary rcspon- ; .
lified, strong, confident president who will have .

- sibility, a highly q
their respect and thedegpect of the staff and the community, Nothing -
less is deceptable, rcg dless of the pressure vested interest groups
«he. board, Faculty pressure. to employ a .
president supportive of a faculty point of view, Wwithout consiﬂermg
what such action would-have on the cbllegc program-as a ‘whole and
upon the commumty, JS unacccptabie and tp bc rcsxstcd o

. \_ Sy . 4
. . o ..(’ . Lol

‘ Other Administrators T e U .

.. .

As with the board and presxdent the other admzmstrators mqsthave‘

clearly defined tesponsibilities and be evaluated annually on their .

ability to fulfill those respons:bxhtxea Each administrator must be
held accountable for his or her area of respons:brhty The tendency
to run away from a difficult decision and pass the buck up ta the fiext -
level ‘cannot .be tolerated. To say the least, it exemphf:es poor. ad- -
mmxstranon and weak leadership. The upcoming challenges are‘too
serious 1o conqone weakness at-any level of administration.:One df

_the reasons ngen for retaining or appointing admmxstrators who o

have deficiencies felatcs to the salary schedules. Administrators com-
plain- that teachers who work extra will receive-more. salary than is
- paid to the administrator wherg there is no prov:sxon for extra pay.
' The well-qualified’ person may refuse such an”appointment, Where
this is present it may behoove the board and president 1o review the
administrative- salary Schedules. There is justxfxcabmn for remunera-’
tion for responsibility. This is common practice*in business and in-.
dustry where initiative, managerxai skill, creativity and responsibility.

"for planning and decmons is expected. It seems ogncal that this type

of monetary reward should be expccted by collegé admxmstrators

5
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As is true for taculty. sabbatical icaves, xmemcc training
" 'workshops, and other opportunities for professional growth should
“be avaxldble to members of the ac)mxmstratwe staff. It is incongruous

to expect an administrator {0 grow pro,fessxonaiiy and to keep up
with changes in manggemen
leave the office except for brief )

should recommend to the board adequalapwd/!eave for the other ad-

ministrators for their profesmonal growth and insist that the time be
taken and be well used for the bencfxt of the person and of the col-.

lege. o

Vice presidents, deans, directors, chaxrpersons and all other
administrative personnel, By title, have positions of leadership and,
as mentioned before, should be commensurately reimbursed for their
.leadershlp and decision-making responsibilities. Their roles will be,
as in the case of board members and the president, more demanding
in the 1980s. Evaluation responsibilities concerning those they. super-
vise will be more difficult. The college, if it maintains or improves its
overall quality, will not be gbl¢ to *“‘carry’’ nonproductive staff at
any level. During the growth years a nonproducer could and did stay
in the background. This will. no longer be possible. The "ad-
minpistrative staff will have to establish evaluative procedures and be

inservice workshops and retraining, or be prepared to recommend
repldcemem This is nothmg new, but the urgency to plan for such

eventualities may be new in many commumty colleges. The colleges
will not be able to afford the luxury of maintaining staff at any level
who are Ronproductive and who are then a drain on the resources of

tht{ college.

})f special importance is the need to maintain an administrative
f of defensible size. Faculty are prone to criticize administrative
empires’ and with some Justxfuatxen The position. of each ad-

ministrator with accompanying job desmptxons and salary is an ab-

solute necessity. Faculty, for example; must understand the demasdds
placed upon an-administrative staff by the proliferation of state and

“federal regulations and demands for mtormatan Again, where there

s wmmunmauon there is more oppertunity for understanding and
less chance for criticism and cosdlict. ~

TThe sub administrators with decision- making responsxbrhtxes
will have to be able, as with the presxdent to say “‘no’ as well as

~‘fyes."" This will be difficult for some, especially for those who con-
© sider themselves faculty instead of administration. If the person can:

not accept the trauima of mking a difficylt decision, the person must

. £
-
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eory if there is no opportumty to:
o cations: Obsoléte management is
- just as stifling to an institution as is'sbsolete teaching. The president

'prcpared to assist the ineffective staff member to improve through
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- board, president

.. calclilus class or.jn a cotixse iy déntal MYgiene. No faculty _member o . ‘

- It is essential that commumty college teachers pnderstand.?nd beheve

" be mmovcd trom the posmon of respous:bxhty for thc gnod Qf thc in- -

THE FACULTY | e

nd. members of the administrative staff, the facul-

ty, perhaps, play ah even more important role. They are th‘c teachcx:s,

counselors, and librarians who.are close to the students. They arethe =

ones on whom the college’s reputatxon for quality will rest. They are , -
the ones who wiil be quotcd in the student’s-homes. They are the ones A
who will help determine the:fature and fate, personally ‘and occupa- - o

. As éssential to cz‘pmg with thc ch*aﬂ:ngcs of the 1980s as are the

. - tionally, of their stdents: They are the Ynes, whether: ‘they like it or
" not, who will be emulated, . positively or negatively, by many
students. What are their rcsponsgbxht:es to the college and. to the

aommumty? ‘What are their responsibilities in helpifg to establish an . - “

:magc for the college which wﬂ:l?rmg respect to the college fromthe - e
citizens who, with their v ntrol a major. portion of the collegc we L

funding and therefore the college’s future?

First and foremost is the responsibility of maintaining quahty in
whatever instryctional program the ‘teacher’s responsxb:hty lies.
Quality is as essential in a’'remedial glass as: jt is in'a second’year

can rationalize thﬂ‘tr or his professional assignment is unworthy of

~quality. If the faculty member conveys such &n at}ttude that will ~~ © "=
. become the attitude of the studem; Faculty who consider themselves’ T
-to be teaching in a lesfer mstxtutmn, and are frustrated or profes- - . ,
. stonally unhappy.due to a feeling of professional mfenority donot : Vo

belong in the Lommumty college. A positive professional attitude of ‘

- confidence in the quality of the colleges’ total educational programis

essential for the faculty as a whole, and for-each individual faculty
member. WHhen this doesn’t ‘exist it creates a vlimate whxch can bc
casily observed by both students.and:the commumty Qo -
"It is impossible for the student asd-the community to réspect an
institution and to consider it as a college of quality if that belief i is not
present within the faculty. Confidérnce breeds confidence, and the
students have the right to expect and to find this confidence among
the faculty This potential problem may become exacerbated during .

‘the ‘1980s due to the number of graduates from the umversxty
- graduate schools who will be unable to find D! ez;txons in the univer-

sities. Commum(y colleges may be encouraged falsely to employ - L
young Ph.D.’s in order to upgrade their faculties. This can lead to S
unhappy teachers, unhappy Students, and some institutional turmml

N
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in Jhe mission of {hc [institution and that they do not have an
logetic -attitude for having settled for samcthmg second or third
est, If such teachers are indeed employed it will then become the
responsxbthty of the total staff of administrators and faculty to assist

the ‘‘univexsity-oriented”” teacherto understand the heterogeneity .
and excitegfent of community college students, and to learn how to -

teach'in the vagicty of classes. .
Other serious issues pertain to the' faculty Some colleges are

. replacing fuil-time facu‘lty with part-time teachers through attrition

and by outright replacement. Faculty are increasingly less mobile and

by rémaining at a single institution are causing the average faculty’
age to ingrease. Declining enrollments of: traditional students are -
~causing the elimination of younger teachers without tenure. The
‘percentage of: tenured faculty is mcreasmg Faculty are being
assigned to.a mix of day and evening tlasses irf order to fulfill a

teaching load. These, along with the frustrations caused by ‘‘new”’

ty, istration and board. Survival becomes paramount — be it a

. person,‘a course, or a curriculum. Faculty members have, over the

past decade, turned to collective bargdining as a procgdure to assist

‘them — with varying results.. States have passed laws legalizing col- | ,

lective bargaining and the results have been predictable.

~ The respgmsxbnhty of the faculty member will have to be clarified |
‘with respect to teachmg load, student teacher ratio, professional and
community service, and research. In addition, there will have to be

agreement concerning evaluation, accountability, and professional

. growth. Boards, administration and faculty cannot ignore these

- for too long a benign neglect as enroliments grew, and ‘as faculty

major concerns as the colleges prepare for tl:’;jSOS There has been

pressures Created a reluctance on the part eadership to provxde
lcddershnp Recently it would appear that arbitrgry decisions are
bemg made by the leadership at the expense of the faculty. Neither
action is acceptable and both indicate a weakness in leadership.

The problems mentionied are too serious and far-reaching to
ignore, condone, or to treat simplistically. The board, admrmstratxon
and faculty muyst together des:nbe. analyze, and discuss these prob-
lems, suggest alternatives, and reach conclusions as to what are the

most acceptable decisions for actions which will provide the qollege' ,
with the facuity and instructional program for the 1980s. ‘A triangle / -

of strength — faculty, ‘administration, board — is a necessity where

mutual tespect. and. mutual trust are the commontlities rather than

lack of .respect and suspicion. This triangle can be expanded into a

“students with whom many colleges ar¢ ill-prepared to copg, are con-/-/vf* Lo R ¢
' mbutm;m increased conflicts within faculty and between the facul  ~ .~ '

5 V(___.M:~“""'._~*
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rectangle by 'i;cmdﬁx% the commumty and would be an advantagc A
wde the state office. f0r commumty concgcs,

fifth side would inc

" wherever such an office of significance exists.

Adversarial relations can be constructive for the benefit of the _

coilegc and the community. if there is mutual respect, full involye-
ment and open discussion of ‘the problems facing the coilege. This

" can occur -whatever the gnvernancc of the institution. The

breakdown and conflict develop where there is no openness, or where. ' -
self-interest-on the past of the faculty, adininistration or board takes
‘precedence over the good of the cdueanonal pmgram for the bgncfxt

of the community served.

As mentioned bctore, the faculty pmme is. changmg and will
change even-more. It is incumbent upon the faculty, administration -
-and board to reach agreement on staffing and upon inservice train-
ing, upgrading and retraining — all ‘based upon an acceptable

method of evaluation. Sabbagjcal leaves, leaves of ‘absence, summer
aasxgnmcms and workshops, exchange teaching ass:gnments, instric-
tiorial research and other activities are: conducive | ‘to improved

-

tea,chmg through the stimulation of the faculty mcmber. Teachers . .

cannot and must not be permitted to become apathetic of. outdated.

The: college must be commmitted to the improvement ' of instruction - '
- just as strongly. as it is committed to serving with quahty the students

it enrolls. The two commitiments are: inseparable. The first concerns

‘the teacher, the second, the studeat. A budget curtaxhng faculty op-
" portunities for self—xmprovcmcnt on a regularly scheduled basis is -

through default a budget uncohcemcd about'the continyed quality of
the educational program. «
A way to approach the problem of personnel obsolescence is to

being done-in many communily colleges throtghout the United

~ gradually repiace full: time teat%zrs with part-time teachers. This is

"States; It has the adv%mages of

up-to- -date staff. Evaluations by students and administrators have
been good. However;“the replacement of full-time staff by part-time
staff has some_major ‘disadvantages. ‘There.i$ no real continuity of

personnel or program. The part-time staff feel they are exploited.

with respect to salary. The core faculty, decreased in size, become
less representative of the total program, less comprehendmg, and,
hence, less supportive of the collegé as a whole. The core, smaller

perhaps fn number than:the part-time faculty, fear the numbers of

the part-time persons if they wefe to become voting members of the

Faculty association or union. The part-time faculty wilk probably not:
be available for student counseling during regular 8r informal office
hours. The rush of seme colleges to employ part-time faculty may, in

)
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xxblhty.Jchr cost; no tenure, and -



- the long run, result in cleavages and mctxans whxch wxll be mcrt'
,-destrumve than mild obsolescence. : - .

In ‘evaluating the alternatives, the employment of full- time

» t;{cuhy for the occupational programs with provision made for
regular periods- of upgrading would seem to be a better choice. Com-

munity colleges, to be effective student-cemered msmunons, must

‘have stability along with a creative tension. Faculty must be given the

¢ncouragement Lo grow: protessxonally and to be creative. This seems
to be simple in concept: but is difficult in practice. “Fo. replace this

“.philosophy with a constant turnover of part-time teachers, no matter

what the rationalization is, appears expedient and lacking in institu-

tional integrity. The financial savings and flexibility are inadequate
~justification for actions whichi can be dcstmctWe to mstxtunonal (

climate, quality, and image.
Faculty concerns increasingly expressed through taculty
erganizations are- more often than not the result of insensitivity on

"~the part of a board or the admnm;tranon ‘This insensitivity or just .

plain lack of common sense or arrogance may soon be translated into

. a resentment on the part of the faculty. The resentment, if not:

understood or cared about by the bqard or admjpistration, may be

- further aggravated and become hostility.which in turn catrcreate real

conflict, These open wnﬂxcts as are so cften the case throughout all
of society can be Exploxted by small power groups, be they faculties,

“board members, or admmlstrators, Unionization and collective -
* " bargaining prosper within these conflict situations with resultant

negative adversarial relations which destroy collegiality and consume
energies that are needed for the proper ~tuncuonmg of the college

‘Mutual respect and the ideal of shared governance are negated and

become impossibilitie L

The challenges é the 1980s will require the best thinking of the -
faculty as well as the board and the administration. The faculty must
acknowledge and accept their professional responsibility for their
contributions to a quality institution for the cdmmunity serVed. The
three cost varfables of salary, teacher load, and student-teacher ratio
must be thordughly understood by all faculty as4hey interrelate to
the Cost of instruction. Continuous striving to increase salaries while
lowering tgacher load and/or student-teacher ratio escalates the cost
of instruction beyond acceptable limits — if there is a concern and
désire to finance adequately the remainder of the educational pro- .
gram. Unjustified faculty pressures in the three cost areas mentioned
are not indicative of professional responsibility. Capitulation to such
pressures by an administration and/or board are irresponsible ac-
tions which represent only weakness rather than leadership. There ,
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- will always bc a day of- ré.:ckcnmg whcn a t‘aculty* ah adm:ms@rat on, - :
,or.a board acts in 2 cavah:xt Ananner of fa.xls»{oact whc.mactm s
o . ) Fagulty orgamzatxons, umon or ndnumon must in cooperaﬂxon
7 . ‘with the administration and the d study, analyze, conc¢lude, and
. recommend solutions to problemsWhich will face theeolleges’ dur‘mg o
" the coming years These will be primarily in changing student mixes, &
staffing, curriculum, allocation and reallocation of resources, and
-the changing roJes of the state and federal gov;rmncnts, There can'be
o - no justification for coutinued hostility and. apen conflict. brought
AR ~~about by a lack of mutual ‘respect, and an attitude of arrogance and _
| - xmenmmty on all sides.
| ‘ The image Of the college is clouded when such conflict bccomes A
i R " open, and charges and counter charges are made without much con: CA
' " sideration for the real facts. When such hostility ; and misunderstand- " g
_ o ings reach a climax, the result ‘may establish a chmate of distrust and
e RN negativism that will take years to overcome. Seldom will such situa- -~ = "
B : tions occiit when the participants are confident in thcmsclvcs and’ -
. have.confidence in the others. '
. ’ Professional - “educators, both- faculty and admsmstrators,
~deserve to be paid ;professxonal salaries commensurate with other. = - -
professxm)als .To convince boards and citizens to provide such
salaries, *pmfessmnal educators must understand and practice pro- ... .
- ductivity. To ask for more pay for less work does not appear to'be.a
very wise way to convince the public that more pay is justified. Dur-
. ing the past two decades faculty have been able through argument,
I : persuasion, union contracts, and a supportive public to have sizeable
S salary increases in many community colleges while at the same time _
_having their teaching loads decreased. These actions have be
uneven across the country, and in fartoo many instances salanes are
dxsgracefully low, Neither of the extremes — hlgh cost or !ow cost of
instruction — can be justified.
- . 1t would be hoped that in the 1980s a balame could be achieved
whereby faculty salaries in the, commumty colleges would be respect-

" able and tomparable to those paid in the state colleges. At the same .
time it would be expected that the teaching load would reflect that of =~ , -
the teaching-centered institutions.” To attempt to emulate the' = '
“teaching load of the research university is unjustified and tenﬂs to’

- refute the philosophy of the community college. If the commxtmem,_ is
to quality teaching first and foremost and not essentially to scholdrjy

S - research, then the teaching lodd must reflect this commitment.
Faculty from all instructional areas of the college should be'in-"
volved in the determination’ of an acceptable tcachmg load by

-
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‘ mstruuxcmai t‘xeld Toi tmposeﬁ ﬂat definition by board admm:stra-'
- tion, or state office edict.is unacccptable and ymworthy of a manage- .
- ment policy, As resources may decline in the 1980s, colleges should

plan ahead and reach agreemems concerning acceptable instructional
costs as they relate to teacher load and student-teacher ratio.
Committees of administrators and faculty will bg needed to study,
‘analyze, and recommend supportable solutions. It may well besthat
those colleges having a flat tweélve contdct hour teaching load,

regardless of the subject taught will find such a policy to be unaccept-

-able if and when funds are curtailed. The same question can be raised

. on any across the board figure. Different sub;ects lectures,
laboratories, remediation, and other variables require “different
. amounts of time and energy in preparanon and teaching. To apply a
flat teaching 1oéd figure to all teachers is simplistic and approaches
an absurdity. -Faculty mcmbers themselves must- play an active,

objective, and .mature role as.to what constitutes an acceptable

o teacher load by instructional area and by type-of instruction.

Cﬂmmumxy and legislative understanding and respect for facul-
ty productivity will certainly help develop and maintain a climate, of

sypport for sutﬁcsem funding to° provxdc professmnal salaries. The

sfcady drop over the past few years in faculty salaries when compared

St / 16 other salary and'cost of livifig increases canniot be condoned. Th¢
Chmmcle of Higher Education with regulanty has shown this grow-

ing deficiency in faculty purchasing power.

- What does it tell higher education? Many:comec‘turcs can be

made, but whatever the reasons may be,. the discrepancy ‘must not
‘Lontmuc’ Higher edu/caﬂon the community colleges, must be
prep ared for tkhe changes in the 1980s, and must be respected for their
contribiitions to society if their staff members are to be properly
remunerated. Open and visible internal conflxcts ‘self-serving actions

-and pronouncements, declining productmty, a decrease in or failure
to. improye edutational quality, instructional inadequacy, or. -

obsolescehee, weak leadership, board factional dxsputcs and other

- difficulties all contribute to a negative image within the community, K

within the state, region, and nation. It is essential that the community
colleges accentuate the peositives, for there is no other segment of

education - clementary, secondary, or higher — which has the .

potential@o serve the public as well and as excitingly:
THE SUPPORT STAFF |

A major element of the college whxch must be fully involved as an

" equal partner is the support staff. Whatever the individual’s role may -

be, the p;.rson s value 1o the college and. to the educational program
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is mdxsputable. .The sw:tchboa:d operator, the su:rctary. the

laboratory assistant, the groundsman, the custodian, the’ engineer,
‘the watchman — each and. cvcryonc réflects- by his ar hcgr actions &

commitment o lack thereof 16 the college. Their contacts With
students and with the public may be more numerous than most of the

members of the professional staff. Their attitudes. as expressed to the ‘  |
public. may. become the attitudes of “the public (owards.the college. .. -

The quality of their work reflects the demands for quality within the.

' c.oucge Conimunity vxsxtm}s will quickly gain an image of the college’

by the appearance of the grounds, the buildings and the laboratories, .

““or from the reception received by, the. rcecpuomst of*by a secretary.
ese persons from partxcxpanon in those discussions
the future of the college isshortsighted, insensitive, -
~will be jiist-as concerneq and effected by the

‘ Lhallcnges of thé 1980s as will ‘the faculy and administrators.. '
7'~ Committees, appointed to discuss -reallocation of resources, -
*. budgets, and policy changes spould include Tepresentatives of the -

To exclude

support staff on a full participatory basis. Their inclusion will not'ona
ly be.beneficial to the committée discussions, but, will help climinate

. <onjecture and rumor based upon xgncrancc, Suspiexom and fear,
_Their mvolvement in“the decision-making processes of the college’
“will affect meas bly their inferest in the institution, their commit-

ment and thcxrf ing of chumy These attributes will be'returned to
the coliege many times over in terms ot’ quality-of work, pride, and
positive comments within the community. Admxmstrators and facul-
ty who take the support staff for, grame&. ‘and treat them in a’

.+ pdtronizing manner are both mscnsmvc to and unaware of the very'
* significant role these.individuals play in the overall quality and image *

of the institution’s total educational program: Their understanding
of the college, and théir commitment tp and pndc in the college are -
essenual for the éommg decade. : « .

-

POLITICS

Educators don’t hke 10 thmk of thexr institutions as part of ‘the
political picture, but in all reality they are. Faculty members may try

.to avoid thijs fact of life at all costs, but faculty are engaged in politics
' when they become involved i-n board elections or salary negotiations
" through their various organizations. The-college board and staff de- -

pend upon the local politicians for support whenever there is a tax or.

bond election. They depend upon the state pa'finc:ans, both ex- -

ecutives and legislators, when it is time to argue for state funds. They’
depend upon their congressmen during those times when federal

. h\‘—/l/ 3 -
: Lo
e SF e

2

P
Fae

*

B
;

¢
/s

legislation may or may not be st for their colleges. It’s a

_,‘,’.““‘\_‘ i L

P K
.

s

;

. .
P

4 L
FA ¢



-

LS

fal

real contradiction to observe the chameleon-like colors of college ™
personnel when it comes to,the word “‘politics.”’ The colleges pro-
bably couldi’t exist withoyt the support of local, State and govern-

- ment exécutives and legislative persopnel. The more the private col- -
leges seek state and federal funds, the more they are gaing to realize
that the same facts of life apply to them as to the public colieges.

-~ The point of emgphasis is that the prsident of the college 4vith

- assistance from the board, staff, and students muss plan and develop
a strong, ongoing program of education for the goliticalforces which
comprise the decision makers-in the local, state, 'and federal govern-
ments. Support from these élements of government will beé essential
in the 19805 as they have been-in the past, only more so. Data which

-are clear, factual, and at. all times accurate must be provided on a

continuing basis. The rumors and misconceptions about community .

. weolleges must be eradicated by replacing inaccuracies with accurate
and pertinent data. Politicians are swamped and bedeviled with piles
of paper and reports which will never be read. Simply sending a

~* report to a government 6ffice is a waste of both timednd money. The

people to, be educated must be approached either directly or through
their aides, and the college representatives-must be sensitive to the ac-
ceptable approaches. Entertaining public officials for pressure pur-
.« posgs is‘generally fruitless, and may in fagt be destructive to'the col-
lege. For most community colleges thea ptimum procedure is to

' - ’estab'lish_ an informal relationship based upon candor and integrity
. between the college representative and the official. The college presi-

dent must know which board members and staff are involved, and
stiould be the person to determine such invalvement. Involvement by
- 100 many staff or board members can turn a good or potentially
. good relationship into a negative one. This emphasizes again the im-
‘portance-of mutual respect and undgrstanding"betwecn faculty, ad- .
" ministzation and board members. f " -
. The education of the governmental officials must be a team’
effort where there are few, if any, contradictions. If more than dne
college representative is involved, there should be clarity of com-
munication between those involved so that the contacts will be
mutually supportive rather than confusing. The constant complaint
from Washington, whether it comes from Senators or Represen-

tajves, is that they are not contacted by college officials or facui%ﬂ) . .
r

The same complaint is registered by their respective aides. They a
contacted by the lobbyists of the various higher education organiza-
, tions,Yincluding the American Association of Gommunity and Junior
Colleges, on a regular.basis, but that is not the same as having some-
- one from an individual college stop in and visit about the specific col-
lege programand needs. Similar procedures apply to the state.

¥
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lcgisiamrs' 1f a legislator, mayor, councilman, gothcr official is -

© -apenly; cgncal of the community college concept, and the criticismis; = .
falsc ‘who is ffsﬁmmxble” Generally the college representativgs must =

be Meld accountable for the official’s ignorance. Community conege

board members, administrators, and faculty must understand the in-

. creasing importance of educating those decxsxon makers who affect
.. the-educationgl programs of the colleges,. and who affect the futures’
of the millions of students who attend. This must assume one of the
*highest pnormes among those assxgncd to the prcsndent by the baard ‘

Ygee e .-

~

Communtty Relaticnships e L

Commumty involvement and eommumcanon :s a rcsponmbthty
of all community college staff members, A continuing. criticism’
within the college staff is that the collegc is. not understqod “by the

community. If true, and evidence is supportive of the truth, the -

responsibility must rest with the board, president dnd the total staff.
Are Jthe counselors in continuous contact with the high school

courgselers? As ‘competition for these students increases the high ~

school counselors will play an even more sxgmﬁcant role in advising
students which collcge to attend. ‘Are faculty in continuing contact

with both high school teachers and four-year college faculty as to,

what is being taught and what will be expected? Are occupanonal
faculty maintaining’ an “ongoing relationship .with the respective
business, industrial, prafessxonal and public service grohps? Do they
-know what the col}cge does or could offer?- . s e

A commumty-omntcd education program, broad and omplcx.
is, by its very nature, difficult to comprehend:’ Iromcdllyi far too .
many community college staff members are’uninformed and far toa -
many ignorant.about the total program. This is true, as well, of some
administtators who have isolated themselves into a confining and
very limited philosophy and viewpoint. It may be most serious. with
board members whose ‘only real contact.is a monthly meeting which
could be limited to business transactions. The internal difficulties of
comprehension are magnified many times by the great breadth-of in-
terests within the community. Educating this community cannot be
left _to chance or to an-intensive-campaign when 4 tax or bond elec- -
tion is forthcoming. The e:ducatmn must be continuous and.all staff .
and board must be involved. Leaving this communication up to the
Public Relations Offices. if there is.one, is a.real cop-out and can.

backfire, because too often such offices use a hard sell wifich is h
destructive to the overall image of the college. '
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Relationship with State Government

The same philosophy of continuing communication is required with-
respect to government officials.” The State Legislature is pressured
from all directions. Commuriity colleges have too often followed the
pattern-of the hard selb at thos¢ times when they want more.money.
“from the State. Legislators who have.been involved in the dollege on
a Lommumg basis will not_have to be sold it' they understand and.

believe in the quality and cost efficiency of the college. Agaih these

lq._,xslamrs will be increasingly pressured by.the public schools, the
T stamcolleges, the state universities, and the pfivate mllcges and.
smes for funds The {9805 wxll see a real fight for money to

7 collegesbe’ wgh respect to edumtmnal pnormes and. whcre
ucation be with respect to all of the other priorjties, There is an
~“educational job to be done with the leglslalors an a continuing basis.
There is an- educatmnauob 1o be done with the executive branch of -
government and the budget bureau on a continuing basis. These are
top priorify requisites for understandmg and support. Hopefully the
boajd, admmlstranon faculty, students, and leading citizens can be’
involved together in this essential communication. There is no way
that contlicts within the ¢ollege will help this communication,: It
would seem only logical, and from a common sense viewpoint, that
the faculty, adzm,msxrauon, and board conflicts would-be tempered
and resolved for the benefit of the college and the c.omt‘nbmty during -
the 1980s. Can and will this challenge to these groups be
accepted, and can they, by working together and Irstenmg to one
another, resolve their personat ambitions and self interests so fhat the
college is viewed externally as a cohesive instit txon commtted to
‘quality education for the total community? - - o

r

~

CONCLUSION

. The integrity of Iht. institution is much mere complex and greater -
than financial integrity. The integrity of each group — faculty, ad-
ministration and board — creates the integrity of the Lollege Even fur-
ther, the personal integrity of each staff member is one of the
building blmks within the college’s integrity and image. Individual
and/or group failures create cracks in the edifice which, if too many
or too serious, may well destroy the viability of the college. There
have been far too many media-~covered instances of self-serving ac-
tions by board members, administrators, and faculty members to
ignore the seriousness of such actions on the college and on the image

- eof Lommunxty colleges in gcneral People are prone to paint wnh a

-
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broad brush to attack the whole when only a part is affectcd with an

- ailment, to lump the entire group together because of the deficienties

(93

of a few. Commurity colleges as a group in a state, apd as a gmup
nationally will be competing for priority recognition with'respect to ~
state and federal funds and legislation during the 1980s. The com-
petition will be extreme. The posture and image of the collegcs as a
gmup wsll be all important,
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- wdiich must be faced up to and accepted by the
tion, faculty and support staff, this will be one ‘of the most difficult.

The ¢hianging students with their changing interests and needs, the
changmg community needs, and the compennon ‘for funds will create

b

.~ CHAPTERS

. 'ALLOCATING RESOU‘R¢E§

’ .

" Accountability, *pfoductivity, and cost effectiveness are inter-

: '.:iciated' with the allocation and reallocation of resouices. This will ap-
ply to both staff and ‘Hard resources such as mo;f@y, equipment, and -

facilitics. As with the other major challengesalready mentioned
oard, administra-

continuing problems for the c¢ollege in its allocation of fesources.

\\\\

annual basis with the understanding that the proposed budget will
reflect the master plan. The board has the right to expect: that the
budget is more than another mcrcmental budget which is composed

primarily of additions to the past hng items in accordance with infla-

tion. The master plan should be based‘upon the accepted mlSSIOh of
the college and should include the following data: -
A. Objectives of the college as ;elated to the mxssxOn or
philosophy of the college; g

B. Expected student enrollment, and student pmfxle by age, '

r

- Community colleges which havé produced master plans for five or
fen years will find that these plans will have to be updated and revised
‘on an annual basis. Colleges- which have not formalized such master
. plans will fmd it necessary,m do s0. Boards should adopt policies

sex, interest, preparation, and nced (other demographxc y

~ data may also be desired); ", .

C. Expected student enrollment by subject fxeld locauon of ,
. class, and time of class; .
. D. Curricular and course content to sgrve the studem mterests
 and needs;
E. Faculty, both full-time and part-'nme as needed to provxde
the instruction and student services;
F. Admxmstrauon to provide the leadership, management and..-
superwsmn S ; (
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Support staff to provide the needed services for the college;
Equipment and facilities to maintain ongoing and proposed
- new programs; o D L
* 1. Estimated cost for the total educational operation;
' J. Estimated total revenue from existing sources as predict-
‘ able; ‘ S . o
K. Discrepancy between estimated costs and estimated revenue;
- L. Recommendations for solution to the discrepancy.
From such an annually updated plan the president and the staff :
- -can discuss with some objectivity resolirce needs in terms of personnel,
- services, equipment, and facilities. The resource needs can be com-
- pared to what are presently available, and the variances discussed as
. they relate to the aliocation of resources. : / |

-1

PLANNING RESOURCE ALLOGATION ( .
Changes in curricula and services, even though they may appear
- minor, are complex and fraught with emotion. Change is disturbing
. to many and feared by others. A reallocation of resources may result
in the elimination’af a'course, a full curriculum, a student service, a
laboratory or even & building. In multi-unit districts an entire campus
could be closed as has been the case in so many public school
systems. Survivalism is an intense emotion, especially when there has
been'a great decrease in the number of available positions and an in-
"~ crease in the number of persgns formerly employed in four-year col-
leges and universitigs, who are now and will be seeking positions in
the community eolleges. ’ " . ' o
~ 1t is particularly important that the entire staff be represented
" “and involved in any reallocation of resources, whether it be funds,
- personiel, or space. Decisions made in the ‘absence of participation
in the.discussions by those staff who will bg-affected by a change in
resources epitomizes insensitivity on the part of the decision makers.
Wich actions. trigger anger and open hestility from those affected,
and a ripple effect of sympathy and growing hostility throughout a
staff can’be expected. The failure of the decision makers, be they ad-
ministrators or board members, to ariticipate what their actions may
“set in maotion or wh¥st their actions will have triggered is an indict-
ment of their leadership ability. ,
" Community college boards and staffs ‘will have to acknowledge
the fact that if the colleges are to provide community-wide educa-
tional opportunities during periods of change, there will.have 1o be a
continuous study and analysis of the present use of resources. These
studies and anulyses will have to befollowed by recommendations

-
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for a reail&etion of defined resources. The recommendations will
then have to be analyzed with respect to the pros and cons for each
~fecommendation, The final decision must then be made as it appliés
to that recommendation which best serves the mission and objcctwes
of the college and the needs of the students and the community.
These decisions on the reallocation of resources will be extreme-

. ly difficult during the 1980s. The challenge to the colleges is to accept

the responsibility, and to have this acceptance understood and sup-

. ported by the board and by the staff as a whole. This will not beeasy,

to say the least. The entire process must rest on full communication
and trust among faculty and between faculty, ddministrators, and
board members. All must understand that the coliege is for the pur-
‘pose of providing educational opportinties for the youth and adults
of the community, and not for the personal welfare of the board of
staff. This is a demanding requirement and one that cannot be con- -
sidered simplistically. The process may well start out in a profcssxonal

- manner and continue in such a posxtxve climate until someone’s posi-
- tion, a program, a building, a campus is thrcatencd At this. time the

emotion of survivalism may well become a dominant force and pro-
vide a counter threat to the possible implemé&ntation of any realloca-
tion planning amd recommendation, The fear and emotion stimulated

. by the concern for survival may in turn be channeled into political ac- |

tions aimed at pressuring, before or after a reallocatmn dccxsxon,
those responsible for the decision.

This political pressure may come from many persons: those
directly affected, professional aud labor organizations, citizen
groups, the media, and government officials. The board, administra-
tion, faculty, and support staff should be sufficiently astute to
foresee spch possibilities and to have planned in advance how such .

.attacks might be prevented or blunted. Theoretically if the planning

process for a reallocation of resources is based upon qpén discussion
and statf involvement, and if it i§ understood that changing

‘ allotmems of resources are essential for the continued well being of

the college, the decisions made will have a much better chance of
standing up to vested interest and political pressures.

Examples are numerous throughout the country of situations
where a board, a president, a dean or a department chairperson has
acted in an insensitive, arbitrary, and even arrogant manner in alloca-
tion and reallocation situations. The resulting disruption, generally

- destructive both internally and externally, damaged the college’s im-

age as well as those of other nearby community colleges. The Chroni-
cle of Higher Education describes such cases with almost weekly
regularity, <Of gourse, the converse is true and perhaps even more
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_serious. Those institutions - which faﬂ to respond m the need for

change or resist change in order to retain peace and quiet are guilty of
“not serving the needs of their changing students and communities. .
"They are guilty of maintaining a status quo for astaff at the expense

«of the students the staff is supposedly servmg Neither of these poles
is aueptable today. Certainly they won’t be dueptable for the com-

ing-decade. ’ . -

The last comments app!y directly to the commumty college as
the needs for academic transfer, occupational, deve!opmental
continuing, and overall Lommumty education change in their mix
from year to year. They will also apply to changes instudent service
needs, especially as they relate to counseling and gujdance. They will
apply to changes in teaching methodologies and)learning media.
They will apply to insthwtional research. They will apply to the grow-
ing, needs for upgradmg and/or retrammg an aging staff. They will
apply to an ever increasing cost in the utilities and maintenance for
the operation of the college plant. The individual person or the group
of persons who may tend to be isolated on a campus are usually
unaware of these complexities. This lack of awareness only fosters
anger and hostility when their parmular world of isolated self-
interest is affected by even a minor change in allocations. This
highlights -the need for open communicatior and education of the
total staff as to what is and what can be expected. Perhaps some ad-
ministrators and. boards would, us®his method as an opportunity to
warn gxcessively, and that is a danger to avoid at all costs.’ The facts
must "be available for study, discussion and analysis. Exaggerated
statements presented afs/%ts are worse than no facts, and when
resented as facts are &n indication of a lack of confidence in and
‘espect for the staff. The same conclusion can be reached when in-
complete or exaggerated facts are presented to the board by the presi-
dent. Withholding pertinent information for whatever reasons is not
conducive to mutual respect and the loss of this essential part of any
reallocation process is a major defeat for the process itself.

The allocation and reallocation of resources goes far beyond the
community college as a smgc entity. The process, as described is cer-
tainly difficult within the institution, but the dxfhculty is compound-
«d many times over with respect to the institution's relationships with
the rest of society.! The siggle community college within a multi-unit4
district faces the problem of a continuous study and analysis of the
allocations within the district as a whole, One campus.may change
markedly in demographics and face ma;or changes in program and
staff {0 rospond to student needs. These changes may result in addi-
tional costs of construction per full-time-equivalent’student and the
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éxtra funding may have to come from other campuses. The com-
munication problem will now become-much more involved as it in-

clades district-wide changes and proposed shifts in resources on a
priority basis. Well-documented data are even more essential for

such changes than they were for the single college. The involvement

of staff from all, affected campuses for the purposes of study,

- analysis, and discussion is a given and cannot be overcmphasucd

These are the persons who will ave t he responsxbxhty fo ;Axplmnxng
the problems. and the recom ed actions toQ their campus
associates and this is and will always be a difficult task. It is doubtful

that rhany, if any, multi-unit districts will ever have similar campuses.

within the district. Further it can be expected that these differences
will become greater as the communities within the distric change
These possibilities reemphasize the importance of community needs
analysis studies on a continuing basis. These challenges will have to
be faced by the boards, chancellors, campus heads and staffs in order
to adjust their programs successfully during the .1980s.

DUPLICATION OF EFFORT

“State offices for community colleges are questioning more directly’

thqse institutional curricula which may appear to overlap or
duplicatg one andther, especially when enrollments in the curricula

are minimal with high operational costs. The autonomous actions of -

the past tw&nty years when community college boards and staffs in-
itiated programs as they wished may well be over for at least ten t
fifteen years. Curtailment of state funds will not permit unjustified
program duplication unless the local district is willing to assume the
extra cost. The latter is a doubtful circumstance. The possible curtail-

ment and/or elimination of curricula, especially those in.the occupa- -

tions within regions where there is evidence of costly duplication, will
require cooperative efforts on the part of the affected colleges. It

would be hoped that the respective boards and staffs would assume -

the responsibxhty to study, analyze, recommend, and act in accor-
dance with whatswas best for the colleggs as a whole. This may be

asking too much for again it concerns survivalism. If the colleges ‘

don’t act, sooner or later a state agericy will assume direct action and,
by default of local responsibility and accountability, become the ex-
ternal decision maker. The responsibility for such state intrusion
must for the most part rest with the local boards and staffs.

) J

The desire for én‘open space, multi-acre campus was prevalent
following World War II,with the myih that a minimum of 100 acres
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was needed — most of which was for parking and grassy vistas.
Many colleges opted for 200, 300 or more acres. To maintain these
spread-out facilities will bécome increasingly costly as utility costs
spiral upwards. A major challenge to the administration will be to ef-
fect a space utilization that is affordable. If campus enrollments
decline due to both predicted réasons and commuter problems, it =
may be necessary to close off some buildings, and schedule classes
more tightly in the remaining buildings. Room and seat underutiliza-
tion becomes a major cost factor with respect to both utilities and
maintenance. Higher education as a whole has been and is guilty of
scheduhng classes pnmanly between 9:00.a.m. and 3:00 p.m. and
~ again between 7:00 p.m. and 10:00.p.m. Ratxondhzatxons are many, °
‘ but these may prove to be unacceptable if resources of studems and
e “funds are curtailed.

| Just as staff load and staff-student ratio are major cost factors
so also are facility space per full-time-equivalent student, room
utilization, and seat utilization. These use factors apply, to all
facilities, not just the classrooms; the library, lounges cafeterias,
laboratories, shops, etc, must be inciuded in the use analysxs data and
the data incorporated in the budget process. Unused or underused
. facilities create a negative climate on a campus for thsstudents and a
negative image for visitors and for the community. A visible trend
towards such an eventuality should be discussed by the administra-
tion and faculty and recommendations for solutions presented to the
board. It would be hoped that.necessary actions would be taken prior
to the eventuality in order to, prevent a loss of student and staff
morale. /

COMPETITION FOR RESOURCES

Compounding the allocation-reallocation process' further are the
problems of competition for students and funds in the higher educa-
tion community. This competition is increasingly prevalent within
public higher education, and also between public and private colleges
and universities. In the 1980s all indications are that there will be a
dc.uease in available and potential students and funds. How does
h:ghcr education as-a whole, and how do community colleges in par-
ticular, plan to handle the problem of declining resources? One
method is autonomous action and survival of the-fittest, although
there could and should be a major question raised with respect to the:
word ‘‘fittest.”” A second method is rigid state or regional control of
public institutions, and, if the private colleges continue to seek and
receive state tax funds, the control of private colleges as well, all
through a state board of control for all of higher education.

4
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Nenher at thcsc methods is acccptabic for the commumty col-_

leges or for any part of higher education. Flagrant salesmanship and
unethical competition is an insult to the profession and to the people
served. Authoritarian state control.could well destroy the-diversity of
higher education, and in particular the community based philosophy
of the community, cnﬂcgc ‘The answer seems to lie, as before, with
the boards, administrators and faculty of the ¢0Heges themselves.

Comment is prevalent, in state capitols and in Washington that state
and federal legislators do not grant higher education the same priori-
ty ranking which was granted durmg the growth period of the past
twenty-five years., This decline in pnonty will have a measurable ef-

-fect upon the state and federal resources allotted to higher education.
The growing antagonism to6 taxes in general is sufficient cause for-

concern, but-when this is combined with a predicted decline in enroll-
ment in higher education the effect is multiplied.

It would be hoped that those in higher education could get their
act together and present tH the-public and to the legislators an image
of cooperative effort for the continued development and xmprove-
ment of  quality educatign. Sych an effort. will require. those
r¢presenting any one type bf institution to be familiar with and to
understand the philosophy, objectives,and problems of the other
types of institutions. Is it apking too much for boards and staffs to
have some understanding of the totality of higher education and of
its complexities? There,appears to be little understandmg of or sym-
pathy with the colleges of a different type. This ignorance creates.ar-

-rogance in some afid defensiveness in others and adds to the false
status and hierarchical symbolism which is prevalent among board - |

members, administrators and faculty. True status has nothing to do
with the type of institution. It has everything to do with whether or

- not the college is committed to and fulfi xllmg its mission with a quality

educational program.

Direct or indirect changes in mission without forthright
statements of changed intentions are occurring in the recruitment of
students and in the addition of curricula. These expediencies are ex-
amples of reactions to the need to survive regardless of the educa-
tional consequences. Media advertisements for the recruitment of
students raise. questions about the integrity of an institution and of
higher education as a whole. These images are not conducive to

* either expanded or continued support by the state and federal

legislators as they make their decisions on allocation of funds,
There are millions of undereducated and other interested adults
who would profit immeasurably from educational opportunities in

our colleges a{lg_tx_xli‘visitiiThrough broad needs analysis suerys
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of our communities the institutions could cooperatively develop an
extensive program of continuing education which would utilize the
best that each college has to offer. The community colleges because
ot their experience in local communities should assume the leadership
in this undertaking. It is part of their mission éqd should be pdrf of
" their commitment. It is doubtful if any othef’ type of institution
-would or could fulfill the responsibility, Tk;g"iour year college and
pniversity faculties are not generally prepared, philosophically or at-
titudinally, to support such an effort which would be concerned with
the general populace. The community colleges are, at least many are,
and all are on paper. In such a joint survey under the auspices of the
community college, there would be a description of needs from the
simplest form of remediation through postgraduate updating. The
colleges hopefully could assume their respective areas of instructional
responsibility and by working together find that there was more to be
done than they would have imagined.’

This kind of cooperation and educational service would assist

greatly in the allocation and reallocation of funds, personnel and

physical resources. The sharing of information could well lead to the
sharing of institutional resources with resultant major savings in
costs, and. especially in feagrs and trauma. This would approach an
ideal if the varipus college representatives could learn to work
-together through common surveys, discussion, analysis, and recom-
mendations which in turn would lead to acccptable conclusions.
Efforts such as these, permeatinig throughout higher education,
would eliminate much, if not all, of the almost inexorable movement
towardsggate control of higher education. State legislators are depen-
ding more upon the budget recommendations from the state
chancellors and state boards for budget allocations tg the various
types of institutiops and to the individual institutions as well. This
cannot be criticized if the colleges are not willing to compromise their
own individual interests for the good of the totahty of higher educa-
tion and of the constituencies served.
The allocation and reallocation of resources relates directly to
priorities, whether it be the single community college, the multi-unit
community college district, public higher education, or higher educa-

" tion as a whole. The determination of these priorities should be

primarily the responsibility of the respective parties in which there is
some commitment to the public and to the purposes of higher educa-
tion in general and by specific types of institutions. Legislators re-
quest this type of group responsibility and action. It would appear
that such efforts would have a positive effect upon legislators and the
local taxpayers when they have to evaluate the needs of higher educa-
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tion against the needs of the eclementary and secondary schools. It is
probably asking for more than can be expected to request the .
représentatives of the public. schcols and those fromhigher education
to study, discuss, analyze and 1o recommend what is best for educa-
tion from preschool through the graduate level. The backgrounds,
philosophies, and attitudes of the various rcprcscntatives are such

‘that communication, understanding; and reasoning might -be

extremely difficult. However, this must not be the case with the

'.reprcscntanves from the community colleges, the secondary schools,

and the area vocational schools. The potential and real conflict be-
tween these institutions hias been and continues to be an allocation of -
resources problem in states and in Washington,

_ The competition for students, funds, and programs has created
an image of needless duplication, questionable courses, and self-
serving staff very similar to what is developing in higher education
with respect to the adult programs. This competition, especially for
vocational education funds, has permeated state advisory boards and
the National Advisory Board for Vocational Education as well as the

~ U.S. Office of Education. As the percentage of students interested in .

employment preparation grows, in both types of institutions, the
competition may increase. That :enervating exercise would be most
unfortunate’and the problem to be faced poses another or rather a
continuing challenge for the 1980s. If the public is to be served well
with a proper breadth of occupational curricula respected for its

- quality by the employers, it is only common sense that the represen-

tatives of the respcctxvc institutions institute, develop, modify and
schedule their offerings in cooperation with one another rather than
in wastéful and needless competition. The costs in space, equipmeryt,
and personnel are hxgh Allocation of resources should be determined
on the basis of joint recommendations regarding who schedules the
class, and when and where it will be offered. Cooperative efforts for
the benefit of the local communities would be most refreshing, not
only to the public but to education as well. Such efforts would also
pay dividends with respect to joint follow-up studies of the students
placed in posmons wnh busmess, industry, the professxons and
public¢ service.

In the allocation of funds by the Statc community colleges have
been severely criticized for services they render. which may Be ques-

tionable with-respect to an educational definition. Ac¢cusations are

made that the community colleges have extended their services
beyond their accepted mission and objectives. These accusations
have been made by governors, legislators, budget analysts and direc-
tors, state chrancellors and boards, organizations, and “individual,
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citizens. They have alko been made within the college by members of
the boards, administrators, and faculty, What is this basic chaltenge
to the wmmunhy college? In simplistic terms’it concerns whether or
not the college is a social institution which provides social accom-

‘modations to the students at the expense of the taxpayer, especially

the state taxpayer. Does the college within its autonomy have the

“authority to schedule classes in macrame, belly dancing, astrology,

‘baby sitting-techniques, and on and on? Does the college have the

responsibility to serve as a **Half-way House'' for persons between

_ jobs, when there is no ostepsible reason given for enrolling in an

etucational program? Should the college be a social welfare institu-
tion in which it duplicates services which are provided by other public

- and private agencies? Should the college retain students for addi-

tional semesters who are indifferent and who are unwilling to accept

‘tesponsibilities for. class assignments? These are difficult and emo-

tional questions but they must be faced by the colleges as a challenge

‘to their integrity.

If activities are scheduled for enrollment purposes and for state

. funds instead of board and staff commitment, the actions are in-

defensible. If they are consxdered to be an integral part of the com-
munity college educational program within the college philosophy
and objectives, then they should.be defended strongly and critics
must be educated to understand these aspects of the college mission.
The competition for funds between the various governmental agen-
cies (local, state and national) is such that the community colleges
must rest their cases on defensible positions which will stand on their
own strength. It would certainly be advantageous if the community

-colleges of a state could reach-agreement on this sticky problem and

present a united front. For a college to foree the issue of autonomy
against the best interests ‘of the group and against the well-
documented facts of govemmex;tal agencies would appear to be ill-
ddvised and insensitive to reality. It could also jeopardize broad sup-
port which could result in a curtailment of funds beyond the specific
cases in question. It has been said that politics is the art of com-
promise. Community colleges are involved in politics at all levels —
local, state, and national. Their image of service, quality, and integri-
ty are essential to their success in the politics of resource allocation
and reallocation within government and society as a whole. '
FINANCE

The bottom line in any discussion of the future of community col-
leges is finance; How best should the community colleges be financed -
so that they can fulfill their mission as a quality, low-cost institution,
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established and maintained to provide an educational opportunity
for the youth and adults of the community? This qucstmn is being
raised by individual districts, by states, by, research studies at univer-

sities; and through a project undcﬁvay at the Brookings Institute in. |

Washington, D.C. The depth of these studies, completed or in pro-
cess, would render any partial dxscussxon gf the problcm in thxs
monograph superfluous.

The financing” of community collcges has been based on the

philosophy that it provide the first two years of postsecondary educa-
tion either at no cost or at minimal cost to the individual student and-
that in serving the local community thetre should be a division of _
~ costs, beyond those paid for by the’ student, between the local tax-
payers and the state. These pnncxplcs remain in effect throughout the
various states but the differences in practice are marked. One con-
cern is that tuition costs are increasing to the extent.that some
students may find it difficult to finance their education. The federal |

grants and loan policies.are certainly helping to alleviate the student

tuition problem, but a new concern is thg excessive default rate
among cammunity c.ollege students with respect to the federal loans.

‘Thiis high rate is giving community college students, as well as the col-
leges, a poor image of xrrcsponsxbxhty

' A second concern is the resistance of many local taxpayers toin-
creases in their tax rates for the colleges’ operating costs. Whether the
- colleges can reverse this attitude will depend largely upoh the respect
the community and students have for the college. Much of the
previous content dealt with image building and the basic quality and
integrity of the educational program, its staff and the college board.

. A third concern is the movement towards lower state taxes and
the comp!mat:ons this has for higher education as a totality and com-
munity colleges in particular. Curtailment of state funds for higher
education means increased competition for these funds among the
various public colleges and universities, and in some states between
public and private institutions. Again the respect for the educational
program of the commuity college and the value this has for the peo-
ple of the state will be a determining factor in the state funds provid-
ed by the executive and legislative branches of government.

.Funds derived directly from the federal government, founda-
tions ,gffts, and other sources are minor compared to tuition, local
and state taxes. There has been an ‘effort for many years for the state
to pay a larger share of the costs and this has occurred in some states.
However, there is a truism that with more funds there will be more
controls. With or without more state funds there is an inexorable
move towards mueased state involvement or outright state control of

—
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the community colleges. State boards and state chancellors are

establishing policies and management procedures which are man-
dating community college responses. The continuum from strong in-
stitutional autonomy to full state control exists and the move is

towards control. In many persons® views this is the major challenge

to be faced by the community colleges in the 1980s, Will the colleges

be able to resist an increased percentage o¥state funding? Will the ..

coll.cges) be able to resist increased state control? Is state control in-
herently dangerous for the educatipnal program of the individual col-

lege? Will state control usurp the policy-making responsibility of the .

local boards so that-the boards will become advisory only? Will the
state chancellor for the community colleges be in fact the real presi-
dent of the individual colleges? Will state control designate where
curricula are to be initiated, maintained, or eliminated? Will the

presidential appointments and salaries be determined by the state

board? Will there be a single state salary schedule for all faculty?

There are many more questions which could be asked and'the

answers to some just.asked are already yes.
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B " CHAPTER6 -
.~ ACCOUNTING FOR THE
'EDUCATIONAL RESULTS

, . Accountabxhty, cffcctxveness producnvxty and efficiency are
Y £ essential to any money- or energy-consuming organization whether it.
. ‘ is representative of business, industry, the professions, labor, -

\ ) ~ government or social agencies.. Education can be no exception for it

consumes students’ and taxpayers’ funds and its own energies in ob-

taining the necessary funds for the continued support and operation

: ' of the college. For government agencies and educational institutions
S S - to misuse such funds for the personal beriefit of staff is a form of ar- .
‘ e rogance and an insult to the funding bodies, be they students or tax-

~ payers. To argue that educational institutions cagnot be held

- accountable nor productive in the same manner as- business and in-

: dustry has some validity; but to argue against accountability and pro-

: ' ductivity as an infringement upon the rights of colleges and an in-

B | ~ terference with academic - freedom is an arrogance almost beyond
compreheénsion. Attitudes of this type only 'antagomze those external™

, forces which, through legislative and executive powers, may and do

= : make decisions which have controlling effects upon the colleges.

The colleges are not for the boards, or for the administration, or
for the faculty, or for the support staff. They are not there to provide
jobs for friends or to retain positions for incompetents. They are not
there to continue curricula. and staff which-are no longer needed by
the college due to declines in enrollment and/or changes in student
mix and interests. The community colleges,. in particular, are
available only for those students of the community which the college
has stated that it will serve. As the students change, the college must
change. As the\ needs of the studepts change, the college must .
change. The collgge board, administration, and faculty must and will
be held accountdble to the community and to the state-for meeting
these neﬂs in a mahner which is productive, -effective, and cost effi-
cient, :




+ . >

Past and present failure to meet smdent needs, as eyaluazcd by
various evaluating bodies, especially by state offices for commumty
-colleges or by state Offices of higher education, have resulted in most

- unwelcome intrusions. These intrusions have created masses of
paper work going both ways, masses of usable and u@_ﬁ}l&data,
and costly, time-consuming effarts on the part of bqth ¢ c:ollege
and the state bureaucracy. This cost has not been confined to mis-
spent time, but has also been reflected in the many additional
employees needed by both the college and the state office. The data
have usually been requested by a state board, by the legistature, by,
the state budget bureau, or by some federal offxce The duphcatxon

~-of data requests has in the past and will probably continue to be an §

! - example of state and federal bureaucracy at its worst. Sometimes the—"" .

' amount requested and the duplication defies'elief and results only in

anger; frustration, cynicism and a feeling of almost defeat. Leader- j
. ship and creativity, if not stifled, are certainly ¢urtailed,

v " Why has this happened? Why are there growing fiumbers of
state offices and state ghancellors for community college andfnr for
~ shigher education? One can conclude rather quickly that when ac-
countability, producuv:ty, efficiency, and cost effectiveness are.
suspect by those who control a major portion of the fundmg that
there will be quesnons asked and a demand for data and evaluatxon
of the data.

' Coiieges as a whoie,, along with community colleges, must
assume the major blame for these unwelcome external intrusions into
their operations. The belief in aytonomy is almost sacred and it
should Qe as it pertains to the educational program and the employ-
ment and evaluation of staff. However, this autonomy cannot be ex-

~ panded to include the right to waste funds'through a lack of respon-

- sibility on the part of logal boards admmlstranon faculty, and sup-
port staff. N

As an integral part of hxgher education, con}mumty colleges,

must be held accountable for their advertising and recruitment prac-

tices., When these are viewed by the other. segments of higher educa- ,

. tion as intrusive into their missions there is bound to be a reaction

" which is negative of worse. The same is true when state colleges in-

stityte programs which are duplicative of those long considered to be
the responsibility of the community L()ﬂt‘.gt. As .was mentioned -
prevmusly the conflicts afe most apparent in the scramble for adults
in c_ontmmng education, lifelong ¥earmng. adult educatxon exten-
sion, institutes for the adult Iearner and on and on.

The fear of su\vwal is a great motivator and a source of-
stugents, formerly ignored by most colleges, has become a new field
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- The tragedy today and perhaps for the 1980s is that’the services the
) - colleges, two- and four—ycar, offer will not be through commitment
. " and of quality, but rather through expédiehcy in order to qbtain ad-

' ditional operating_funds. Cases' are numerous where public and

_ from their respective institutions. Quahty is suspect as are the degrees
_reccwed by the graduates. ngher cdm.auon in the United States

~ must be protected from a negative image of expedient action, lower-".

RN ~ ing of quality, recruitment of bodies, needless duplication, and |
, . W " wastage of -funds. This,is the responsibility of higher education in;
N - - " stitutions themselves and should become an urgency before the prob-
R " lems of recruitment, duphcanon and survwal become cxaccrbatcd
L dirmg the 1980s. "

J . BOARD ACCOUNTAB!L!TY

* 5 Accountability applies to each board member and to each employee_

- of the college regardless of her or his position.  The board members
are accoufitable to the public for establishing the policies upon which
the college will function for. the educational good of the community.

- o The board is responsible for employing a president who will provide'

the college with the best possible leadership. The board is responsible

for employmg a quahty staff, and for approving a policy of evalua:

tion which will be sire to maintain a quality staff at all levels of -

employmenz The board is responsible fpr approving a t}udget within °

. available funds.which will reflect cost effectiveness, accountability,
~ efficiency; and produictivity, Without these board commitments, a

, . college will drift and be ‘another example to a state body for the need

.of state controls. Board planning for the 1980s will have to be more -

concerned with accountability than during the past two decades.
- ' There pr:obably won’t be many surpluses or uncommitted funds.
Each line item on the budget may well have to be examined carefully "
as to whether it can be justified and whether or not it is.contributing
to a quality educational program. If this is-not done, it may well be

. done by a state office which will, of course, take away the autonomy (

~of the local board. 7 :
If the board has fulfilled its responsxbxlxtym fmdmg and employ-
ing the right president for the.college, one who expects to be held ac-
. countable by the board, much of the budget concern on the part of
the board will be eliminated. The board has the right to expect the
president to plan ahead, to*be a futurist, to be fagnhar with up-to-

t
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© to be cxploixed In reali'ty this is long overdue. In hast years some -
. w‘\ . ) vcommumty coﬂeges were’ sufficiently enlightened to serve and, to -
TN - " serve well the adults of thescommiunity with commitment and quahty :

private colleges are schcdulmg classes in areas thousands of miles °
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date mamgemcm processes, to provxde the communication and
kddershxp to both'th€’board and the staff which are so essentiat dur-
mg a period of change such as will be faced in the 1980s. Through its-
‘policies, employment pragtices, and evaluative demrands the board is
accountable to the copenunity and to the state and this responsibility
cannot be escaped. As mentioned prevtously, this type of respon-
sibility and accountability mandates a board of knowledgeable,

- strong, confident individuals who ar¢ committed to the community

college philosophy and who have the courage and integrity to make

“hard and difficidt decisions.

One of the most difficult 1sions. is not only to employ the

* right president but to terminate the president, when it becomes ap-

parent that the president cannot provide the strength and quality-of
leadership needed by the college. Too often this decision'is delayed to
the detriflent of the college and the mmmunﬁy The time taken to
restore the college to its former position of mternal and external
respect is a heavy burden for all concerned. The same failure to act is
a weakness also found in administrators with supervisory respon-

sibilities, from the Lhairpuson through to the president. The ipability

of.community colleges to éstablish acceptable methods of evaluation..,
for administrators, faculty, and support, staff and to act in, actor-
dance with the evaluations, whether it be for-promotion or dismissal,
will not be an accepted deficiency in the 1980s. This will be another
major Lhallenge to be faced. o

PRESIDENTIAL ACCOUNTABILITY | o

- . LW
The president is accountable to the board and to the staff to provide

the leadership they have a right to expect. For the president to believe
or{o rationalize that presidential responsibility is only to the board is
a misconception. The converse is just as invalid. This dual account-
ability emphasizes the importance of presidential communication
with the board and with the staff, The president is fully accountable
for recommendations to the board whether they be for personnel,
finance, curriculum, facilities, or any other necded board action.
Accountability demands analysis, perceptiveness, and for the 1980s,
the ability to think and plan ahead. Recommendations made without
such thought and care are incomplete ahd are indicative of poor
preparation, ‘inadequate staff work, internal or external pressufes,
and weakness — or all such factors. This lack of strength of leader-
ship is untair to the board and to the staff as a whole and, where ap-
parent, should be corrected by the board through the replau,mem of
the president.

‘ Th; president is also accountable to the commumty served and

3
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to the appropriate governmental agencies for providing both groups
with a well- admmxstered, productive, cost-e¢ffective institution. It is
the: president’s responsibility to educate the external bodies about the
college and to educate the' college staff about those - exterpal
groups which have the decision' and . vote-making power to
- affect the future of the college. The president, not the publio rela-
tions office, is the key to this success and as such must be held ac-
countable. This function will be of i increasing importance in the com-
ing decade-as the community colleges pressure the local citizens and
- state legislators Yor increased financial support due to inflation even
though actual full-time enrollments may decline, The converse is alsd
true in that taxpayers and legislators may exercise increased pressure
gor more productivity in lieu of additional funding. The president’s
role will grow more demanding and more difficult. He or she will
have to have the cooperation, understanding, and support of the
staff in order to provide the unassailable factual information which -
- will negate the pressures from external power. groups.

- The college will not be able to combat such pressures if support-
~ ive data descriptive of productivity and cost effectiveness are not
available, Collegés which have been compiling such data for -
themselves for self evaluation and self correction are inthe forefront
ayd are fortunate. Those which have continued to recommend and
make decisions without hard data may be in for criticism and intru-
sion by presently or yet to be formed state controlling bo%rds The
board and staff should hold the president responsible and ‘account- -

. " able for having established procedures which will provide the college

with the necessary management data. The college board and staff can
then study, analyze, and conclude with a much greater sense of judg-
mengthe curricula for the students enrolled, costs which are defensi-
ble for the various curricula, personnel shifts, needed facilities and
equipment, and appropriate locations for off-campus classes.

FACULTY ACCOUNTABILITY

Faculty productivity and accountability must have as the first pnomy
an agreed definition of quality, No aspect of the college can be con-
sidered more important to the students. The prostitution of quality
for increased enrollment or retention of unachieving students makes
a travesty of the institution and its so-called educational program.
Pressures upon faculty to admit students to classes for which they are
grossly unprepared creates an untenable situation for both the
teacher and ‘the student. Pressures upon teafthers to retain students
for FTE purposes is just as much of a travesty and is a great disser-
vm. to the student by misleading the student as to his or her abilities
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- . in that particular class. There is, of cousse, the danger that the facul-
ty members will feel threatened with the possible loss of employment
‘if standards are maintained which result in the loss of class .enroll-
ment. Thjs is a dilemma which is beginning te face all colleges and’
universities, both public and prj&te. The problem must be brought
out into the open and discussed by administrators and faculty, To
lower standards in order to admit students to classes for which they
are jbasically underprepared and/or unqualified for enrollment and
funding purposes is not worthy of any institution with pride and in-
Vtegrity. To retain students under the same circumstances is just as
+much an insult to the faculty, the students and the community.
“Faculty accountability must be defined firft as the responsibility
for providing quality instruction in whatever class situation the facul-
ty member is teaching. “The same definition* wouild apply to
counselors and libraXans. Without quality of program there is little
need for the college. ’ o
Second, the faculty must be held accountable for. professional
growth in their particular field of expertise. This is more than siting
in summer classes or in travel excursions to-accumulate credit Hours
on a matrix salary schedule. The growth should be such that it is
. apparent to both the individual and fo the appropriate supervisor.

Third, the faculty member must be held.accountable for an
average acceptable level of productivity in his or hier specific area of
responsibility over a designated period of years. Such definitions can-
not be sfmplis:ic or imposed from outside but need to be developed
cooperatively between ‘faculty and administration.

Fourth, the faculty members should be held accountable not,
only for the quality of their instruction but also for the overall sue-
cess of their students who transfer on to a four-year college or who
are employed after completing an occupational curriculum. Follow-
up studies of transfers and employed students are essential to the
evaluation of a community college. If such students are not able to
compete successfully, the reasons should be found through study and
analysis, and the faculty 'as individuals and as a whole should and
must take the necessary steps to correct the determined deficiencies.

Although, as with the board and president, many other items

- may bé worth noting, a final accountability is of extreme importance.
All faculty should be expected to be committed to the philosophy of
the institution and to advocate this philosophy. Anything less may
well be interpreted by the observer as a feeling on the part of the
Faculty member that the community college is a second- or third-rate
institution. Of course, if the board, administration and faculty have
not demanded and supported quality, the institution may well be
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+second- or.third-rate and then there iy sufficient reason for an
apologetic attitude. Pride in oneself, in one’s students and their
achievements, in one’'s peers, and hopefully in the leadership of the
college are all reflected in the pride one shows in the college. This
pride will be miost important ‘as the coqmmunity colleges face th
challenges of the 1980s. It needs to be seen by the students, by
cross section of the citizens of the community, and talked about, to " .
the extent that it is heard by the power structure and decxsxon makers |
of the community and state.
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o CHAPTER7 - °
. CONCLUSION
Basic to insiitutiqﬁ;ﬂ planning and “dcvelo-;;hxent is a well fu;lc-

tioning office of msmutmnal research. The data needed by the ad-
ministration, teachers, ¢ elors, and the learning center pcrsonnel

.for their evaluation zind_ isions are essential for any college, and
especially f®r community colleges. These data are needed on a
regular and continuing basis to alert the staff to changes and to ap-

parent trends so that the college can anticipate and be prepared to

meet the changes as they develop. Reaction and crisis management is -

time-consuming, noncreative, and, disruptive for staff ard students

alike. There may have been some justification for this type of leader- |
ship during the growth period of the 1950s-1960s when all of hxgher_
education had a difficult time just keeping up with ever-increasing -

demands, and goney and support were generally available. This will
probably not be the situation in the 1980s.

. The challenge to the colleges will be to plan ahead, to bc aware
of, and to anticipate the pressures of declining resources, changing
student mixes and interests, more dompetition for students and for

funds, and a lower priority for higher education within the many |
other interests and needs of society. Universities and graduate i

students are giving more attention to the preparation of pérsons
skilled in institutional research and development. These persons will

be avaijable to administer the research offices on the various cam- -

puses and their gxpertise should be sought. The information sought
from the communities and from the students must be relevant to the

_ college and must be factual and usable. Such an office cannot func-
tion properly without well-qualified staff and without the. backmg

and financial support of the president and the board.

- Because all elements of the college will* require data which are_

up-to-date and valid, the diréctor of research should report chrectly
to the president of the ‘college. The president in working with the vice
presidents and/or deans will have a constant overview of the most
pressing research needs and can assign the research pnormes accord-

mgly
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A well -run, efficient research office will be pressured for data
trom the student services, mstrumonaﬁ and business areas and the
president will have to set the pnozxtxcs Information needed by the
college will be broad in scope and must be beyond those data
~ requiréd by a state or federal office. A real danger is that the office
could be overwhelmed with data requests of a trivial and overlapping

nature from governmental agencies. Such situations are common to-
day. Fellow-up studies, retention data, research on learning and
teaching managemem\nd technology, student characteristics, and
other needed institutional information decisions have to be redched‘
subjectively, usually as a reaction to some pressure or crisis,
‘With a planning philosophy and with appropriate data the 19805«
¢ould provxde&e community colleges with a great opportunity-19 -
_cope with cha in an mtelhgem and enhghtened mianner. The col-
legé climate could become one of challenge and stimulation for the
administration, sta¥f and students. The emphasis could be placed on -
student and faculty growth. The image of the college would reflect
this climate to the community, with resultant benefits. Staff congern
with the individual self could be repl :d by staff concern for the col-
lege as a whole. Quality would” become the top priority instead of
quarnitily. Any number of analogxe: dbound throughout business, in-
dustry and the professions. This isn’t’ necessarily -advocating
*Schumacher’s drgumem that *‘Small Is Beautiful,”’ but the positive-
-aspects of coping with the challenge of possxbly smaller enrollménts
can be exciting and rewarding if a futurist philosophy- based on data
and planning is present within the college staff and board.
Throughout this monograph references have been made
concerning the changing student population and the importance of a
continuing needs analysis stddyof the community served. What- will
the college staft do with the data from the study? This may be the
most profound question one can ask. Will the staff as a whole
analyze the datg and compare the tmdmgs of stated interests angd
needs with what the college program offers? Will the staff be willing
1o add, modify, or delete courses and curricula to comply with
' \angcs apd trends’in student goals and needs? Will the staff be will-
ing to modify teaching methodologies ac,cordmg to the varying needs
of the students? Will the staff be willing to schedule classes at loca-
tions and times other than what have been traditional? Will the board
provide the incentives for staff to grow professionally in order that
they can learn how to work better with the changing student mix?
Will the staft take advantage of the incentives provided for staff
" development? Will the board and staff auually be committed to the
" philosophy that the Lommumty college is both student- c.cntered and
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‘teaching-centered? These are basic challenges to the community cols
leges for the 1980s, If they are answered positively, many of the pre-
sent concerns and fears for the future and for survival will be
modified and many will be eliminated. If they are responded to-
negatively, the concerns and fears may well become realities.

As has been stated earlier, cooperative efforts among the com-
munity colleges and between the community colleges and other
educational institutions might have permitted the institutionsto have

retained their full autonomy and to have made those local decisions |,
. which were of pnmary importance to the college and the commumty

it serves, There is still time for cooperation, for xmproﬂs service to.
the local constituents, for stronger leadership, for board education

- and enlightenment, for faculty stimulation, for student retention and

achievement. These are the building blocks upon which a reputation
for service, integrity, quality, and education for the community are
built, The challenges for the 1980s are many, are exciting and potcn-
tially rewardmg, and are attainable, '
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