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PREFAcE.

The foUowingmonograph about the challenges to the commun.
ity colleges during the 1980s is based upon the author's thirty-five
years experience as a community college teacher, dean, and
president, and as a university professor with specific assignments in
coMmunity college education. Community colleges have been viiited
as 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 been
that of a consultant, evaluator, or visiting participant in a workshop
or conference. '

The vieWs expressed, the conclusions reached, and the challenges
r4ised are the results of past and present experience as well as an

':gttempt to look ahead into the-coming decade. No references hive
,. been listed but if those which have had an impact upon the author

Nirer.e to be listed would numt)er into the hundreds. ERIC
publications and list' of pertinent 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 interest in the commUni-
ty college and its future.



CHAPTE*11 1

INTRODUCTKIN:
DELINEATIONOFNISSUES

Higher education or rather postsecondary education,
public and private, is in a state of major change, s significant part
of 'this system the cchnmunity colleges are no exception, The ratidity
of change commenced with the end of WoEld War. 11 and has_Econ-
tinued without a.pause up to the mesent. Durinrthis period of,more,
than thirty years the community colleges have Mushroomed in both
nu bers and size, and have for the most part blanketed,the United
States.

The, growth in numbers of colleges and Size of institutions.

reflected the needs for the, services these colleges were committed to
offer to the hundreds of thousands of persons who previously had no
expectation for education beyond the high school, if that. These
'1-iew" enrollees Were in general not the typical college students.

They varied greatly in background, abilities, preparation, age, race,
and affluence. They had different interests, different goals, and dif-
ferent. motivations. Their presence revolutionized curricula, student
services, instruclional methodologies, and collegiate climates. Older
more traditibnal-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`voices though few in comparison to the new
voices, are still. heard, .still living in the past days of university
parallelism and emulation. The extremist vpices iileading for
academic purity, and those othe extremist voiEes, which plead for
servicestilvhich.ae more welfare than educational are in extreme con-
flict and are not strengthening the image Of the community college.

The 1980s will be a decade of extreme competition in poitsecon-
dary education for stlidents and for funds. Not only will the competi-
tion be severe within the higher education community, but it will be
even more,severe between higher education and the other service areas

t, of our society. What will .society establish as its' funding priorities
with respect to elionentary and secondary education, mass transpor-,



tation, housing, welfare, social 'security, defense, energy, crime, and
a all the Other services our society now expects from its local, 'State and

federal taxes? What Will be the role of the community college, 'and
how will this role bc viewed in the decision-making processes at the
local, state,,andfederallevelq What will the image'of the community
college be to the people it is supposed to serve? What will the quAlity
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, Ind by the colleges and
universities which accept the transferring Adents? As an institution
close to the people it is committed to!se1/4rve,,how strong will be 4S-sup-
port by.the ple who vote its ftindspThese are questions the com-
munity colleges must face and respond to durMg the 1980s. This
urgency must be understood by all concerned the boards of
trustees at the local Ad state levels, the administrators at the local
and state levels, the faculty members both) full-tinke, and part-
time, and by the studens served.

The colleges cannot drift, cannot m'ake decisions based upon ex--
pediencies, cannot use enrollment figures as the end. Too often today
colleges of all types are prostituting themselves by enrolling bodies in
order to maintain enrollments, The media have been critiazing this
action among higher education institutions, 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-
ininistration, 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 werg the
topics for discussion, and one 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 sMrvival sur-
vival of staff, program, b.uilding plans. Survival means funds and
funds mean students and tax monies. Lt is now just as*easy 'to be
preoccupied with the new problems of survival and conflict as it was
tkarlier to 12t,preoccupied with growth.

The essential element for the community colleges to face up to as
we move into the 198,0s is the mission of the institutions. There must
be a complete understanding within the college staff and boards, and
among the people to be served as to jusi whit the comMunity college
is prepared to do educationally. This clarification and commitment
must define the students to be servedr4he curricula' and courses to IN
offered, the costs t& he assessed.to the\ students, the tax, funds to be

2
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required, and the quality of Op program based upon the.quitlity and
expectations of the aciministration and faculty.' The fundamental question the colleges must answeris: Who are
the students the college is commitsted to serve within rts stated
philosophy? Much is written about the community colleges being
open-{loor colleges, people's colleges, democracy's colleges, colleges

* which provide an educationalopportunity for both youth and adults
regardless of educatioRal background, .collegei which iriet unmet
needs', colleges for the disadvantaged or have-nots, and colleges for
the new students. To many of the critics these definitions define
something lesser and some critics have compared community colleges
to educational slums. Community college' faculty andadministrators
have for the mciSt 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. Theconflict, between stated and

, unstated philosophies and staff ambitions has been and cpntinues to
be serious, even though it is probably submerged as much- as possible
on the sufface but may seethe with frustration and cynicism under
the surface.,

Do the community 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 leadership, the
faculty, and the board? Is this commitment understood and
respected by the community served., b the secondaw schools, and by
the four-year'colleges and universities? The t.erminology 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 a4ceptable as can be written. If this is
the true mission of the comnivaity college how-can it be implemented
to the satisfaction of the staff, the board, the community, and the
state and federal governments?

3
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CHAPTER 2
MATCHING STUDENTS

AN D PROGRAMS
A

4
There may be a major change in the student profile duritig

1980s but it is doubtful that it will be much different fronT today with
the exception that the average age of the students may continue to
rise toabove thirty. The babies of 1947-1960 will be in their twenties
and thirties and this population bulge will want additionaleducatio
of all typts.' 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 colleges as a whole compere more openly for the,tradi%
tional college youth, the community colleges may findit difficult if
'norimpossible to retain.their past and present percentage, of this
eighteen- to twenty-year-old age graup. Liberal arts colleges and state
colleges are being affected seriously by enrollmedt declines and are ,
searching for ways to replenish their enrollments. Most state colleges 9
and many private colleges have initiated technical vurricula which may
be completed in orie 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 theCom-
triunity colleges. There has been some comment here and there, that,
because of the empty space in stAte colleges and private colleges, they
should assume the responsibility along with the universities, for all
collegiate academic work. This may happen in.some geographicalloca-
tions where there are nearby two- and four-year colleges, and if it does
there will be a major shift in curricular emphasis in those cominunity
colleges.

The question to be faced concerns the mix of students who will
be enrolling in the 1980s and what educational program 4ill bineed-
ed to provide the educational opportunities sought, °both by the
students and by the communitY comprising the community college
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.

12
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A

THE.TRANSFER PROGRAM
.--

Tht primary emphasis on the academiceiransfer curriculum, which
ha's been the ae<epted position by faculor °during, the hisuiry of the

, junior, and now cOmmimity, colleges, wilirdiminish. This important-
segniont ois, the overall educatignal program, should not be
elimi9atid.'-,1t; is .essentiiii 'for thdse students vyho; b-e,Caugisf
geograptm have no other localiopportunity to.completethe first two'
years' ar a bacCalaureate program, Curtaildd enrollment -will
neceisitate a curtailmat in botlflareadth and depth of 'cpurse bffer-
ings ;and, ionsequently, a planhed reallocation of staff and physical
resources. Planning for such eventuaiitie§ should start now and
should invOlve the total staff so that there is full understanding,ofThe
piocess and the implications of pds-sible and necessary reallocations.

T,he maintenance of-a high quality strong academic program is
also essential for the image and status of the community college'as
integral part of postsecondary education. To transfer this entire
function to the four-year colleges would destroy the comprehen-
siveness of the community college, and would, to the staff and to the
comnfunity, create an image of something lesser in status. The size of
the transfer program may. decrease but it Must not be eliminated'or
be of lower qualify. 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
1980s as the Competition for these students intensifies. The communi-
ty colleges must have supportive evidence of the quality of their
academic work and the best evidence is the success of their transfer
students.

A major reason to retain the Liberal Arts is the importance of
these subjects for. all students, whether they plan to transfer or not.
The students in the technical curricula arld 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-
Merit and mental stimulation would indeed be barren and would
deserve a lesser image, if in fact they could be called a college or an
effective 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

6



trained for another occupation. The development Of such curricula
has been u*ren among the colleges and among :the various states.
The reaSoni would include lack of support by staff, lack of
.knowledge of community needs, lack 'Of Proper funding, lack 'of
knowledge of student ifiterests, and lock of ,qualitY Taculty and ad-
ministrative leadership. These reasons highlight the necessity, for con-
tinuing needs analysis surveys, of ,bdth studen anethe community
demographics as related to business, industry, rabor, the professions,
and the public services.

The increa'sei in, technical curricula have created 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
h4
andle as it relates to both personnel and facilities. Colleges have not

accepted.the responsibility for ongoing follow-up studies of their cer-
picate or diploma graduates with the result ,that seribus criticisms
have been directed by the employers at the occupational program
quality and, therefore, at the colleges If the college, will not conduct
foirow-up studies of .its product how can it evaluate the quality of its
occupational programs?

The occupational programs will be a major challenge to the
community colleges in the' 1980s. 'First of all, this will becomean in;
creasingly important segment of the total educational prograM in
terms of size and status. Mdre students will require up to two years of
,college for entry level iqbs in our ever increasing technical society,'
and the colleges must provide the educational preparation for these
positions.

Second and'more difficult, the occupational picture is changing
so rapidly that what is acCiptable 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 employer must be sotight on a
continuing basis and as changes are foreseen in course content or
even in an entire curriculum the college must be prepared tO proceed
accordingly. Of special importance is fly faculty -member and the
administrator. Both must b re of the changes and botif must
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 from
business, industry, the professions, and the public services, ,should
provide cominunity college staff members 1,911 the opportunityof;
summer employtnent or workshops for ins'ervice training. The rapidi-
ty of change throughout our occupatio# fields is escalating and

7



faculty, in particulai, cannot be expected to keep pace with the nvst
reeent develot5ments withOut the opportunities io participate in the

I. occupational field,
-

DEVELOPMENTAC PitOGRAMS

r
1-

Along with the growth .of 'the accupational programs ha s. been a
steady enrollment growth of under-prepared students for'. either the
academic transfer oryccupational curricula. In the early days \of the
junior colleges a three track system was common' one for the
transfer student., one for the occupational (vocation'al) student; and
one for the remedial student. The tatter students were stigmati d,
and discriminated against in that they were not permitted to r-
ticipate as active students in the' vartous stude- t acvitis. A iesset
stigma exigited with respect to the students enro d iq tVvocatfonal
curricula. It is not to the credit of the community ertll es that these
stigmas continue to exist although the discriminato9 actions have,,,,

'certainly deCreased.
One would have expected that aver tke past years ,there *ould

) have beenmajor breakthroughs in providing tihe assistance needed by\
under-prepared students td suceqd in the acadeinie and technical
curricula.aThe coihmunity colleges, in their open-door philosophy,
stress this function as orie of their major objectives. However, the
literature is limited wit4 respect to successful procedures in remedia-

. tion. One has to question the commitment of the cornmunity college
faculty, administration, and board to this Major objective and to the

/, open-door philosophy. If the commitment is not present, then it-is
fraudulent for the community colleges to enroll students who are not
prepared. to cope with the demands of the various courSes and cur-
ricula. If there is a commitment then the college must hay( a well-

. planned and well-financed developmental program in Which all
students, regardless of their specific or broad deficiencies may find
'assistance in overcoming their deficipicies. Noithing less ig accePtable
if the mission of the collage, as stated 'throughout our country, is to
have meaning. c

Enrolling under-preyared students in academic and:technical
curricula has serious implications for both the students and the col-
lege. If the standards and quality are maintained, the student will
have little chance, of success and will again become a defeated person
whose expectations were &flattered -7 as was probably the case in the
public schools. If the student is retained in the course or curriculum
and passed on the quality of the instruction becoines 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.

MI
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/Quality cannot be com'promised. Secondary schools have been in-

, creasinglY accused of this during the paSt decade and thcominuitity.
/ colleges CannOt and 'must not fall into the mix nap b retaining

students in programs in order to maintain enrollment.. '

It can be eiPected that' the percentage of under-prepafed
students of all ages will groW during the 1980s as the percentage of
the traditional] quallfiedohigh school sgraduale decllnes. This will re,

v..
quire a majoriffort On'the part of the connnunity college staff and
boards to es blish strong developmehtal programs with sufficient
budget.s.40 committed and'qualified faculty. Aceeptable methods of
instrUction will have to be researched and findings disseminated. This
endeavor may well be the major challenge facings the commhnity col-
leges in the ,1980s. In an ever-increaxing technological anyNittryice-
oriented society, our country cannot afford to have liolehtial
achievers continue to be underachievers because of the failure to
ai;ist them to realize their potential. "Each person's success enriches
us as a people while each person'SfaiTure diminishes us as a people."
In particular the college staffs and boards mast discontinue the too
prevalent attitude that such programs are lesser and perhaps Should
not be a responsibility of the college. Deans and department
cbairpersons mnst discontinue assigning the newest and least ex-
perienced faculty to developmental classes.

It is essential to understand 'that probably everyone needs
remediation or assistance ih 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
shohld be assisted to learn, and should be expected to profit from
their educational opportunity. However, Ole retention of persons
who fail to take advantage of the qualit3 opportunities offered by the
college make a mockery of the community pollege phllosophy and of
the local and state taxpayers who support the college with their

/ funds.

COMMUNITY EDUCATION PROGRAMS

The previous comments refer to the large number of adults who have
enrglled and will continue to enroll in the academic, occupational,
andevelopmental programs. However, there has been a burgeoning
enrollment of adults of all ages who have enrolled in Continuing
education classOs of all types for the pure joy of learming something
new, for social)purposes, for upgrading or learning new skills, for
mental and physical health reasons, and in the case of seniqr citizens
for the purpose of coping With aging. Santa Barbara City Cdllege has

9



pioneered ii these areas fo g. more than twenty years and has been
outstandingl suecasful in serving the entire.adult community. The
success can be ttributed to two major points: one, committed
Ithidership and two, nput from a broad citizen's aciviiory committee
represe9ting the, enti 'ommunity. A-third important reason is the
downtown Adult Edncano r which functions. frOrn 8 a.in. to
10 p.m. The Offerings aft not prescbed by the staff but ;le sche-
duled in cooperation with the advisory comniinee. lt is an example of
the college' listening to and serving the community. It is community
education at its best.. f

The, 1980s will challenge the community colleges to serve better
the community which supports them. As the bulge of people in their 4

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
thecollege offices without surveying interests and needs is an insult
to the people of the community. A further challenge will be the need
for and importance of ärticulatinhg the community coPese efforts
with those from the other .colleges, the secondary schools, aria
private institutions, such as the YMCA. As was mentioned previous-
ly, the competition fpr these adult learners will be intensified and the
danger of unjustified duplication will be increased. "Salesmanship"
and self-interest_actions will not go unnoticed+y the local populace
or by state 'funding agencies. This will be especially, 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 Irticulation.
Cooperating instittitions an serve their students and their const.
tuencies for better at les sost and better quality of instruction. Suc
efforts will not go unnqticed. kligher education will need such n im-
age of cooperation, bro service, and high quality as it competes for
funds along with the other 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 public and private education. Cooperative efforts
will broaden the services to more people and hence should contribute
4o the enjoyment of life culturally and socially for more of the'
population. This could be one of the descriptions of lifelong learn-
ing. 4/4
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ATTRACTING STUDENTS

MARKETING OR' W.ESMANSHIP?,

In the growth years, the ,e'ommunity colleges opened their doors to
the students wbo came tolthem. There were plenty of Youth and some
adults to rill the seats. The four-year college's and universities did the
same within their philosophies and admission criteria. This is not the
case today nor will it be in the 1980s. Seemingly all or alMost all col-
lges, two- and four-year, public t nd private, have found the adult
learner and have found a new fiel to exploit. The name of the game
is "marketing" although it might be more honest to c.all it
"salesmanship." In marketing will,the community cpileges fetain the
inte4ity of their stated milision, and will they honestly provide an
educational opportunity for those youth and adults who enroll? Will
the comMunity colleges rest their case on opportunity and quality, or
will they become so preoccupied with numbers ot students for sur
.vival purposes that both opportunity arid quality become-the forgot-
ten words? Will the salesmanship practices, become dominant Vith
the result that such practices bring in the enrollees where there is little
or no educational opportunity for them and where theifexpectations
are shattered? This typekof enrollment of persons within" the coin-
Munity damages the credibility kif the college in the eyes of both the'
community and.the faculty. Neither anticipation or quality of pro- .

gram is realized and enegative image of the institution is developed
which is reflected in votes by the local citizens and bY the state
legislature.

True marketing must'be understood by the staff and board, and
by the state offices for community dolleges; There must be a con-
certed effort on the part of the college staff and board to determine
_those educational needs in the comthunity which can be met by the
community colleges and are not being met at the present time. In-
terests and educational needs of the youth and adults, as welt as those
needs in jhe ptiblic.services, health services, business, industry, -and
labor-Okhin the coMmunity served must be determined. This may be
done through needs analysis surIveys, social indicator surveys, ad-
visory committees pf interested and concerned community par-

.
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'tiCip.ant, oreven through contracts with, the Gallup, Harris, Seid-
linger, or other sitch' opinion survey organizations. The literature is
not rich with such procedures, although recent comments would in- !

dicate that.there is a growing awareness of gross-deficiencies in seek-.
ing out the opinions of those' thei colleges are supposedly serving.
Staff never, should have and certainly cannot in the 1980s sit Within
the confines of their campuses and 'prescribe what is best for the*
potential siudents who may enroll. This form cif curriculum building
for the open-dpor community college is pure and simple patroriiza-
tion.

If such heeds analyses We o be done, who will rclo them') It
would appear that they would be most valuabley they were done.by
the internal staff rather than by an impersonal external organization
or consultant.,The urgency is uch that if the'collefte does nat have
such researeh staff resources it should either obtain- such staff nd
establish an office of institutional research or retain the services 4f a
knowledgeable and respected consultant or consultant organtigi n.
The former is preferable. The office of institutional reSeareffinould
be and must be an integral part of the college organizatiop on a
continuing b4is. This enables 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
i3riority 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', or a year, there is.no negatiye con-
notation with respect to the studetnt'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 seed for data to counter these invalid and destructive
conclusions is urgent, agd research in.community ,colleges to this eT-
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 ne4tive
connotation. These are drop-outs and the numbers and percentages
contribute to a negative iniage for the community solleges
throughout the fitty states. For those students who don't achieve and
who continue on at the expense of the taxpayer,there is even greater
damage done to thc credibility of the institution for the standards of
instruction become suspect.

12
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The'drop-out and the cominuihg non-achiever problems mutst be
dealt with by tte colleges for the self-respect of the staff, and for thf
respect of those who support the college with ias funds. Theie is ito
au%tification for the college to retain a iton-.achieving student. He or
she and the college together' are spending tax funds thiough,_federal
loans or granp, stati loans oi grants; and state taXiupport for t,he
college based upon enrollment figuris. In plain Words; this is a rip-
iff Of thetaxpayer. The student should be dismissed from thet:,011ege

-and considered to bei"drop-out. Certainly in research studies such
.drop-out figures are legitimate.'

There is an entirely different problern with respect 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 legitimate 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. Wheke is the college
at fault? The first and perhaps the most important reason is the
failure of the eollege 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. The stu-
dent must- have assistance from qualified and . student-centered
counselors 'and facultyradvisors regardless of the age of the student,
whether he or she is fail-time or Part-time, or whether the student is,
enrolled in the day or evening. The student should be counseled out
of classes wbere the lack of preparation or skill predicts nothing but
failure, and placed into classes where the student can remove ,his or
her' particular 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 damaging to
community colleges both/individually and collectively.

Role of Counseling Services ,

It would appear that the counseling functioq of the community col-
lege will become wore important in the 198 as the mix of students
include higher peTcentages of.the so-called nôttraditional students
and as more importance is attached to the retention of students
either out 'of commitment or for necded rather than lost funds. For
these reasons a highly qualified &tinseling staff of professional
counselors is a necessity, whether or not faculty advisors are a part of
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\s" 1o the formalized counseling, guidance, and- 'acit/ mg process: The col-
lege, budget must reflect this commitment 'with approximately ten
percent of the operTationat bgdget allott,ed i`o student iervices. this
function of the college is an essential and integral pat of the total
educational piogram. To relegate it to a lesser. status throqgh budiet
deficiency or through lower status inlihe administration hierarchy is
and will continue to be unacceptable. Enlightened an hithly
qualified student services persinnel are essemial to help define and
explain the needs of the students to the facultk, admjnistration, and
board. The leader of such-a group mUst have the same status as those
in the instruction and business areals, Whether they be deans or vice
Presidents.

,

Role OF the Learhihg Center/Libraryl -

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 coliege is supposedly student-
centered and teaching-centered. Underusechlibraries in the communi-
ty colleges are the rule, not the exception. Is the reason chiefly that
the books; periodicals and other materials are not choSen for the
students enkolled? If so, this will be an increasing problem in the
1980s as the student mix changes even more from the traditional
which the libraries tend to emphasize. Perhaps the reason for the
underuse of available library holdings and seat space is the failure of
faculty to become involved in the purchase of bboks and periodicals.
This may be especially tfue of the occupational,teachexs. Whatever
'the case, as the students change and as the locations 'of classes
change, the learning center/library function, content, and distribu-
tionstf services musvchange mensurately. Thiswili certainly pose
a challenge to the director of ese services.

Role of Teaching

The teaching faculty, as always, are the key 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 needed for the changing students. As one
walks .aloni the halls of cominunity colleges, day or night, and
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observes teachers in action, seldOm is there.evidence cif any teaching
method used other than fecturci. The expressions on the stndents'
fgces t'eflect the clAsKrOom instructional climate. Sadly, one expects
this in the'universitY, where most,of the students arc selective and can
and will learn in any cise. This is not true in the community college.
Teaching methodologies :and techniques! cannot 'emulate what the
teachers view as a graduate student in niost univer.sities. Thesom-
munify college teadher has a much different, more difficult, more
challenging, and mote rewa4ng assignment. Advanced InStitutional
Development Program and, Fund for the Improvement of Post-
secondary. Education grants to community colleges throughout the
country are giving emphasis to improved teaching methods, and pro-

/
%riding faculty with the opportunity 'to experiment and to develop
their teaching skills. Teaching modules, computer-assisted instruc-
tion, T.V., individualized initruction, audio4utorial laboratories,
telecommunications,'and many other new, modified, or renewed
methods are being tried, and usually where tried have created a
climate oflexcitement on thepart ofyparticipating Staff.

Students of different types, in different programs, with diffvrent,
interests and backgrounds are naturally going to learn differently. To
force all students into the traditional lecture7discuSsion style of learn-
ing describes unenlightened leadership within the administration and
board. The board is obligated to provide funds in the budget for the
improvement gof 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 .pervinel... T)Ae expse given
thAt no funds are available for inservice development is a dear com-
mentary on priorities.

AVAILABILITY OF EDUCATIONAL SERVICES

The location of jhe educational services to be provided by the coin-,
munity college will determine to a major degree the funds to be made
available to the college from tuition, local taxes, and state taxes. It
was and is customary for the traditional full-time youth to travel to
the college and to take .classes during the regaar daytime hours. As
the percentage of these students has declined, and will in the 1980s
deelino even more, it becomes apparent that the location and time of
the classes bjkomes 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,



for what 'purpose, at what locations, at what cost to whom, and at
what time of the day or evening." This information is essential if a
community college board and staff are to serve the educational heeds
of th community.

The colleges have come a long way since they limited their offer-
ings to the physical confines of the campus. However, it is surprising
to note that much is still to be don. iii taking appropriate college
classes to the people so that they can take advantage of educational
opportunities which prekiously were unavailable to them. At loca-
tions throughout the college district classes can be scheduled in other
educational facilities, businesses, libraries, iaduitries, government
buildings, or whatever would appear to be molt convenient for thcf§e
to be served. The use of such facilities provides a flexibility not possi-
ble with a permanent campus. It hateven been said that community
colleges could, in theory, be more'bineficial to the communities ifno
permanent, structOres were constructed. As needs are fulfilled in one
location the colleige can move offerings to another without being con-
cerned about the loss of a facility. Examples of such expansion of
services throughout a district abound, 'but such usage of temporary
classroom space will _have to expand even more in the 1980s. There
are many millions of adults who are not being given the opportunity,
to attemi.classes in locations near their homes or places of work. To
increase these opportunities is a major responsibility of the coml.

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, implemented
by action, that, classes for part-time adults should be scheduled dur-
ing the,evening hours on Monday through Thursday. This limitation
fs and will be increasingly 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 c011eges with weekend programs in which a person who is in-
terested may complete a certificate or degree without having to at-
tend any classes during the so-called regular 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, retired 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 community, and the college. Such centers should be
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available for c es from 8:00 p.m. to 10:0p pin. as Many days as
needed. These qn become true examples of community education,
not just in theory, but in practice. They can piovide the older per.son
with ,a richness o ife far removed from /he apartment or rooming
house where there is little stimulation for living. Serving this rapidly
growing percentage of our poptagion proVictes a tremendous
challenge for the 1980s. Itis not too difficult tO speculate that other
'colleges would join with the community college in deyeloping such
downtown centers for working people and senior citliens. Such 4-
location with The proper input from those tb be served cOulF1 be a
most eviting place, and further it could become a bastion of support
for the commuility college'from tliose ,who provide the funds
locally and state. Downtown centers would also help answer tleete-.
critics of community colleges who have been unhappy with the con-
struction of the collegikampuses in park-like settings in suburban
and semirural areas, at some distance from the population centers.
Transportation has been a problem, except for thoh with
automobiles. The rapid increase im gasoline costs will' intensify tbe
problem for commuter students' unless a more adequate publit
transportation system is developed.

Those colleges, not convenient to 'the population centers and to
public carriers, may have increasing enrollment problems in the 1980s
and should make plans which would bring the college program to the
people instead of relying on the people to get to the campus any way
that they can. The conscious or uhconscious desire of boards and
staff to copy the four-year college campus, regardless of commuter
problems, may be an outdated' concept in the fuiure. There is little
comparability between the liberal arts college campus and the com-
munity college campus in terms of actual sthdent access needs:One is
residence oriented, the other 'cdrnmuter oriented.



CHAFtp
OFERATINd THE COLLEGE

V. THE LEADERSHIP

The key to other challenges is the 'challenge facing the leadership of
the community colleges. Thc leadership 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 understand full
well the implications of the policies ihey establish. -

The strength of leadership at the board and presidential levels
has been increasingly criticized during the 1970s. Conflicts within the
boards, between the boards and presidents, 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 leadeFship at all levels,
from the chairpersons on through to the presidents.

The President

The president will by his or her actions and posture establish much of
the climate within and without the college. The president's personal
and professional integrity will be emulated by other administrators



arid by faculty as well. Piesidents niusr have-the abi.lities,-self-respect
and..`contidence "to discuss institutional problems openly .with the
faculty as with\ the board: This open communication, argument,-fac
tual disagreement, combined with an evident respect for the opposite
viewpoint will hopefully negate some of- the hostility which has
developed between the president and faculty during the past, years:"
,Tht president must astume the leadership role and cannoVdue to
weakness or indeciiiveness; perMit or ask the board to assume his or
her responsibility. Such weaknest maY- allow -the board to move in
and take Over the administration, and deal directly with the staef$h
which, of course, many staff .Organizations hope for.

The.1980s will require the utmost in energy and wisdom from tlie.
president. Each president's style will differ and no one style can be
determined to be superior. However, there are certain requirements
for presidential leaClership which may be considered-essential. These
incorporated into different styles due to personality variances will
Make the Strong presidents who will meet the challenges of the 1980s.
Many lists of presidential requisites are available far perusal and this
is not a 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:

The president must exemplify personal and pro ssional integri-
ty for, whatever this image may bg, it will be scrutit ize both 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
source of strength in !Ones of pressures and disappointment, frustra-'
tion, or distress. The ,president must have the cohfidenee to lead
knowing that failure to lead creates a swampland of indecision and
drift. The president must have the confidence within himself or
herself and the confidence in the sub-administrators to delegate
responsibility and to expect that the decisions reached by the subor=
dinates. will be effective. The president must be bteh supportive and
demanding of all staff with respect to their areas of responsibilities.
Their 'Success is the college's success ,and must be stimulated and
recognized. .

The president must be the college's chief representative and
comtnunicator to the community, locally, statewide, and nationally.
I' he president must have the Courage to evaluate, to recominend, and (
to make decisions, to be able to'say itno" when it would be so much
more comfortable to say yea. The president must schedule" his or her
time so that crisis managemem is norihvontinuous excuse given for
failure to think and to plan for the future. Idresidential respon-
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sibilities for thinking and planning are:more critic41.for the 1980s
than they were during the period of growtb...,TIOS etnphasizes the inv-
portance: of and necessity for the .presiden( beintigranted
mcinth leave with pay,every three years, and it isithe resp.onsibility of
the board to See that.the leave is. taken ..-awaY..frCim.the college

PresidentS continue: to have 'difficulty with the Word coni-
nuitigation, whether it- is with the board,the adMinistration, Or with
the staff as a whole.Perhaps the pritteresponsibilitk of the president
is to educate the board so. that ,the board can disegssPen-ly 4nd
intelligently the policies it 'Must consider for ;the:operation of .the
college. ylesidents cannot for too long, and certainly will not bj..4ble
to '. during the 1980s, keep a board minimally infornied, .or expect .a
board to approVa without oppositi9In .presidentialrecommendations.
The "rubber stanip" bOard.is not acceptable now and'the 1980s4ill'
find it even less acCeptable.D . V

One of the major canses 'for conflict between the president and
the staff has been tbe failure of the president to keep the staff in- \
formed on a regular and continuing basis; A presidential,board deci-7
sion making process which'excludes real faculty invOlvement or input
may have been partially effective when.community -colleges were
junior colleges, and were closely related to the paternalistic
philosophy of the public school principals and superintendents.
Those days are gone and such paternalism or patronization is com-
pletely unacceptable.

The 1980s will require even' more of a president than before with
respect to his.or her participation in and acCePtance by, the C,ommuni--
ty. Community education requires a community-öriented preSident,
a president who is comfortable with all eleinents of the popnlaticin;
The college is committed tiR serve all of thepeople so all Of the People
have a right to feel that The`president of the college has an interest in
theni. Business; inclustry,, labor, the professions, themediA, govern
tnent, ethnic and minority groups, seryjce clubs, social grottps are all
involved in titeloollege and must be 1(iewed by the president as Part of
his or her iesPonsibility for proViding them- with diriet.aceess.

The Board

The board should and must represent all of the people in the college
district. Members who are elected 'to represent one vested interest

r -group such as faculty or a minority, group cannot generally vote with
objectivity on a policy which may shave signifidattee far beyond' that
of the vested interest body. Faeulty organizations which strive to
elect a board member for their own ends are self serving and by their
actions are p144.7ing their own interests above those of the college as a
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*Whole. The same criticisM can.be directe4 at pitisidentS. wshO become
involved in a board election. Again the same criticism can be directed
at a boar d which atteniptS to perpetuate Ltparticular bias.'

The challenges ,pf s-the 1980s,will demand strong boards com-
,.posed of the most knowledgeable, creative, and'oommitted citizenS

the community. There Can* no AstifiCation for split-hoards
whieh, vote on a "consisteittly split báis., Thii is enervating for the
board and the tOtal staff, It is destrueiive to the morale and leader-
ship of the preiident. It creates a negative impression within the com-...
munity served: Boards have the responsibility, When a vacancy:oc-
curs, to ,involye the community leadership,' representative of ail
groups, 'in reathing conclusions as to the hest possible candidates to
run for election. With this kind Of broad support that is less chance
for a vested intefist candidate,fci be elected.

Not only should 'the president and staff educate a board about
the total educational program, but the board should be evaluateckbj
the president and staff. Evaluation must run both ways. It is expected
that thc board will evaluate the president but it is just as important
for the board td-realize how it is viewed by the president and staff. If
this were done open6r and objectively the boards would become
stronger and More highly respected. It is unfortunate that so many
boards are, for the most part, separated completely frOm the faculty

/ and from Mdst of the administrative staff. Presentations by staff to
the board:om a tegular.basis provide an opportunity for each firenip' to:
learn io know and to respect One another: These occasions can be
Supplemented by occasional informal dinners and discussions during
which there is -nb formal agenda only an opportunity to, develop
understanding and Mutual respect. The community colleges need and
Must have all th,c undersittnding and support possible from the
'bOards if the colleges are to be understood and suppdrted by the total
'community. ,

Some board members have prostitu.ted their respOnsibilities by
putting ptessute On the 'president to recommend for boafd action
items pertaining to personnel, finance, anid constructiOn -which are
self serving and not in the -best interests of the college. Board
members have used the board Meetings as a personal forum and as a
foundation for p,olitical advancement regardless of the effect upon
'the bdard :proCeeding(apil the divisiveness such actions cause within
the,board. Cme&or morl boardsmembers have created a split boatd in
which 'most board votes, are representative of the split:

.;; The. splits may be due to personality conflicts, political dif-
ferences, power plays, or personal ambitions. Whatever the reasol,
such splits ,are damaging to every facet of' the college and tend to
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represent a blatant disregard for the overall good of the institution.
Split votes following in open and general discusiien where there is an
honest difference of opinion are healthy.and,are representative of a
board of strong members. A split board which Zreates a split vote on
most recommended actiOns is indicae of Conflict which can
become j iciently destructive to absorb a good: share of the
energies, n y of thaboard members but of the president and of
other staff members is well.

Board members -too often, intentionally. ,or unintentionally,,
move into administration and assume administrativeresponsibilities
to the detriMent of the college. This is' especially true when.tbere as a
weak president or whenthe presid'ent iS acting; 'interim, or a "lame
duck." To prevent this Very serious and negatiVe intrusion into ad,
ministration boards art obligated tO employ as their primary reipon-
sibility, a-highly q lified, strong, 'cOnfiderittresident whd will hive
their respect and Om pea of thestaff and the community.
less is accePtable, reg dless of the pressure vested interest groups',
may bring to bear tipo .i.he..board. Faculty preSsure to employ a
president supportive of a fcu1ty pOint of view, Without conshiering
what such action wOuld.have on the cbllege prOgramas a whole and
upon the community, is utiacceptabje and to be resisted.

Other Administrators
.

As with'the board and president, the other administrators innst-have
clearlV defined .responsibilities and be evaluated annuallk on their
ability to fulfill those responSibilities. pa0 administrator must be
held accountable for his or her area of responsibility. The tendency
to run away froM a difficult decision and.pass tite,bnck up to the next
level Cannot.be tolerated. To say the least, it exemplifies poor ad-,
ministration ind weak leaderihip,The upcOminichallenges are 'too
serious to conclone weakness at any leVel of adminigtratione,One bf
the reasons given for retaining or apPointing administrators whb
have deficiencies relates to the salary schedules. Administrators com-
plain, that teachers whO work extra Will receiVe--More.salary than is
Paid tO the. administrator where there is no prOvision for extra pay.
The well-,qualified'nerson may refuse such an' appointment. Where
this is Oresent it may behoove the board arid president to review the
adminiitrative-salarY Schedules. There is justification for remunera'-'
tion for responsibility. This is common practice-in business and in- ,

dusfry where initiative, managerial skill, creativity and responsibility
for planning and decisions is expected. It seemstlogical that this.type
of monetary reward should be expected by college administrators.
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As is true for faculty, sabbatical leaves, inservice training
workshops, and other opportunities for professional growth should
be aVailable to members of the ashninistrative staff. It is incongruous
to expect an administrator o grow professionally and, to keep up
with changes in managemen eory :if there is no oPportunity tO
leave 'the office except for brief cations': Obiolete management is
just as stifling to an instinition as is, soIete teaching. The president
should recommend to the board adequate-poidleave for the other ad-
ministrators for their professional growtk and insist that the time be
taken and be well Used- for the benefit of the person and.of the col-.
lege.

Vice presidents, deans, directors, chairpersons and all other
administrative personnel, by title, have position's of leadership and,
as mentioned before, should be commensurately reimbursed for their
leadership and decision-making responsibilities. Their roles win be,
as in the case of board members and the president, more demanding
in the 1980s. Evaluation responSibilities concerning those they spper-
vise will be more difficult. The college, if it maintains or improves its
overall quality, will not be .able to "carry" nonproductive staff at
any level. During the growth years a nonproducer could and did stay
in the background. This, will- nd longer be possible. The 'ad-
ministrative staff will have to establish evaluative procedures and be
prepared to asSis4 the ineffectiVe 'Staff member to improve through
inservice workshops and retraining, or be prepared to recommend
replacement. This is nothing new, but the urgency to plan for, such
eventualities may be new in many community collegeS. The colleges
will not be able to afford the luxury of maintaining staff at any level
.who are rkonproductive and 'who are then a drain on the resources of
the college.

f special importance is the need to maintain an -administrative
sta f of defensible size. Faculty are prone to criticize administrative
empires and with some justification. The position of each ad-
ministrator with accompanying job descriptions and salary is ah ab-
solute necessity. Faculty, for example; must understand the clumaiids
placed upon an-administrative staff by the proliferation of state and

federal regulations an,d demands for information. Again, where there
,is communication there is more opportunity for understanding and
less chance for criticim and cootlict.
'The sub-administrators with decision:making responsibilities
will have to be able, as with ,,the president, to say "no" as viell as
"yes." This will be difficult fOr same, especially for those who con-
sider themselves faculty instead of administration. If the person can:.
not accept the traiima of mtking a difficult decision,- the person must
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be removed from the posi ion of responsibility for the good of the in-
stitution.

THE FACULTY'

As essential to ping with the ekallenges of ihe .1980s as are the
board, president? knd, members of the adininistratiVe staff; the'facul-
ty, perhaps, play alt even More important role.lheY are the teachers;
counselors, and librarians whoare erase, to the students: They are the
onei on whom the collegae's reputation, for quality will rest. They are
theones who Will &quotedjn the stadenrs.bomes-Thq are the ones
who will help deterthine the`-ruture and fate, personaliyand occupa-
tionally, of their stadents. They areThetnes, whethefAhey like it or
not,- who will be emulated, positively or negatively, by many
students. What are their responsibilities to the college and. to the
community? What are their responsibilities in helping to establish an
image for the college which wilring respect to the college from the
citizens who, with their vottort-dntrol a major. pOrtion of the college
funding and Oterefore the college's'future?

irst and foremost' is,the responsibility.of maintaining quality in
whatever instn4ctional program, the teacher's responsibility lies.
Quality is as essential in a remedial class as it is in a second year
calthlus class orin a comic fri 40ml INiene. No faculty_member
can rationalize thT1er or his professional,assignment is unworthy ot.,
quality if the facu, ty mernbei conveys such an ,atfitude that will
becorne tile attitude f Ole studgn.t. Faculty who consider themselves:
to be teaching in a lesier institution, 'and are frustrated ,or priges-
sionally unhappy 'due,to a 'feeling*of -professional inferierity do not
belong in the comMunity college. A positive professional ittityde of ,

confidence in the quality of the colleges' total educational programis
eSsential fOr" the faculty as a whole, and forreach indiVidual faculty
member. When this doesn't 'exist it creates a blimate which, cin be
easily observed by both students.and.the community'. ,"

It is impossible for the student anckhe coinniunity to respect an
institution and to consider it as a College of quality if that belief is not
[Yresent *within The faculty.' donfidence 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 dile to the number of graduates-from the university
giadUate schools who will be unable to find positions in the univer-
sities. Community colleges may be encourageV falsely to employ
young Ph.D,'s In order to upgrade their faculties. Thfs can lead, tO
unhappy teachers, unhappy students,. and some institutional turmoil.
I t is essential that community college teaChers understandiandbelieve
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n The mission of the, institiition and that they do not have an
apologetie.,attitude for having settled fOr something second.or third
b'est. If such teacheYs arc indeed employed it will Men become the
responsibility of the total staff of administrators and faculty to assist
the "univ ity-oriented" teacher qo understand the heterogeneity
and excite ent of community college students, and to learn how to
teach'in t .e vailety of classes. . .

Other serious issues pertain to the faculty. Soine colleges are
replacing full-time facnity' with part-time teachers through attritiOn
and by outright replacement. Faculty arc increasingly less mobile and
by remaining at a single institution are causing the average faculty
age to in,crease': Declining enrollments of traditional students are
causing the elimination of younger teachers ,without tenure. The
percentage o0enured ,faculty is increasing. Faculty are being
assigned to a mix, of day and evening elasses in order to fulfill a
teaching load. These, along with the frustrations caused by "new"
students with whom many colleges are ill-prepared to cope, are con-
lributin to increased conflicts within faculty and between the facul7
ty, jLlSnistratior and board, Survival.becOmes parambunt be it a
person, a course, or a curriculum. Faculty members have, over the
past decade, turned to collective bargaining as a procedure to assist
them with varying results. States have passed lasies legalizing cOl-
Jective bargaining and the results have been predictable.

The responsibility of the faculty Member will have to be clarified
with respect to teaching load, student teacher ratio, professional and
community service, and research. In addition, there will have to be

a
agreement concerning evaluation, accountability, and professional
'growth. Hoards, administration and faculty, cannot ignore ,these
major concerns as the colleges prepare for the l 80s. There has been
for too long a benign neglect as enrollments drew, and as faculty
pressures ereated a reluctance on the part eadership to provide
leadership. Recently it would appear that arbitrvy decisions are
being made by the leadership at the expense of the faculty. Neither
action is acceptable and both indicate a weakness in leadership.

The probleths mentioned are too serions and far-reaching to
ignore, condone, or to treat.simplistically. The board, administration
and faculty must together describe,, 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 college
with the faculty and instructional program for the l980s. A Ariangle
of strength faculty:administration, board is a necessity where
mutual respect. and; mutual trust are the commonUlities rather than
lack of respect and suspicion. This triangle can be expanded into a
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rectangle by inchtd-' the coMinunity and.Would be an advantage. A,
fifth 'Side would inc tftie the state office for community colleges
wherever such an .offiCe of significance existS: ,

Adversarial relations can* constructive for the benefit of the
college and the community if there is mutual respect, full involy,e-
Ment and open disCuisiOn oflhe prOblemS facing the college. This .

can occur -whatever the governance of the institution. The
breakdown and conflict develop Where there is tic, openness, or,where
self-interest,on the par* of the faculty, administration or board takes
precedence over the good of the edudational program fOr the benefit
of the community served.

As mentioned before, the Paculty profile is.changing 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 Eteceptable
method of eyaluatiOn..Sabbaticalleaves, leaves of,absence, summer
assignments and workshops, exchange teaching assignMents, instruc-
tional research and other ietiyities art. conducive .to improveil
teaChing through the stimulation of the facul0 member. Teachers
cannot and Must not be permitted to become apathetic oi outdated.
The college must be coriunitted to the improvement of Instruction
just as strongly as it is conimitted to serving with quality the Student's
it enrollS. The twci cominitinents arelnseparable. The ,first coneerns
tbe teacher, the second, the student. A budget curtailing faculty op-
portunities for self-improveinent on. a regularly, scheduled basis is
throuth default a budget uncOhcerned about the conthwed quality of
the educational program.

A way to approach the problem of perionneLobsolescence is to
gradUally replace full-time teachers with part-time teachers, This is
being done in many commun y colleges throtighout the Liiifed
States, It has thee& ntages of flexibility Jower cost, no, tenure, and
up-to-date staff. Ev uations by ,students and administrators have
been good. However, the replacement of full-tirne staff by part-time
staff has some., major 'disadvantages. -There no real 'continuity of
personnel or Program. The partrtime staff feel they are exploited
with respect to salary. The core faculty, decreased,in ,size, become
less representative of the total prbgram, less comprehending, and,
hence, less supportive of the collegi as a whole: The core, smaller
perhaps number than:the part-time faculty, fear the numbers of,
the part-time persons if they weige to become v,oting Members of the
faculty association or union. The part-time faculty will. probably not ,
be available for student counseling during regular tir informal office'
hours. The rush of.gt,me colleges to employ part-time faculty may, in
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the, !Ong run, result in cleavages and frictions which will be more.
.destructive than mild obsolescence'.

in evahiating the alternatives, the employment of full-time
faculty for -the occupational programs with provision made for
regular periods of upgrading would seem to be a better choice. Cotn-
munity colleges, to be 'effective stUdent-centered..institiitions," must
have stability along with a creative tension. FacultYinust be given the
encouragement to grow, professionally and to be creative. This seems
to be simple in concept bin is difficult in practice,. -to.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 which can be destructi:ve to institutional
climate, quality, and image.

Faculty concerns increasingly expressed through faculty
oronizations are more often than not the result of insensitivity on
the Part of a board or the administratiOn. This inSensitivity or just
plain lack occommon 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 b,ciard,.dr administration, may be
further aggravated and become hoStility,which in turn catvcreate real
confliet. These open copflicts, as are so Oftensthe case throughOut all
of society can be exploited by small power groups, be they faculties,
board members, or adMinistrators, Unionization and collective
bargaining prosper withili these 'conflict situations with resUltant
negative adversarial relations which destroy collegiality and consume
energies that are needed for the proper' functioning of the college.
Mutual respect and the ideal of shared g&'.erhance are negated and
become impossibiliti9.

The challenges Of the 1980s will require the best thinking Of the
faculty as well as the board and the administration. The, faculty must
acknowledge and accept %heir professional responsibility for their
contributions to a quality institution for thc cOnimunity served. The
three cost ,variables of salary, teacher load, and student-teacher ratio
must be tfiorOughly understood by all faculty as /hey interrelate to
the Cost of instruction-. Continuous striving to increase salaries while
lowering teacher load and/or student-teacher ratio escalates the cost
of instruction beyond acceptable limits if there is a cOncern and
&sire to finance adequately the remainder of the educationar pro-
gram. Unjustified faculty presSures in the three cost areas mentioned
are not indicative of professional responsibility. Capitulation to such
pr'essures by an administration and/or board are irresponsible ac-
tions which represent only weakness rather than leadership. There
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will always be a day of,reckvning when a faculty,. an administrat
pr a board acts in a cavalia manner or fails-to act when-actio is
needed. N

1 1 ,
,

Faculty organirations, union or ndnunion, Must in cooperation
with the administfation and the bar d study, analyze, conelude, and
recommend solutions to problemeilinch will face the-volkges'during
the coming years. These will be priMarily in changing student mi.iss,
,staffnig, curriculnm, allocation and reallbcation 'of reSoUrces, 'and
the changing idles of the state and federal goverftments. There mil*
no justification for continued hostility and opep conflict, brought
about by a lack of mutualrespect, and an attitude of arrogance *41
insensitivity on all sides.

The image of the college is clouded when sUch conflict becomes
open, and charges and counter-Charges are made without much con-
sideration for the real facts". When such hostility and misunderstand,-
ings reach a climax, the result may establish a climate of distrnst and
negativism that will take years to overcome. Seldom will such situa.
lions OccUr When the participants are confident in themselves an&
have confidence in the others,

Professional .-tvlucatórs, bOth faculty and administrators,
deserve to be paid ;professional salaries commensurate with .1:5ther.
professio9als:,, To convince boards and citizens to provide such
Salaries,"-professional 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 juttified., Dur-
ing the. past two decades faculty have been able through arguMeni,
persuasion, union contracts, and a supportive public to have Sizeable
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 fat-too many instances salaries are,
disgracefully low, Neither of the extremes 7-- high cost or low cost of
instruction , can be justified.

It would lie hoped that in the 1980s a balance could be achieved
whereby faculty salaries in thesommunity colleges would be respect-
able and comparable to those paid in the state colleges. At the same
time it would be expected that the teaching load would reflect that of
the teacbing-centp.ed institutions. To attempt to emulate the
teaching load of the research university is unjustified and teNs to

- refute the philosophy of the community college. If the commitment is ,

to quality teaching first and foremost and not essentially to scholarly
researa, then the teaching load must reflect this commitment.

Faculty from all instructional areas of the college should be" in,-
volved in the determination of an acceptable teaching load by
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instructional held, To.impOSea flat definition by board, administra-
tion, or slate offiee edict.is unacceptable and *worthy of a manage-
ment policy, As resources may decline in the 1980s, colleges should
plan ahead and reach agreements concerning acceptable instructional
costs as they relate to teacher load and student-teacher ratiO.
Committees of administrators and faculty will he needed to,study,
-analyze, and recommend supportable solutions. It may well be4hat
those colleges having a flat twelve contact hour teaching load,
regardless-of the subject taught will find such a policy to be unaccept-

k able if and when fords are curtailed. The same question can be raised
on any across, the board figure. Different sUbjects, lectures,
laboratories, rernediation, and other variables require different
amounts of timeAnd-energy in preparation and teaChing. To apply a
flat 'teaching load figure to all teachers is simplistic.and approaches
an absurdity: -Faculty plenibers themselves must' play an active
objective, and .mature role as . to what constitutes an acceptable
teacher,load by instructional area and by type of instruction.

Community and legislative understanding and respect for facul-
ty productivity will certainly help develop and maintain a climate, of
supPort for sufficient funding to'prOvide professional salaries. The
sieady drop OVer the past few years in faculty salaries when compared

, 1.0 other salary and-cost of living increases cannot be condoned:, ThO
,Chrorlicle of Higher EdKation with regularity has shown this groW-
ing deficiency in faculty purchasing poWer.

What does it tell higher edUcation? Manylconjeetures can be
made, but whatever the reasons may be, the discrepancy must not
continue'. Higher edu,eation, the communify colleges, must be
prepared for tlze changes.in the 1980s, and must be respected ior their
contributions to society if their staff members are to be properly
remunerated. Opelt and visible internal conflicts/self-serving actions
and pronouncements, declining productivity, a decrease in or failure
to improve educational quality, instructional inadeqOacy or%

obsolescehce, weak leadership, board factional disputes, and other
difficukies all contribute to a negative image within the community,
within the state, region, and nation. It is.eSsential that the community
colleges accentuate the positives, for there is no other segment of
education ',elementary, secondary, or higher which has the
potentialcto serve the public as well and als excitingly:

THE SUPPORT STAFF

A .major.relement of the colkge which must be fully involved as an
equal partner iS the support staff. Whatever the individual's role may
be, the pprson's value fo flit college and .to .the educational.. program
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is indisputable. The switchboard operator, the secretary, the
laboratory assistant, the groundsman; the custodian, die 'enigincer,
the Watchman eaeh and.everyonereflects,by lu. ar h0"actions a
commitment ai lack, thereof to the college. Their contacts
students and with the Public maY be more numerous than most of the
members of the, prOtestional staff. Their attittideS 'as expressed to the
pubhc may, become the .attitudes of -the public towardS flits coUcge
The qualitY of their work reflects the.demandsfOr quality within the
college. CoMinunity visittirs will quickly gain in image of the college'
by the appearance of the grounds,,the buildings and the laboratories,

'or from the reception received,by, the receptionist oVby a seeretary.
To exClucie ese person's from participatiOn'jn those discussions
which will eff the future attic college is shortsighted, inSensitive,
and arrogant: T will be filst-tw coneernecl and effected by the
challenges of ihel9 Os as will 'the faculty and administrators.

Comrnitteei, appOinted to discuss' reallovoion of resources,
budgets, and PoliCy changes should inelude representatives of.the
support staff pn a fullparticipatory bagis. Their inclusion will hofon
ly be.beneficial to the committee discussions, but, Will hielp eliminate
.conjecture and rumor based upon ignorance; suspitiokand fear.
Their involvement in .the decision-making processes of" the college

. ,

will affect measutably their interest in the institution, their commit*
ment and their feliing"of seeurity. These attributes will be'returned to
the college matcy times over in terms of quality-of work, Pride; and
pcisitive cOmments within the corrimuAlty. Administrators and. facult .
ty who take the support staff for, granted, 'and treat them in a'
patronizing manner are both insensitive to' and unaware of the very'
significant role theseindividuals.play in the overall quality and image
of the institutiOn's total educational program: Their .understanding
of the college, and their commitment tp and pride in the college are
essential for the Coming :decade.

POLITICS
Educators don't like lo think of their institutions as part of the
political picture, but in all reality th4 are...Faculty members may try

- to avoid this fact-of Heat all costs, but faculty are engaged in Politics
when theY become involved in board electiortS or 'salary negotiations
through their various organliations. 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 politicians, both ex- ;
ecutives and legislators, when it is time to argue for state funds. They/
depend uPon their congressmen during thoie times when federal
legislation may or may not be 4u.a,8eous for their colleges. It's a
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real contradiction to obserye the chameleon-like colors of College o
personnel when it comes to, the word "politics." The colleges pro-
bably couldn't exist without the support of local, State-and govern-
ment executives arid legislative personnel. The more the private col-
leges seek state and federal funds, the more they are going to realize
that the saiiie- facts of. life apply to them as to the public colleges.

The point of emphasis is that thepresident of.,the college "with
assistance from the' board, staff, and students must plan an'd develop
a strong, ongoing prOgram of echicatión for the igolitical-forces which
coMprise the 'decision makersin the local, statcand federal govern-
mentS. SUPport front these elements of government will be *essential
in the l9t3tV as they have been, in the past, only more so. Data which

are clear, factual, and at. all times accurate muStbe provided on a
continuing basis. The rumors and misconeeptions about community

:.colleges.must be eradieated by replacing inageuracies with accurate
and pertinent data.. Politicians ate swamped and bedeviled with piles
of Paper and reports which will neYer 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. tntertaining public officials for pressure pur-

; poses is"generally fruitless, and may iii fact be destructive tolhe col-
lege. F:or most community colleges theibptimum procedure is to
establish an informal relationship basedupon' candor and iniegrity
between the college representative and the official. The college presi-
dent must know which board members and staff are involved, and
should be the person to determine such invpivement. Involvement by
tOo man'y 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 Understanding -between faculty, ad-
ministration and board menibers.

The education of the governmental officials Must be a team
effort where there are few, if any;contradictiohs. If more than dne
college representative is involved, there shonld be clarity of com-
munication between those involved so that the Contacts will be
mutually supportive rather than confusing. The constant complairit
froin Washington,. whether it comes from Senators or Represen-
tAtives, is that they are npl contacted by c011ege officials or facui .

The same complaint is registered by their, respective aides. They ar
contacted by the lobbyists of the various higher education organiza-
tions, \including the American Association of Goinfnunity and Junior
Colleges, on a regularbasis, but that is not the same as having some-

, one from an individual college stop in and visit about thespecific col-
lege program(and needs. imilar procedures apply to the state
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legislators. If a legislator, mayor, Councilman, %other official
.ORenly.crltical of the community college concept, and the criticisirris
false, who is responsible? Generally the college representatives must
be liteld acCountable for the official's ignorance. CoMmunity college
board members, administrators, and faculty must understand the in--
creasing importance of educating those:decision makers who affeCt ,

. the-educational prOkramspf the cplleges,,and who:affect the futures'
of the millions of,students Who attend. This must assume one Of the
highest priorities among' those assigned to the president by the 4oard.

Community Relationships,

Communitk irwolvement and communication is i responsibility
of all community college staff !umbel's. A continning, criticism
within the college staff is that the college is not understood'ty the
community. If true, and evidenee is supportive' of the truth, the
responsibility must rest withY the bOard._president and 'the total staff.
Arethe counselors in continuous contact with, the high school,
counselors? As :competition for these students increases the high
school counselors will play an even more significant role in advising
students which college to attend. 'Are faculty in cOntinuing contact
with both high schoOl teachers and fonr-year college faculty as to,
what is being taught. and 'what will be expected? Are occupational
faculty maintaining' an ongoing relationship .with -the respective
bUsiness, industrial, professional, and public serviee grolips?.Do they

-know what the colkge does or could offer?
A community=oriented education program, broad and lIcInplex,

is, by its verY nature, difficult to comprehend:. 1ronicaIlys far to6
many community college staff members are'uninformett.and far too
many ignorant4bout the tOtal prograin. This is true, as well, of some
administfatbrs who have isolated themselves into a con4ining and
very limited Philosophy and viewpoint. It may be most serious with
board members whose'OnlYreal contactis 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 whea,a tax or bond elec-
tion is forthcoming. The education musi be continuous and.all staff
and bqard must be involved. Leaving this communication up to the
Public Relations Office.,if there is _one, is a. real cop-out and can.
backfire1 because too often such offices use a hard sell which is
destructive to the overall image of the college.

e'_
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Relationship with State Government

The same philosophy of continuing comMunieation is reqUired with-
respect to gOvernment officials. The State Legislature., is pressured
from all directions. Community colleges have too often followed the
pattern.of ..the'hard sell-at those tithes when they want more:money.

..from the State. Legislators'Wha have,been involved in the College on
,a continuing basis will not..have to be .sold if they understand and ,

believe in the quality and cost efficiency:of the.college. Agaift these
legislators will be increasingly pressured by.the public schdols, the-

colleges, the state universities, and the pilvate colleges, and,
sities for funds. The 1980s will see a real fight far. Money to
egin to .Maintain.positiOns of past priority. Where will the corn

c,olleges.4be.w4h respect to educational priorities, and,where
ucation be with 'respect to all of the other priorities, There is an

educational job to be done with the legislators on a continuing basis.
There is an, educationalj60o be done with the execUtive branch of
.government.and ihebudget'bureau on ,a. continuing basis. These' are
'top pridrityrequisites for understanding and support. Hopefully The
board, administration, faeulty,.students,,and leading citizens can be
involved-together in this esSential wmmunication. There is no way
that conflicts within the College will help this communication; It
would seem only logical, and from a common sense viewpoint, that
the facplty,, 44inistration, and board conflicts wOulde, tempered
and resolved for the_benefit of the college and the conftniinity during ..

the 1980s. Can and will this challenge to .thes.,e groups be
accepted, and can tley, by Working together and listening to' bne
another, resolve their.Personal ambitions and self; intere*s so tat the
college is viewed externally as a cohesive institition corn ted to
'quality education for the total community?
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CONCLUSIQN

,The integrity of the institution is Much more complex and greater
than financial integrity. The integrity of each group, faculty, ad-
ministration and board creates the integrity of the College. Even fur-
ther, the personal .integrity of each staff member is one of the
building blocks withinthe 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 toci Many media-covered irtstances of self-serving ac-'
lions by board members, administrators, and faculty meinbers to
ignore the_serionsness of such actions on the college and on the image

community colleges in general. People are .prone to paint with a.
S.
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'broad brush, to attack the Whole when only a part is affected with an
ailment, to lump the entire'group together because of the deficietties
of a few. Commutiity colleges as a grou-p in a state, and as a group _-
nationally will be competing for priority recognition with respect to
state and federal ftinds and legislation during the 1980s. The com-
petition will be extreme. The posture'and image of the colleges as a
group will be all important.
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CHAPTER 5
ALLOCATING RESOURCE§,

,
Accountability, laioductivity, and tosreffeetiveness are inter-

related with the allocation and reallocation of resources. This will ap-
Ply to both staff and.hard resources such as mo Y, equipment, and
facilities. As with the other major challenge already mentioned
which must be faced up to and accepted by the card, administra-
tion, faculty anctSupport staff, this wilt be one-of the most difficult.
The changing, students with their changing interests and needs, the ,

changing Community needs; and the competition`for fundS will create
continuing problems for the eollege in its allocation of resources.
CoMmtinity colleges whiCh have. produced master plans for five or
ten years will find that these plans will have to be updated and revised
4,-

, on an annual' basis. Colleges- which haVe not formilized such master
plans will find it_ nezeSsaryjO do so. Boards-should adopt policies
which require the president to SUbmit a multi-year master plan on an
annual basis with the understanding that the ProP'osed budget will
reflect the master plan. The board has the right to expect that the
budkei is More than another incremental, budket which is composed
primarily of additions to the pasfling items in accordance with infla-
tion. The master plan should be basedupon the accepted missioli Of
the college and should include the following data:

A. Objectives of the college as FOated to, the mission or
philosoptir of the college;

B. Expected student enrollment, and Student profile by, age,
.. ,

sex, interest, preparation, and need (other demogrdphic
data may also be desired);:

C. Expected student enrollment by subject field, location of
class, and time of class; '., ,

. D. Curricular and course ceatent to serve the student interests
and needs; .

E. Faculty, both full-time and part-lime as needed to provide
the instruction and student services;

F. Administration to provide the leadership, management and,'
supervision;
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a. Support staff to provide the needed services for the college;
H. Equipment and facilities to maintain ongoing and proposed

new programS; ,

1. Estimated cost for the total educational operation;
J. Estimated total revenue from existing sources as predict-

able;
.K. Discrepancy between estimated eosts and estimated revenue',

L. Recommendations for solution to the discrepancy.
From stich an annually updated Wan the president and the gaff

can discuss with some objectivity resoUrce needs in terms of personnel,
services, equipMent, and facilities. The resource needs can be core-
pared to what are presently available, and the variances discussed as
they 'relate to the allocation of resources.

-PLANNING RESOURCE ALLOCATION

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'of a course, a full curriculum, a student service, a
laboratory or even am building. in Multi-unit districts an entire camPtis
could be elosed as has been the ease in SO many public school
systems. SUrvival4m is an intense emotion, especially when there has

; been' a great decrease in the number of.available positions and ari in-
crease in the nember Of persons formerly employed in four-year ail-
leges and universities, who are now and will be seekiwpositions in
the commueity collegeS.

It is particularly important that the entire staff be represented
and involved in any reallocation of resOurces, whether it be funds,
personnel, or space: Decisions made ie the'absenCe of participation
in tho discussions by those staff who will briffected by a change in
resources epitomizes insensitivity on the part of the dei.'ision makers.
%eh actions trigger anger and open hostility from .thosd affected,
and a ripple effect of syrppathy and growing hostility throughout a
staff canle expected. The failure of the decision makers, be they ad-
ministrators or board memberN,' to anticipate what their actions may
set in motion Or whir 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 eommunity-wide educa-
tional opportunities during periods of change, there will.have to be a
continuous study and analysis of the present use of resources. These
studies and anulyses will have to be'follow'ed by recommendations
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for a reallciation of defined resources. The reCommendations will
then have to be analyzed with respect to the pros and -cons for each
iecommendation. The final decision must then be made as.it applies
to that recommendation which best serves the mission and objectives
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 isio 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 be easy,-
to say the least. The entire process must rest on full communication
and trust artiong faculty and between faculty, administrators, and
bciard members. All must understand that the coPege.is for the pur-
pose of providing educational opporttinties for the youth and adults
of the community, and not for the personal welfare of the board ot
staff. This is a demanding requirement and one that cannot be con-
sidered simplistically. The process may well start out in a professional
manner,and continue in such a positive climate until someone's posi-
tion, a program, a-building, a campus is threatened. At this, time te
emotion of survivalism may. well become a dpminant force and pro-
vide a counter threat to the possible implemEntation of any realloca-
tiOn planning and recommendation, The feafand eniotion stimulated
by the conceTn for survival may in turn be channeled intci political ac-
tions aimed at pressuring, before or after a reallocatiOn decision,
those responsible for the decision.

This political pressure may come from many persons: those
directly affected, professional aed 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 open discuision
and staff involvement, and if it is understood that changing
allotments 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 mannex 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 course, the converse is true and perhaps even more
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serious. -Those institutions which fail to respond td the need fpr
.change or resist change in order Co 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
af the students .the staff is supposedly serving. Neither of these poles.
'is acceptable today. Certainly they won't be acceptable for the com-
ing-Ale-Cade.. . .

The last comments apply directly to the community college as
the ,needs for academic transfer, occupational, developmental,
continuing', and overall community education change in their mix
from year to year. They will also apply to changes inistudent service,
needs, especially as they relate to counseling and gu. ahce. They will
apply JO .changes in teaching methodologies and learning media.
They will apply to institutional research,. They will apply to the grow-
ing, needs for upgrading and/or retraining.lin 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 particular world of isolated self-
interest is affected by. even a minor change in allocations. nits
highlights the need for open communication and education of the
total staff as to what is and what 'can be expected. Perhaps some ad-
ministrator,. and,boards wouldiastkehis method as an opPortunity to
warn .xcessively, and that is a danger to avoid at all costs.'The.facts
must be. available for stu , discussion and analysis. Exaggerated
statements presented as cts 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 itseff.

The allocation and reallocation of resources goes far beyond the
community college as a sin*le entity. The process, aS described is cer-
tainly difficult within the institution, buf the difficulty is compound-.

red many times over with respect to the institution's relationships with
the rest of society.The sitaglecommunitY college within a multi-unit .
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 derno.graphics and face major changes in program and
staff to respond to student needs. These changes may result in addi-
tion4. costs of construction per full-time-equivalent-student and the
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extra funding may have to*come from other campuses. The com-
munication problem will now becomelnuch more involved as it in-
cludes distfict-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 overemphasized.
These are the persons who will have the responsibility forr,explaining
the problems and the recom`mended actions to their campus
associates and this is and will always be a difficult task. It is doubtful
that Many, if any, tpulti-unit districts will ever have similar campuses,
within the district. further it can be expected that these .clkfferences
will become greater as the.communities within the district. change.
These possibilities reemphasize the importance of community needs
anabssis 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
those institutional curricula which may appear to overlap or
duplicate one another, especially when enrollments in the' curricula
are minimal with high operational costs. The autonomous actions of
the past twInty years when community college boards and staffs in-
itiated program's as they wished may well be over for at least ten to
fifteen years. Curtailment of state funds will nbt permit unjustified
prograin duplication unless the local district is willing to assume the
extra cost. The latter is a doubtful circuthstance. The poWble 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 inn of the affected colleges. It
would be hoped that the respective boards and staffs would assume
the responsibility to study, analyze, recommend, and act in accor-
dance with whatimas best fbr the collegis 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 agency 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 tk local boards anctstaffs.

SPACE UTILIZATION

The desire for an. open ?pace, multi-acre campus was prevalent
following World War II,with the myth 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 20a, 300 or more acres. To maintain these
spread-out facilities will become 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 campas enrollments
decline due to both predicted reasons 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
scheduling classes primarily between 9:00 a.rii. and 3:00 p.m. and
again between 7:00 p.m. and 10:00 p.m. Rationalizations are many,
but these may prove to be unacceptable if resources of students and
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 ail
facilities, not just the classrooms; the library, lounges, cafeterias,
laboratories, shops, etc must be included in the use analysis data and
the data incorporated in the budget process. Unused or underused
facilities create a negatiVe climate on a campus for th7students, 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 thatinecessary 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 ihe higher eduCa-
don 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
decrease in available and potential students and funds. How does
tiher 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
receiv.e state tax funds, the control of private colleges as well, all
through a state board of control for all of higher education.
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Neither of these methods is acceptable for the community 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 Ole conimunity.,college. The answer seems to lie, as before, with
the boards, administrators and faculty of the Colleges themselves.
Commentis 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 during the growth period of the past
twenty-five years. This decljne in priority will have a measurable ef-
fect upon the state and federal resources allotted to higher education.
The growing antagonism to taxes in general is sufficient cause for
concern, butwhen this is combined with a predicted decline in enroll-
ment in higher education the effect is multiplied.

It would be hoped t at those in higher education could get their
act together and present t Itte-rublic and to the legislators an image
of cooperative effort for he continued development and improve-
ment of quality educati n. Such an effort will require, those
representing any One type f institution to be familiar with and to
understand the philosophl, objectives,and problems of the other
types of institutions. Is it a king too much Ix boards and staffs to
have some understanding of the totality of higher education and of
its complexities? There-vappears to be little understanding 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 fulfilling its mission with a quality
educational program.

Direct or indirect changes in missidn 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 knd univthities. Through broad needs analysis surveys



of our communities the institutions could cooperatNely develop an
extenSive program of continuing education which would utilize the
best that each college has to qffer. The community colleges because
of their experience in local communities shoUld assume the leadership
in this undertaking. It is part of their mission ,igd should be park of
their commitment. It is doubtful if any other: type of Institution
would or could fulfill the responsibility. TVfour-year college and
pniversity faculties are not generally prepared, philosophically or at-
titudinallyi, 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 aad -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 fears and trauma. This would approach an
ideal if the various college representatives could learn to wOrk
together through common surveys, discussion, analysis, and recom-
mendations which in turn would lead tO aCCeptable conclusions.
Efforts such as these, permeating throughout higher education,
would eliminate much, if not all, of the almost inexorable movement
towardsigate control of higher education. State legislators are depen-
ding more upon the budget recommendations from the state
chancellors and state boards for budget allocations to the various
types of institutions 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 totality o'f 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 elementary and secondary schools. It is
probably asking for, more than can be expected to request the
representatives of the publicschools and those from higher education
to study, discuss, analyze and io recommend what is best for educa-

, tion from preschool through the graduate level. The backgrounds,
philosophies, and attitudes of the various representatives are such
that communication, understanding, and reasoning might be
extremely difficult. However, this Must not be the case with the
representatives from.the community colleges, the secondary schools,
and the area vocational schools. The potential and real conflict be-
tween these in,stitutions lias 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
unfortunateand 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 respective institutions institute, develop, modify and
schedule their offerings in cooperation with one another rather than
in wasteful and needless competition. The costs in space, equipmera,
arid personnel are high. Allocation of resources should be determined

400P 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 positions with business, industry, the professions, and
public service.

In the allocation of funds by die State, community colleges have
been severely criticized for services they render which may 8e ques-
tionable with,respect to an educational definition. Accusations 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 chancellors and boards, organizations, and 'Individual;
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citizen's. They have also been made within the college by members of
the boards, administrators, and faculty. Wjs this basic challenge
to the commudty 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',
i'laby 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
educational 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
responsibilities 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 'Ire considered to be an integral part of the com-
munity college educational prograin within the college philosophy
and objectives, then they should* 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 :tate could reach.agreement oti this sticky problem and
present a united front. For a college to force the issue of autonomy
against the best iTiferests of the group and against the well-
documented facts of-governmental agencies would appear to be ill-
advised 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-
kges is finance: How best should the community colleges be financ0,
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 question is being
raised by individual districts, by states, by research studies at univer-
sities, and through a project undetkvay at the Brookings Institute in
Washington, D.C. The depth of these Audies, completed or in pro:
cess, would render any partial discussion agf the problem sin this
monograph superfluous.

The financing' of community colleges has been based on pie
philosophy that it provide the first two years of postsecondary educa-
tion either at no cost or at minimal cost to the individual studentand
that in serving the local community there should be. a division of,
costs, beyond those paid for by the student, between the local tax-
payers and the state. These principles 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 problein, but a new concern is thc excessive default rate
among community college students with respect to the federal loans.
'This high rate is giving community college students, as well as the col-
leges, a poor irnage of irresponsibility.

A second concern is the resistance of many local taxpayers to in-
creases in their tax rates for the colleges' operating costs. Whether the
colleges can reverse thiS attitude will depencrlargely upón 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 complications 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 soine states between
public and private institutions. Again the respect for the educational
program of the commtility college and the Value this has for the peo-
ple of the state will be a determining fattor in the sfate funds provid-
ed by the eXecutive and legislative branches of goVernment.

Funds derived directly from the federal government, founda-
tions,,,gets, and other sources are minor compared tf:) 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 increased state involvement or outright state control of



the community colleges. State boards rand state chancellors are
establishing policies and management Ar ocedures which ate 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 M the 1980% Will the colleges
be able to resiSt an inereased percentage of-state funding? Will -the .

colteges) be able to resist increased state control? Is state control in-
herently dangerous for the eduCational 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
bbard? 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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CHAPTER 6
ACCOUNTING FOR THE
EDUCATIONAL RESULTS

Accountability, effectiveness, productivity and efficiency are
essential to any money- or energy-consuming organization whether it
is representative of business, industry, the professions, labor, -

government oir social agencies. Education can be no exception for it
consumes students' and taxpayers' funds and its own energies in ob7
taining the necessary funds for the continued support and operation
of the college. For government agencies andeducational institutions
to misuse such funds for the personal benefit of staff is a form' of ar-
rogance and an insult to the funding bodies, be they students or tax;
payers. To argue that educational institutions caznot be held
accountable nor productive in the same !Tamer as business and in-
dustry hai some validity; but to argue against accountability and pro-
ductivity as an infringement upon the rights of colleges and an in-
terference with academic freedom is an ,arrogance almost beyond
comprehension. Attitudes of this type only Rntagonize thoSe externar
forces which, through legislative and executive po,wers, may and do
make decisions which havO 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 fr those students of the community which the college
has stated that i will serve. As the students change, the college must
change. As the\ needs of the studepits change, the college must
change: The coll4e board, administration, and faculty must and will
be held accountable to the community and ,to the state .for meeting
these negis in a manner which is productive, 'effective, and cost effi-
cient,
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Past and mesent failure to meet student needs, as evaluated by
various evaluataig bodieS, especially by state offices for ,commudity
cokges or by state offices of higher education, have resuked in most

. unwelcome intrusions. These intrusion* have created Masses of
paper Work going both ways', masses of usable and nn_usatile-data,
and costly, time-consuming efgorts on the part of botliil-e college
and the state bureaucracy. This cost has not been confined to mis-
spent time, but has also been 'reflected in the many additidnal
employees needed by both the college and the state.dffice. The data
have usually been requested by a state board, by the legislature, by.
the state budget bureau, or by some federal offiee. The duplication
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 defiesubelief and results, only in
anger, frustration, cynicism and a feeling ?f almost defeat. Leader-
ship and creativity, if not stifled, are certainly airtailed.

Why has this happened? Why are there growing 'numbers of
state offices and state ehancellors for community college andior for
itigher education? pne can cOriclude rather quickly that when ac-
countability, productivity, efficiency, and- cost effectNeness are
suspect by thos'e who control a major portion of the funding that
there will be questions asked and a demand for data 'and evaluation
of.the data..

Colleges as a whole.,_ along With community college's, must
assume the major blame for these unwelcome.external intrusions into
their operations. The belief in autonomy is almost sacred and it
should Jge 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 ol respon-
sibility on the part, of local boards, administration, faculty, and sup-
port staff.

As an integral part Of higher education, community colleges
must be held accountable, for their advertising and recruitment pric-*'
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 or worse. The same is true when state colleges in-
stitute progratns which are duplicatiye of those long considered to be
the responsibihty of the community cortege. As- was mentioned .
previously the conflicts are most apparent in the scramble for adults
in continuing education, lifelong Aearning, adult education, exten-
sion, institules for tlw adult learner, and on and on.

The fear of sukvival is a great motivator dud a source of,
stu4kents, formerly ignored by most c011eges, has become a neW field
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to 'be exploited. In reality this is long overdue. In past years some
coMmunity colleges were' sufficiently enlightened to serve and, to
serVe well the adults of the.comMunity with Ciammitment ^and quality..
The tragedy today and perhaps for the I980s IS thatlhe services the
colleges, two- and our-year; offer will not be through commitment
and of quality, but rather through expediehey in order to obtain ad-
ditional operating funds. Cases are numerous where public ancl
private colleges' are scheduling classes in: areas thousands of miles
from their respective institutions. Quality is susPect as are tlie degrees
-received by the graduates. Higher edUcation in the United States
must be protected irom a negative image of expedient action, lOwer-..
ing of quality, recruitment of bodies,. needless duplication, and
Wastage of-funds. This,is the reiponsibility of higher education irk:
stitutions themselves and should become an urgency before the prob-.. ,

'terns of recruitment, duplication, and survival become exacerbated
:dfing the 1980s.

BOARD ACCOUNTABILITY

Accountability applies to each board member and to each employee
of the college regardless of her or his position. The board members
are accountable to the public for establishing the policies upon which
the college will function forthe educational good of the community.
The board is responsible for employing a president Who will provide'
the college with the best possible leadership. The board,is responsible
for employing a quality staff, and for approving a policy of evalua,
tion whiq 'will be; siire to maintain a quality staff at all levels of
employment. The board is responsible fpr approving a biudget within
available funds .which will reflect cost effectiveness, accountability,
efficiency; and prochictivity.. Without these board commitments, a
college will drift and be 'another exaMple to a state body for the need

.of state control's. Board planning for the 1980s will have to be more
concerned ,with accountability than during the past two decades.
There probably 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.

r If the board has fulfilled its responsibilityin fin:ding and employ-
ing the right president for the.college, one who expects to be held ac-
couiltable by the board, much of the budget concern on thr part of
the board will be eliminated. The board Ilas the right to expect the
president to plan ahead, tote a futurist,' tote familiar with up-to-
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date management processes, to provide the communication nd
leadership to both theboard and the .staff which are so essential dur-
ing a period of change suet) as will be faced in the 1980s. Through its..
policies, employment praejices, and evaluative demands the board is
accountable to the conxnunity and to the state and this responsibility
cannot be escaped. As mentioned previously, this type of respon-
sibility and accountability mandates a bo'ard of ,knowledgeable,
strong, confident individuals who arc committed to the community
college philosophy and who have the courage and integrity to make
hard and difficu4t decisions. .

One of the most difficult deasions is riot only to employ the
right president but to terminate the president, when it beCOmes ap-

e-- parent that the president cannot provide the strength and qualitrof
leadership needed by the college. Too often this decisionis delayed to
the detrittent of the college ,and the community. The time taken to
restore the college to its former position of internal 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 chairperson through to the president. The inability
of,community colleges 'to establish acceptable methods -of evalUation.,,
for administrators, faculty, and support: staff and to act in.actor-
dance with the evaluations, whether it be ibr:promo.tion or dismissal,
will not be an accepted deficiency in the 1980s. This Will be another
Major.challenge to be. faced.

PRESIDENTIAL ACCOUNTABILITY

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
orio 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 needed board action.
Accountability demands analysis, perceptiveness, and foy 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, inteernal or external pressures,
and weakness or all such factors. This lack' of strength of leader-
ship is unfair to the board and to the staff as a whole and, where ap-
parent,' should be corrected by the'board through' the replacement of
the pfesident.

The president is als-b accountable to the community served and
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to t.he appropriate governmental agencies for providing bo.th groups
with a well-administered: productive, cost-effective institution..It is
the president's responSibtlity.to educate thc external bodies about the
college and to educate thee college staff about those external
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 increasing importance in the com-
ing decade-as the community colleges pressure the kkal citizens and
state legislators Tor increased financial support due to inflation even
?hough actual full-time enrollments may decline. The converse is also
true in that taxpayers and legislators may exercise increased pressure
tor more productivity in lieu of additional funding. The president's
role will grow more demanding and more difficult. He OT 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. aroups..

The college will not be able fo combat' such pressures if support-
ive data descriptive of productivity and cost effectiveness am not
available, Colleges which have been compiling such data for
themselves for self evaluation and self correction are inthe forefrcint
atd are fortunate. Those which have 'continued to recoMmend and
make decisiDns without hard data may be in for criticism and intru-
sion by presently or yet to be formed State controlling bo4rds. The
board and staff should hold the president responsible and Jaccount-
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-
Menothe 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 priority
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 te4111ers to retain students
for FTE purposes is just as much of a travesty and is a great disser-
vice to the student by misleading the student as to his or her abilities
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in that particular class. There is, of course, 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 elass,cnroll-
ment. This is a dilemma which is beginning- 'to face all colieges and
Universities, both, public and prokate. The problem must be brought
out into the open and 'discussed by adininistrators and faculty. To
lower standard's in .order to admit students to classes for sVhich they
are lbasically underprepared and/or unqualified for enrollment'and
funding purposes is not worthy of any institution with pride and in-

; tegrity. To retain students under the same circumstances is just as
much an insult to the .faculty, the students and the community.

'Faculty accountability must bc defined fir@ as the responsibility
for providing quality instruction in whatever_ class situation the facul-
ty member is teaching. l'he same definition' woUld upply to
counselors and libraAans. Without quality of program there is little
need fOr the college.

Second, the -faculty must be held accountable for. professional
growth in their partieular field of expertise. This is more than si ing
in summer classes or in, travel excursions to-accumulate cre 't ours
on a matrix salaryschedule. The growth should be such that it is
apparent to:both.the individual and to the appropriate supervisor.

Third, the faculty member must be held,.accountable for an
average acceptable level of productivity in his or her specific area of
responsibility over a.designated period of years. Such definitions can-
not be simplistic 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 suc-
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 esSaitial to the
evaluation of a. community college. If such students are not able to
compete sbccessfully, 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 deficiencie.

Although, as with the board and president, many other items
may,,N worth noting; a final accountability i 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-rare
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 is' sufficient reason for an
apologetic attitude. Pride in oneself, in one's students and their
achievements, in one's pecrs, and hopefully in the leadership of thc
college are all reflected in the pride one shows in the college: This
pride will be- utast important as the community 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 decision makers
of the community and state.
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CEJAPTER

CONCLUSION

..134Qc to institutional planning and developMent is a well func-
tioning office of institu)onal researeh. The data needed-by the.ad-
ministrationjeachers, colinvelors, and the learning center personnel
..for their evaluation and &sions are essential for any college, and
eSpecially -Tbr community colleges. These data are needed on a
regulaiT and continuing basis to alert the staff to changes and to ap-
parent trends so that the college can anticipate and- he prepared to
meet the changes as they develop. Reaction and crisis management is
time-consuming, noncreative, and,disrnptive for staff and students,
alike. There may have been some justification for this type of leader-
shipCluring the growth iiiriod of the 1950s-1960S when all of higher
education had a difficult time just keeping up with ever-increasing
demands, and liaoney and support were generally available.2This will
probably not be the situation in the 1980s.

The challenge to the colleges will be to plan ahead, to be aware
of, and to anticipate the pressures of declining resources, changing
student mixes and interests, more competition for students and.for
funds, and a. lower priority for higher education within the many
other interestS and needs of society. Universities and, graduate
students are giving more attention to the preparation of persons
skilled in institutional research .and development. These persons will
be avaijable to administer the research officeS on the various cam-.
puses and .their expertise 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 backing
and financial support of the president and the boaid.

Because all elements of the college will.require data which are
up-to-date and Valid, ,the director of research ihould report directly
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 priorities accord-
ingly.
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A well-run, effiCient research office will be pressured for data
from the stUdent services, instructional, and business areas and the
president will hive to set the priorities. Information needed by the
college will be broad in scope and must be beyond those data
requirtid 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. N)Ilow-up studies, retention data, research on learning and
teaching managementNnd technology, student characteristics, and
other needed institutional information decisions have to be reached
subjectively; usually as a reaction to some pressure or crisis.

With a planning philosophy and with appropriate data the l98Os
cOUld provide e community colleges, with a great opportunity:40
cope with chan'e in an intelligent and enlightened Manner: .The col-
lege climate could becOme one of challenge and stimulation for the
adMinistration, staTf and students. The emphasis could be placed on
student and faculty growth. The image of tl* college would reflect
this climate to the community, with iesultant benefits. Staff concern
with the individual self could be repled by staff concern for the col-
lege as .a whole. Quality, would beconme the top priority instead of
quantity. Any nurnber of analogies abound throughout business, in-
dustry and the professions. This isn't necessarily 'advocating
Schumacher's argument that "ESmall Is Beautiful," but the positive'
aspects of coping with the challenge of possibly smaller enrollments
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 thechanging student population and the importance of a
continuing needs analysis stddraf the community served. What' will
the college staff do with the data from the study? This may,be the
most profound question one cam ask. Will the staff as a whole
analyze the _data and compare 'the 'findings of stated interests and
needs with what the college program offers? Will the staff be willing
to add, modify, or delete .courses and curricula to comply with
Nangesa4ld trends' in student goals and needs? Will the staff be will-
ing to modify teaching methodologies according to the varying needs
of the students? Will the staff be willing to schedule classes at loca-
tions andtimes other than what have been traditional'? Will th6 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 staff take advantage of the incentives provided for staff
development? Will the board -and staff actually be committed to the
philowphy that the community c6liege is both student-centered and
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teaching-centered? These are basic challenges to the community cor
leges for the 1980s, If they are answered positively, many of the pre-
sent concerns and fears for ihe ftiture 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 institutions'to have
retained their full autonomy and to, have made those local decisions ,

, which wereof primary importance to the college and the community
it serves. There is still time for cooperation, for improN service to
the local constituents, for stronger leadership, for boare education
and enlightenment, for faculty stimulation, for student retention and
achievement. These are the building blocks ypon which a reputation
for service, integrity, quality, and education for the community are
built, The challenges for the 1980s are many, are exciting and poten-.

tially r6arding, and are attainable.
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