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. HowShall | talk of the sea to the frog, , .
if he has never left his pond? '

How shall | talk of the frost to the bird of the summer land,
~if it has never left the land of its birth? 4
How shall | talk of life with the sage, : :

tf he is :he prisoner of his doctrine?
xrooot (Chuang«TS‘u-—ttth century 8C.)

ad;mmstercd an orgamzatxon primarily ¢uring jfs discovery- and
rowth stages. Perhaps a leadership style been set, an incremental
anning strategy adopted, and a liberal staffing and resource alloca-
tion process established that has been Judged to deliver a successful .
community-oriented college. Will past and present managerial ‘skills
“and stratches sufficg for future preservation and maintenance of a cal-
lege that appears to be headed for a period when financial resources
and enrollments may not grow appreciably, and may éven decline? In
the future should presidential failure for technical or administrative
-~. _incompetence be as excysable as faijure resuiting from: unpredictable
polmcdl cvents? Given the two major problems ¢ of energy and environ-
mental conseryation this nation faces, can any organizational manager
afford Mot to be in a mode of ass€ssment, strategic planning, staff devel-
opmert, and better utxhzauon of ﬁnan.cnal human, and physxcal
resources? - -

With public confidence in hlgher education somcwhat eroded in
the past few years and the continuing debate of what constitutes legiti-
'mate higher education, can we afford to-continue with a “business as
usual® attitude? Such coriditioris create an urgent need for institutions
to deal with problems both external arid internal to the academic, com-

»  munity. Failure to do so will have negzmve effects on the integrity of a
~‘college or university. :

The emphasis and purpose of this volume of New Directions for

Community Colleges is Yo stimulate the thinking of cellege managers and

~ faculties in areas where creative thinking, modified administrative

. practices, and new strategics may be justified for the continued devel-

vii
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- opment of effective and responsive community colicgcs The chaptcrs
that follow relate to such significant areas of college admmxstranon as.
instruction, student servxc;s, personnel practices, governance, finan-
cial planning, admissions, marketing, information retrieval and pro-
cessing, and relationships between trustees and administrators.

' The authors, all professional practitioners in their subject, dis-
cuss and suggest cutting-edge ideas and thought that ca‘n\lgad to
improved management of community colleges in the future.:

. T deeply appreciate the individual effort each author contributed -
to this volume: I trust their ideas and thoughts will stimulate other pro-
fessionals to action, reaction, and further sharmg durmg the challeng-
ing times dh!ad for higher education.

. Robert E. Lahti
Guest Editor

-~

Robert £. Lahti & pre'szdent of Community College af Denver and
“ fowldzng pm:dm: of William Rainey Harper College, Ilinois.
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 An Wformed, intimate selationship needs to be mainiained o
between managers in communily colleges and the academic .
process in order to have genuine arademyc leadership.

[

e

‘ ,‘ oy A

- Academe, Action, and
- Leadership: How to

~ Avoid Overmanaging = -
- a Nonevent |

-

'_ f Judith S. Eaton

. t .
-

‘ e :
As community colleges begin to enter the decade of the 1980s, we are
. undertakigg a ¢areful review of the education role and purpose of our
., institutions. At the same time we are giving imcreasing attentidn to
', sound management theory and practice. So armed, it would appear we
can responsibly mgss the future. needs of our respective constituencies.

Yt our colieges are faced with a patential Rroblem of serious magni-
tude: the management processes that provide for our institutional effec-
tiveness are in danger of becoming increasingly isolated from impor-
tant academic processes ine‘eded for the realization of our educational
purpose. If we do not exercise extreme care, we may reach a stage in
which successful management is measured by criteria that ignore aca-
¥demic purpose and value. This may result in managers who lack a clear
+vision of academic purpose and colleges without academic leaders.

» This danger deriving from the increased size and complexity of our

+

. » . ‘ ¥

. ‘ | | N
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institutions demands that managers obtain some formal training in
administration and collective bargaining, and that they have an ongo-
mg p:c‘b’cm ¢ to leave major d(ddt‘!nl( decision makmg almost cxgu-
swely i faculty hands. ' ’

Questions. about appropriate preparation for academic leader-
ship roles continue to be with us. Although we commue to select ledders_
witlPeducational backgrounds, we see the vdlue of individuals with cor- -
| porate experience or formal business training. We tend to use the terms

“administrator,” “manager,” “leader,” and “executive” interchdnbea'bly,
but some theorists suggest that we distinguish managers "as policy-
makers from administrators as decision implementors {(McManis and
Harvey, 1978). Others contend that managers and leaders think and
act differently and have differing approaches, motivations, and histo-
ries (Zaleznik, 1977). Peter Drucker (1977, p. 53) speaks of managers
as “composers and conducters.” Rosabeth Kanter (1977) reminds us

that man&genal occupations require skills and knowledge that are
described only in general terms and measured xmpmcxsc}y or not at all.

Snmlax y, Vannevar Bush states, “The gt)od manager is the prdctx-

tioner of an art and art in any form does not yield to analysjs” (qum- :

son, 1975, p. 127). While adequate definition may Lurremly elude us,

somé clarification of what we are about is not beyond us.-
Leadership needs in community colleges should be consxdered

not only in terms of appropriate management training, style and skills

“but also in the context of our academic reason for being and the values

for which we stand. This is not to say that managers should be academi-

" cians. It is to say that academic leadership requxrm a unique combina-

tion of managerial skills and an informed and flexible concept of aca-
demic process.

Acadmic Leadership: A Workable Description
5 : N .

Whatever else eruly effective leaders do, they provide charismatic
initiative uand thrust by which things get done. They engender tryst,
respect, and identification. They make things happen. Most important,
they provide a vision for the future. Leadership may be additionally
reflected in and by organizational charts, job descriptions, and report-
ing relationshiips to a governing board. What is critical for academic
leadership relates to the nature and quality. of what we accomplish.

Academic leadership should derive from our commitment to

intellectual pursuit inAts broadest sense. “Academic” fre uently refers
. I q y

to specific instructional programs predicated upon a clear and rational

\\ "., -
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commitment to the wlluc of the lntcllectu‘d Whllc not exclusively Cog-¢

nitive, the academi cmphasues thioretical skills and their devdpprmq -
- The exphasis m: thzkc the form of liberal arts, gem:rdl education, or

career training. mdud’cs a variety of mstructlorml modes and curricu-

O lum structures. It may inform but is different from shosj courses, coun-
seling, athletic programs, and the testing center. Leadership associated
‘with these pursuits is preeminent in determining and realizing the
respective purposes of our institytions. What we identify as our acd-
demic value structure will provide the context for all other activities, :
R The effectiveness of futurg“academic leadership rests in part on
the ability to apply solid mgnagerial skills to clearly identified academic.
issues of major significance( While “significant” issues will vary with
time, we move into this last gortion. of the twentieth century very much
in need of sound thought andaction in thyu areas: the meaning of gen-
eral education, a commitment to academic standards, and determina-
tion of institutional purpose.. These issues are not mutually exclusive.

. Their resolution or lack thereof will determine our success or failure in

providing high-qualjty -academic leddershxp in the near future. Aca-

demic leadership is and will continue to be defined and acknowledged
not only in terms of management structure and process but also in
terms of the issues this leadership identifies and addresses.
Of primary significance in our consideration of these issues is
our acknowledgment of responsibility for action. As academic leaders,
¢ ' we are regularly called upon to make decisions affecting the purpose of
our colleges, their academic programs, and their standards of achieve-
~ment. The.effective c»cerusmg of this lmdcrshxp requires at least. thc
. following: ) . :
A o Familiarity with the phxk;sophxcal dimensions of the issues
. * Cognizance¢ that dctermmatlon of these issues is ongoing and

' .changing, requiring sxmultdneously a stable framework’ and
the flexibility to accommodate change )

« Refusal to allow ddy to-day operation and decision making
either to preclude comprehensive consideration of the issues
or inadvertently create policy

© Awarenessof the practical, organizational response of others
to these arcas

« -

General Education
. ) ; . ~
\  “General education™ has been useduto refer to a plethora of tech-
niques, courses, requirements,’ disciplines, and dcgrec‘s\for nmany
| / o N
..\")i ) / . .

7' EKC* | S .
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. ts status, as reqmred "
_ demands are mmade are areas of concern for eﬁecni/e gencral educgtion
.ddxmmstmuem Whatever the structire &nd status of the cu!'nculum .

" K - s -
& . - o * . . (Sl ! ~

cnda*ngercd ~confusion exists aboutjts - H)d_)()!‘ problein areas. The
siruuuc&ob the *cumculum‘ the espoused purpusc of general education,

and ;the Vvalues upon which programming

decisions need to be made-about what "ought to compnse bencnd edu-
cation. Decisions to maintain trddmonal" course. structure denvmg,
from the disciplines or to encourage an interdistiplinary, thematic, or

* genetal studies structufe will not provide definition of general educa-

tion purpose andéntcm Whether or not general education is a require-
ment, may affect its survival at some institutions. hncouragmg its sur-
vival, however, is distinct from determining its content. At its best gen-
eral education has become identified with assisting people to develop
thcorctmdl affective, and cognitive skills that can result in a full, pro-
ductive, coherent, and meaningful human existence. At' its worst it
reflects much verbiage and little substance. .
A genuine difficulty in dealing with whidt ought to constitute
general education appears to be an unwillingness to be appropriately
prescriptive about this topic. We read repeatedly that general educa-

tion sped.ks to a knowledge of the past, social and cultural values,:

awareness of the present, and the theoretical skills attendant to these
forms of knowing. Hesxtancy appears to set in at the point where we as
educators must make decisions -about how this knowing will be
ancmpmd We need"ﬁ overcome our reluctance tp demand mmpeten-
cies, set fequirenients, and in gencml make the educdnonal value_;udg-
ments necessary for our success.s ' o

The issue of general education and bux response to it is at the,
core: of our academic commitment. We as acadernic leaders need to
articulate a viable definition of genetal education for our uwn environ-
ments. T his definition should derive from a set"of basic assumptmns
about the fmeaning of education and its significance for our -culture. It

can focus on needed results in the form of general skill s that ean be .

attained from a variety of areas of inquiry. Perhaps we have spent too
much time agonizing over a definition of genskal education as.a tine-
less Unwcxs‘.ﬂ for all education. eﬂmu We need to reflect. upon what ig”
happening with students i in classes we have scheduled, who are exposed

1o a curr xculwwe lmve approved, instructional strategies.we have
enmuraged “a grading’ pollny wé have endorsed, and the staff we have

recommeided. fur hire “All such decisions: me}y 1 posmun concemning -
gt neral c-dm dtmn dnd its meaning. - _ ~

"ycm Although gmcml educauon is. frcquantly ch;i\ractem::d as_‘ -
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’ General education, the humanities, and the liberal arts.may be

viewed as sxgmﬁcandy differing educationalsefforts that share some
similarity bf or ientation. The humdnmes‘dnd the liberal arts are fot

\T‘ of disciplines; they reflget a phxlosophmal commit
ment. The assur ptions we may adopt for our general edugation efforts
are consistent with the s;oals concerns, and cfiorts in these areas. As
Rngsr Shattuck states, “the hun@xtxeg stand niot for an autonomous
tradition of knowledge for knowledié’s sake, but for its-ultimate useful-
ness to what is most human in us, to the individual as the 4ccountable
agent of his actions and as the potential seat’ of greatness” (Caritegie
Pounddnon 1977, p. 101). Sidney Hook defines the liberal arts as
those' subjccts that “deal with the ideas and ideals of what is of most

worth in life, give course and direction to experience, and reinforce our -

awareness of the indispensability of human choice in every moral situa-
tion” (Murchland, 1976, p. 23). In a similar vein Lloyd Averill (1977,

p. 6) speaks to the object of liberal arts as “the development of those
essential skills which-constitute a full, competent, responsible life. They
help men and women Acquire the judgment and power they need for
maxxmum human fulfillment both as individuals and as comnbutom to
the welfare of others.”

General education concerns do not exclude ‘consideration of the

technical, occupational, or, ‘vocational. Whether or not we agree with
Whitehead (1975) that technical education should be a real intellectual
enlightenment if it is to meet the practical needs of the nation, we
acknowledge personal and social need for- such training. Our discus-
sions of general education tend to focus on issues other than skill devel-

.

‘oprtent because it is thiese other issues that confuse us. Thevongoing

theme of these issues is the capacity and obligation of those involved i in

general education to provide a culturally meaningful context in which”

to learn ewmmmally and practically- useful skill e do not argue
over the value of technical skills when we talk dlm&e'ral education;
we do raise questions about what areas of the body of knowledge that
constitudes our past and present are to be included in aMenipts to pro-
vide comprehensive educational experiences for interested individuals,

Our (hdlenqe 1s one of conversion. We need to transform the

energy associated with theoretical consideration of general education to

=< an action plzm for ourselves and our fdciﬂties We neéd to devote less

+

attention ' the orgamzatmndl obstacles of discipline and department
and concentrate on the de -velopment of structures dnd processes that
pravide a suitable, px(m‘mtwe framework in which generat education

needs and issues may be addressed. A council on general education,

\ .
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. the curriculum comuittee, wmmumty‘adv;swy&ommxttc&.ﬁ, dnd Tong-

range plannig eﬂurts can vpnstitufe the needed fmmework ‘Rather
than contend that they have not and carinot work,.it is our responsibil-
Aty to make them work or develop suxtdbie alternatives. Qualify‘aca-

. demic leadership can -address the emerging practical problems of ‘cur-

ricufar change (which nobody wantsy, degree requirements (which c‘m”

be debated endlessly), #hd fmuh‘y load (whxch must be hi(.cd dnyhow)

L ol -

Academic Standarqs ' . T | f_'

’

-

)

requirements, “back to basics,” an end to the “rev mgdx t,” or dxag-
nostic testing. The term embodies a concern for identific n pf signifi-
cant levels of achievement. Chase (1978) mairitains thzﬁ our colle ges
and uhiversities have failed to maintain even mxmmum academic stan-
dd:ds His evidence constitutes a description ‘of many of ourinstitu-
tions and'a 'menu from which fo select areas bf toncentration. Chase
mentions the dropping of rcquxremelﬁs course proliferation, the trend
toward marks instead of grades, grade inflation, ahd questionable aca-

demic grievance policies. Cumems have been expressed about basic

skill preparation of our students and, at the othu extreme, the identifi-

cation of excellence (Larneg:e Foundation, 1977). As.academic lead-

¢rs, it is our task to identify if, when, wherc and for what pusposc
standards are neéded.

Review and x\eassessmcnt of academic stardards ‘need not
impinge upon academic freedom, unduly constrict organiztiong!
structure, or inordinately burdgn students. To the contrary, colleges

. thagt estdbhsh committees or corumissions on academic standards are
' creatmg potentially viable opportunities for conftructive and mituals

facuity, student, and administrative atternpts at institutional renewal.
Standards review can be mtcgrated‘ with pmqram facuity, and stdﬂ
dcvdopment Procedures ard | criteria for self-evalyation and effective-
ness of planning ran be devclopcd and reviewed. Recruitment’ and
retention efforts can be improved. *
Consideration of academic standards net.d not mean a return to
lockstep requirements and grading. It need not mean the 1950s are
upon us and we have abandoned the 1960s. Consideration of standards
should leave us with the benefit of both decades. We can define and
demand quality and demonstratcd accomplishment without giving up
all the Nexibility associated with the removal of requirements, nonpuni-

i ' -
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“tive gmdmg and “relevance.” We have bd'mvcd 1rrcsp0nubly in our
eAgETNEss 10 auuxmnudutc all standards. “Doing your own thing” may
result in an ability to do nothing. Requiring nothing means 5gn0rmg
responsibility for academic, intellectual, and c.onmxuruiy lea&:rshxp
Claiming that all degrees, students, and credits are vaguely equal
¢nshrines mcd;ucmy and eschews cxcclknu All s pot equaly’ achieve-
ment of value is'not to be confused with the opportunity to value. Thg

'gésluxxlc challenge hu:mq us is the preservation of gomprehcmwc

()pporxumty in the creation of quality. &)
uunal.‘()ur nontraditional cligntele can havet;he advdntaggs of flexible
scheduling, credits; grading, and instrug . )
access ean be maintained. Their learningra@flerences can be identified
and reflected in theit programs. At the same time, bcmhmarks cri-
teria, or aunmphshment levels can be established/ Standards and flex-

ibility need not be antithetical, Académic standards, then, refers to a

collection of concerns about evaluation of the work we and our students
do. It raises a basic’ quesmm concerning the-nature of accomplijshment,
Responses to these concerns will have xmphcanons for ous programs,

~their presentation, the instructional support, and student personnel

services we pmwdc ‘the gubhc Academic leaders will need first to

dcterxmne ‘which issues need to be considered within their respective”

institutions and then proceed to focuson identification and assessment
of the results of our educational eﬂ“urgs as distinct from prcouupa;mn
with only the efforts themselyes. ' .

- Review'of academic stafidards will tal\e f)lace in the Lont('xtt)fdn

msmun(m& current issues and conicerns, Because issues associated with

academic standards cut across ‘total college functioning, there cad be a

significant secondary impact on total organizational structure. Multi-

unit operations can develop greater consistency of policy and procedure
among units. Administrative decision making will consequently appear
more consistent. Whether faculty involvement i$ in the form of shared
governance or collective bargammg. consideration of academic stan-
dards can encourage additional involvement in determination of edu-
cation policy. This may result in better informed management and
increased institutional communication about academic matters. Nego-
tiations may reflect the results of a standards review when considering
class size, taculty load, and instructional assignaments.

It is the increasing interest in acaderniic standards that is “new”

for our colleges today. The objects or issues of that interest (for exam-

~:~ N ‘ f { T

We ggn asrange a'liaison between the traditional dnd nontmdnr

methods. Their ease of '
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ple, grading, requirements, or developmental skills) have been with us
‘ _for seme time. An “action plan” developed to consxder\academxcfétan-
- dards thus‘can dmw upon exmmg structures within an institutiqn in
. the form of )nterested staff, committees, or students. If trustees are to
approve poluy or resulting- program (Tmngc they need apprepriate
~iavolvement. Policy action on standards that has not m\solved faculty
. “may produce st‘nous d:swrd wnthm an lhb{l(utl(_}'l .
¥

)
-

, Det_ermmahon of Institutional Purpose: , . ‘
What Comes First ' :

An underlying theme jassociated with the growth and develop-
ment of community colleges has been preparation, Community col-
leges“have claimed to provide services whereby their clientele are
“ready,” “trained,” and «an take 'on. the responsibilities of a given job or,

. future educ ation. With the fnost recent commitment to comprehensive-.

- ness, those who wrxte community college mission statements have * -
broadened the scope of promised preparedness to virtually all that one .
may wish to unidertake in a lifetime. It is time for academic leaders to
reexamine what we mean by preparation. While iggmay be highly desir-
able to provide opportunity for growth, change, and devélopment for
all possible persons, to attempt to do so overlooks yet another crucial
characteristic of our espoused purpose. We have an obligation to be
selective as a result of working with our respectively unique communi-
ties. We have yet to examine the potential mconsxstency of our purpose
as, expressed by claiming comprehensiveness | yet provxdmg selective
programming and service$ to the community,

As academic lcddcm we have decisions to make concernmg the
kinds of programs agd serviges our colleges will offer. We need to do so
based upon the value§ of/bur respective publics. This places a major

responsibility for educatiofal planning on cach of us. While sound com-

- munity and fiscal data®and™aeceptance of a leadership role for the com-.
munity aredmportant in determining prioritics, we have the additional
obligation to provide strong justification for including some programs

_and elimihating others. Assessment of ongoing programs, evaluation of
new miarkets and needs, and awarcness that planning should have a
fluid and dynamic quality all require carcful attention. “Articulating

“these understandings fabout what colleges mtcnd to accomplish] and
providing for their continuing reassessment are the rcsponsxblhtws of

» " those who provide academic leadership for every institution. . | . The

-~
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‘results of the Jabors of the college’s amdemu lcadcrshxp should be a
statement -of the institution’s mission that taKes info- account not only
what thefintended consequences ()f its educatiorigl-efforts should be but

also xts tmdltmm and reseurces. Br:muse situations dmhg the_
ation,

statemaent should allow for iuturc .ﬁnendmem (Carnegie Foun
1977, p. 151). ' ) ' - i

J Planning challenges that capacify not only to develop a]ter,ndf

tive ccmaeptual frameworks bt also to sée them ccessfully adopted
Planning models may appropriately’ include the’ Zumcnts of adequate
data, consultation, and projection of needs and interests; this may not
be enough. We cannot assume that guod“ planning will succeed and

puor p!annmg will fail. Immediate and long-term educational plan- -

ning requires the additional skill of implementation. The constituen-

cies involved in planning efforts and their respective roles need to be

handied within ‘a clear framework of stated goals and objectives in
order that there is'some meg\anism whereby various needs and inter-
ests can be rationally evaluhted. Academic leadership-in this cdntext
calls for an effective balancing of special concerns by means of a firm
commitment to the vision.of an institution and academic excellence.

‘More directly, strbng‘intcrpcrsondl skills and political acumen are

important. Just as ongoing ‘curriculum may reflect more of a poht:cal
compron ise with internal interest groups than coficerned scrutiny of
viable program alternatiyes, educational planning may reflect the price
of peace w:th extérnal censtituencies rather than.constructive response
to commuynity edycagonal needs. - N
Academj tﬂ rship's current attempts to determine institu-
eehmtshed in a network of influences and power from
& variety of sources. If there has been a time when faculty taught,

administrators managed, boards preferred policy, and the mmmunity/‘

was consistently enthusiastic about programming decisions, it is :I:

. longer with. us. A reasonably simple hierarchical model of decisi

making can no iongver be used to guide administrative action. This
model has enlarged, become more complex, and reflects a rapid pace of
change. Faculty, boards, and theccornmunity have played increasingly
strong roles in determining educational policy. Their respective expec-
tations, eontrol, and expanded decision-meking authority must be con-
sidered when anticipating educational planning action. qulure to ade-

quately consider the mmplexxty of decision making can result in plan-
ning that reflects a compromise of vested interests or no planning at all.

Pressures of boards, communities, the managerial system, collective
. \‘; ¢ B \
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bargdmmg, and collegiality can result in mdndgcmem by accommodation
" that falls short of academit leadership. While,management by actom-
modatian may npt be avoidable 4 all instances, the need to resort taiit

can be minimized by flexible leadership commitment to valm:’s a real-
istic dcusxc)n -making mudcl, and, again, that vision of the future.

¢
e

Academic l:eade,rsbip, Mamgement Structure,
Mamgemem Pmcesses ., :

- ! . f
)

Suggestions about the focus and purpose of.academic leadership

require that attention be paid to the framework of operation in which

such leddership is attcmpted There is no one ideal management struc-

ture. for this leadership. Management structures can, do, and‘should

vary with the size, composition, and staffing of our institutions. ,@jt-

ever the organization, academic leadership should be the p ry

responsibility of persons with sufficient authority to achieve results. In

some institutions this may be a president. In others, depending on size
- and complexity, it may be a dean, vice- president, or provost.

, The qualities previously discussed for academic leadership
responsibility can be exercised in a-framework that reflects planning,
careful delineation of responslblhty (preferably in the form of objec-

tives), and evaluation. In short, some form of goal setting or a more
cumprcht_nswe system of planning, managing, and evaluating provide
for needed ‘mgnagement processes. This js not an argument for any
given management system employed in government, busmess or edu-
cation, It is a suggestion that academic leadership can be most effec-
tively exercised in‘an environment of managerial clarity and efficiency.
Many of our colleges employ some portions of a systemic dpprq\ch
Few achieve-the desired results in the form of avoidance of crisis man-
agement, effective planning, and a creative and comfortable adminis-
trative stafl and faculty. '

Viable managehanstmctures and processes require mvolve—'

ment with faculty, trustees, and community. Faculty play a special and
crucial role in the creation and maintenance of academic focus and
standards. The academic leader needs the skill ta effectively involve
faculty in academic decision making. This may take the form of shared
governance standing’ committees; special councils, ad hoc task forces,
“department study groups, or collegewide commissions, It may require
additional information sharing and consultation. '

. "5 N
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The commitment to faculty invalvement may be adidressed either
© . . : M * . ‘ . ) ! . . . .
within 4 management structure by working through the administrative
organization or in voncert with, the management structure by a com-

mittee orgdnization “Either ‘arrahgemehtsalls for faculty development”™ -

effarts directﬁl in part at the_creation of some institutional idcr}tity in’
addition to ¢®ant discipline or career program 'idﬂntjtyf. Management
dcvdopmcnt efforts s}xuuld focus on creation of effective skills in partic- .
ipatory involvement. As Drucker (1968, p. 209) has pointed out: “Itis

~ highly desirable ‘to bring the ‘members’ of organizagions as far as possi-

ble int® the decision-making process. Otherwise they cannot acquire,
any understanding of the realities of their institution. . . . Without
such understanding, organization is always endangered.”

" The critical point, then, is that ¢ffective academic leadership
requires careful attention to those academic issues deemed most signifi-
cant now and in the future in the context of an organizational structyure
that enhances rather than impedes the likelihood of success. However
urgent, painful, and important the issues of severely limited enrollments,

- fiscal resources, and staff, such concerns need to be viewed within an
environment in which thorough and rational scrutiny of major aca-

demic commitments has resulted in the developient of a sound philo-
sophical’foundatiun for institutiunal aétivity{ This f'mmdation Is neces-
sary for dn institution to meet its, educational responsibilities.

" As faculties mature, administrative job ¢hanging diminishes,
dollars are less available, trustees are more available, and legislative
concern for results increases, the decisions made by those charged with
academic management responsibility will increase in importance.
These decisions and these managers will determine the unique style of
our colleges. The issues discussed in this chapter are on the cutting
edge of the decisions to be made. If we fail or inadequately consider
these areas, we will contribute notonly to institutional ineffectiveness,
but also to the creation and maintenance of institutions essentially lack-
ing in character and distinction —Jess than worthy of the respect our

-~
L]

society is willing to give us.
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- cotinuing vitgliy of community colleges.

-D'orothy M. Burns - R

- Mere than a decade-ago, bigger w

3

W:t!: a mzyot portmn of at‘l commum:y cailtgc udgets bng
m«t on personnel and related costs and with feisonnel
management becoming extremely complex, new bwbroaches
toward human resGurces management are-crucial to the

RN

Effectlve Personnel .

~ Administration—

Better Utilization |
of Human Resotirces p

[

Ymsmuuom are to achieve their mission of educating students, they

must be able to find a better'way of managing and developing all the =
~ potential of the'peopie they hire. Old, iccemeal, fragmented methods:

.’ and structures cannot beégin to cape with the realities and complexities

of the late 1970s. Higher education must be directed to a new threshold ,

of comprehiensiveness in its organization for effective personnel admin-
istration and must be staffed with competent professionals who can
lend strong leadership. to the total institution or system.
The late 1970s arc a far cry the 1960s in higher education.
sﬁtter Institutions were proud of
their surgmg enrollments, burgeoning building programs, and budgets'

. that were increased dramatxcal!y through the generosity of many legis-

,, latunes and Lhc ease of obtammg federal funds. Little heed was paid to

New Directions for Commusity Colleges, 26, 1979 X . . 13
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such ‘mundane matters as future financial obligations imposed by the

acegptance of federal grants. If departments were floundering, no one -
was terminated. They simply hired young Ph.D. firebrands who could
breathe vew life and spirit into faltering disciplines and research. If any

“personnel: policies existed, they were taken lightly and often allowed
faculty to game their own terms. For all practical purposes, employ-
ment det&ns were madg by an informal system among the profes-

‘ smnd.ls— the facelty and the dean. This wllegxdl-system worked well as
long as institutions 'were growing ard were relatively affluent.

But counterforces were at work. Expansionist bubbles were

bursting, at least receding. Times were hard. A tax-weary public was
challenging ever-increasing public colfege budgets. Inﬂ.;mon was tak-
ing its toll. Enrollments were approaching a steady state or even
decreasing in - mgny institutions. Legislatures and boards were
demanding accountability and productivity. The ebb and flow of stu-
dent interests after the violence of the 1960s and the impact of the coun-

terculture were difficult to predict. Some people simply were unwi‘lliné

to finance a college education if no jobs could be guaranteed as a result.
Higher education—its very purpose and its value ~found itself under
attack from all sides. "

At the same time, nontraditional students, women, and minori-

ties were demanding access and programs they felt were appropriate

and sufficiently flexible to meet their needs. Social legislation was |

affecting higher education with affirmative action requirements, equal
pay for equal work, and minimum wages, imposing strict demands for

action and reporting. A restless, insecure faculty and staff, caught in

the throes of shrinking budgets dand uncertain enrollments, began to
organize for collective bargaining. All too soon followed staff militancy,
organized unions, court cases, and grievances as many institutions

simultancously faced staff and faculty layoffs in order to baIancc bud-

g(‘tﬁ

Drawn into the maelstrom. of all these V()Iatile currents. and
countercurrents, many instittitions, particularly small, private col-
leges, did not survive. Other institutions with better reserves or better
management did survive but had to face aggressively new, stark reali-
ties. Many studied in depth their total operations so they could gain
control over scarce resources and establish accountability. They
sreviewed their missions and tried to establish clearer objectives. Many
ccreated management information,systems.so they could plan, monitor,
and ¢valuate the achievement of their goals with some degree of effec-

]
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tiveness. Almost all colleges and gyjﬁms were struggling to balance

expenditures with income. A

. . "
¥ L3

Centralization of Human Resources Services - s
In our present setting, which continues to demand-accountabil-
ity, effective planningy and unusual expertise and knowledge, how are
colleges to manage their most costly but vital resource—all the staff
they hire to achieve their ends? Centralization of human resources
inanagemem and devclopmcm must be the apswer. And with this larg-
est and most costly resource, which is the major means’ for achieving
the ipstitution’s mission, its proper place ﬂhm the organizational
structure must be as an arm of the chief administrative office.
| Colieges hire a wide array of people with all manner of back-
grounds in hundreds of classifications and assignments. The largest
force is the faculty; the second largest is.the support or classified staff;

third is the administrative and .management force; and fourth is the

specialized profgssionals. Why centralize the personnel management of
this total work force? Just on the basis of obvious complexity, there is
no question of need whether one institution, a multi- -campus system, or
a large system is involved. Followmg are a few major reasons.
X Common Elements. First, despite the diversity of the functions
and backgrounds of the total work force, many ‘common elements are
necessary for effective administration, including personnel policies that
- reflect a common philosophy, collective bargaining contracts and their
proper and consistent intérpretation and administration, affirmative
action mqmremcnts, staff evaluation procedures, records maWagement
“and personnel files, data systems, professional growth plans, and sal-

ary and fringe benefits admmxslratmn There is no way a large number

* of administrators handling bits and pieces of such complex systems can

. be, expected to.have-the necessary expertise and adequate- time for
bemg effective in such diverse personnel matters. Further, on so many -

jssues there shust 'be one, not multiple, answers and mterpretatxons
- The institution or system must be able to speak with one voice.

Technical Expertise, A cengrahzeﬁ function makes it possnble‘ )

for the ‘human resources unit itself to develop the necessary technical
expertis&in many diverse, functions as well as personnel data informa-
tion for all kinds of institutional needs in planrfing and budgeting. Fur-
ther, for reasons of sound personpel administration and also for equity
of treatment of efnployees, standard practices, procedures, and poli-

1,
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. Ls in the form of mnuals handbooks and ncgonatcd contracts must °

be coordinated and administered by .one unit. _, * - -« |
Budget Commitment. Third is the consnd‘cranon of the propors

. tion of the total budget committed:to human resources in the form of
salaries-and frmgts, somewhere . bctwecn 50 and 85 percent at most

institutions. It would séem obvious on the face that effective manage-

e .
~ ment of this resource wquld be one efthe highest priorities and that the

definition of effectiveness surely would encompass the concept of uni-
fied systems approach, if for no othcr reason than that. of - avoxdmg
costly mistakes. _ ' K
. 1) L N
Maior Goals of Human Re_sourcEs Management
Another way of saying esscntmlly the same thing is fo state a few
of the major goals of human resources management. '
1. Forward-lopking palicies that provide incentives for reten-
. tion, motivation, and growth of a competent staff;
- 2. Equitable treatment of all personnel;
Practices that meet all legal requirements and achxeve insti-
tutional goals in affirmative action; L
4. Resources of information and assistance to all management
and supervisory staff: :
3. Data base readily available for required lntexrml/cxternal
reporting and control; o
6. Counseling and information services for all personnel.

had

Organizational Unit g

If institutions are to begin to meet these major objectives, there -
would seem to be little question about the. need for comprehensive
administration. This special organizational ynit should be headed by-a

- vice- -chancelloror vice- president, reporting directly to the chief admini-

strator of the institution or systern. Immediately under the vice-chan-
cellor or vice-president: would be the specialists in collective bargain-
ing, labor relations, affirmative action, classification/wage administra-
tion, and so on. In small institutions these specialities would have to be
focused in the hands of one or two employves. In large institutions they
could be handled by many individuals developing high levels of exper-
tise.. Additionally, because of the continuing need for legal counsel on

.

25 o



F 1S

17

- an arrgy of personnél issues and challenges, thc-h}lma‘n resOurces unit

must have direct, feady access to competent counsel. If counsel is retainéd

- to conduct-collective bargaining sessions, this 5ame counsel, if knowl-

+ edgeable in general aBout labor law, could be erigaged more broadly to

.+, support the personnel professionals. The more informed counset is. -
. about the institution or. systenn, the more effective the sc;'vicc rendered:

- - .

Mdins'(tr,éamin'g‘Academic Pe'rsoqnel' Adminisfration . .. s _

Personnel managers relegated to minor institutional roles may’ ,
very well ask how, they are to become a part of the academic: main--
stream with personnel responsibility for. fatulty as well as other person-
nel. The answer is that they can and should achieve this.status in tirhe,

-but the final rcs_pénsib;ili%fgriust be'r:c»‘ﬁgniz’ﬁd asa shaiid cooperative
effort with academic admisistrators. e
_ Acaidcmic administrators earnestly search for time to be educa- -
‘tional leaders. Few  want or are trained tc} haindfe the coniplexities of
“th present demands in personnel. They obviously must retain authority’
in selecting, evaluating, and assigning faculty; but beyondghat many
would rather, leave the other complications to personnel ps fessionals.
Consequently, if the personnel professionals can demonstragegan ability
to support and provide peeded and useful information t'\;}ademic
administrators,, their assistance will be accepted and in tiie will be - .
sought. In a multitude of ways, personnel professionals can make aca-
demic administrators more effectivé in their own roles and givé them .
the time to devote to educational matters. A few successful demonstra-
tions should open the dodr to mainstreaming the services of the person-
neél professionals. ( |

Faculty Staffing Problems. Many colleges an&systefns today.

face larger proportions, of tenured‘ faculty among the total faculty.
ranks. Major problems arise as a result. One is the problem of increas-

. ing average faculty age. Under present circumstances, there is little
possibility of hiring new members, making it difficult to update and
revitalize the present staff. A related probler is overstaffing in some
programs and disciplines as a Tresult of decreased enrollménts or

“changes in student interests and work force needs. These problems

‘require staff development programs and forward-looking policies that
will help’ incréase faculty effectivehess. Some faculty need to be redi-
rected and to prepare for different assignments or in some instances,

~
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provided incentives to seek early retirement without substantial finan-,

. cial loss. Under these circumstances, gll possible steps are usually -

. taken before layofl is considered, although it may be the final.action.”

\ Analyses and Planning. Many personnel pmiess.lonals are

) umqucly qualified to work closely with academic administrations in’
conducting analyses to help identify staffing problems-and in develop-
ing plans for solutions, especially if they are included in :m,,ptutxonal.
planning. For. c:éamplc if the human resources office projects approxi-

" mate retirement dates of faculty by disciplines and relates these data to
enrollinent trends by disciplines, the institution may discover that over- . .

. staffing in certain-disciplines can be relieved by incredsing incentives -
for early retirement ~a solution much' to be preferred to layoffs. The
pcrsonnel pmfessmnals also can assist academu.dmm;stramrs in initi- v

_ aging policies that help faculty change directions professionally through

~ professional gmwth incentives and. staff development activities.. After

-all options are considered and iayoff is mevxtabie personyiel profession--

“als are best eqmpped in consultation with iegal counsel, to devise and

“implement orderly, humane layoff plans for the total institution. _

- Faculty Evaluation. Another critical need in many institutions .,

is,an impyoved and more objective process for evaluatmg faculty and

admmxstracors Péer evaluation undoubtedly will' and should continue

to be the basi¢ process because peers are in the best position. profession-

ally to make these judgments. However, there-is a need for position

descriptions of professional duties and responubﬁ*ﬂc;, criteria for judg-

. ment of performance, procedures for the total process, and some objee-

. tive data as well as qualitative information. 'ﬂi}e again, many person- ..

“nel managers can make a valuable contribution by assisting academic

administrators in e;tabhshmg better processes and procedures. Many

pmmmel managers also can be helpful in initiating the management.

by objectives systems and merit pay schedules under consideration i \tm

. '

many schools and already implemented in.some.

. Collective Bargaining. Personnel managers should take the
lead in the realm of collective bargaining. They should help negotiate -
“the umtmats havmg constant ekalogue with the chief administrators -
© and trustees in tH’e process. Theirs should also be the major responmbxl-

jty tn mmrprcmng the contract and ih teaching others proper contract
administration, including the handling of grievances. Similar leader-
ship should be-exercised in the monitoring of personnel procédures S0
they conform to federal and state Jaw requxrements, particylarly affir-

i

matwc action requirerments. Lo
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Background Requisites: Pérsohnel?roiessiom'ls
\

- Broad Background, To be effective in a wmpmhmswc per-

'mnne! rele, personnel | managers must” acquire a broad knuwhfdge of

the total institution or system ‘so their perspectives are also comprehen-
sive. They also must learn to anderstand and appreciate faculty tradi-

‘tion—its sfrong commitment to shared governance, tenure, and aca-

demic freedom. To whatever degrce may be possible, personnel man-
agers should participate in faculty committees and even teach occasion-
ally if they have the Qpportumty so they come to know ﬁrsthand the fac- :
ulty dnd their concerns. ‘ .
Special Graduate- Studies. Further, pcrsonnel pmfcssmnals .
should have opportunities for special graduate studies that develop
their potential. Their colleges and associations like the-College and
University Personnel Association should excruse thetr fnfluence upon
universities to develop Lomprehcns!ve graduate programs for adminis-
trators of human resources. Such program¢ should be planned to pro-

"wde the expert knowledge in a wide array of personnel specialties,

basic parameters in law impinging upon personnel practices, and the .
development ufspeuafdblhues and talents required for effective, coop-
erative leadership in a ,hngh level staﬁ rcldtlonshlp wnhm the educa-
tional environment.

Leadership Qualitxes. Pcrsonne! profcssmn‘da leadership 1is
derived mdm!y from their special knowledge and expertise. Their role
is a staff assignment rathér tham a line assignment and is suppomvc of

line administrators throughout the institution — the administrative and -

managerial staff. To be effective, pexsonnd professionals must be able
to gain the trust and respect of their col!eagues and must be able to

. handle highly confidential matters with i impunity. They must eccasion-

ally report pn-others who are breaking the law or pursumg unwide

_practices in their handling of personnel matters yet retain cooperative

working relationships. Theirs should be leadership that enhances the
total enterprise in the management and development of its work force

~and it must'be leadership that works through and with the total man-

ageément staff. At the same time, it is leadership that focuses'on the per-
sonal and professional needs of all the diverse groups and individuals in
the work force — leadershlp that is sensitive, responmve "and human-

istic in ortentation,

And in the final analysis, personnel pmfcssmn‘ds have to gain
the support of the chief administrators and thein boards. Ch‘mge in
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thexr roles may come slowiy in some quart;x‘s but it is already appear-
ing, as is evident'in California rommunity colleges and in the San Jose
- Community Col!egc District. My positioni is a, good example. It
‘includes direction and coordination of education: programs, pcrsonnel
“management, and affirmative action. The personnel department
handles all traditional personnel functiops for all regular-staff, classi-
~ . fied and certificated, ’ph'xs affirmatiye action, collective bargaining, and
access to legal counsel. The chancellor and board of tru'stu:s in the San
~ Jose District deserve credit for their wisdom in mmatmg the present
organization, which brings academic and personnel coordmatlon into- -
.. an integrated whole. +
. In conclusion, the management and development of human
resources in higher education is begging for leadership. Andthe leader-
ship must be first rate and of a sﬁémal kind. It is leadership requiring
complex.and special knowledge, strong but harmonious relationships
with academiq administrators, and a. deep and abiding humanistic -
ph:losophy that reaches out to pcople and their needs. If enough key .
leaders in higher education begin to recognize the merits of such lead- -
ership and are willing to develop the comprehensive organizational "
. ' structures to support it, many msututlg{ns and all their pcrsonnél wil
be- bcttcr served in the future: o

B

1 M “

‘:t( ’ . -
) . T
Dvrot}xy M. Burns s vice- -chancellor for educatwfztzl
servces, San. fose Commum{y College Distvict: Along wzt!z
coordmat:on of instructional programs and services, s/le o
, is-in charge of all personnel in the district. She has : coo
setved in several academic positigns, including cm’{ege dean ‘
and president, and has been a boart! representative on. g

wllatwe bargaining teams in Orsgan anont and Cal’zfomm
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What mm.f to ‘be rw!vmg in the canununza, ca{l:g: é\ anew . - N
style of admmu:mlmn that holds promise for itadersth |
usder collective baygammg SRR

Collectlve Bargamlng—-
~ts Impact on Maturing
Admmlstratlve Thought

.
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What stage of maturity has collective batgaining reached in the com-
- munity college and what have ddmmxstmtors learned as a. rcsult of over
a decade of experience with the process? Administrators acnept collec-

'tive bargaining as a-reality that must be reckoned with. In the early

stages of collective bargaining,”both boards of trusteés and administra-
tots were completely unsophisticated in their dealing with faculty. Their

 responses to bargaining ‘varied from outright. “hostility to complete.
naivete. Administrators were hoping they could win faculty support”

away from unions by making major economic and governance conces-
sions in 'their' first master agreements. The regult was Lhat faculty
_gained cven greater confidence in the use of collective power and

- boards discovered the concessions granted in contracts. were overly "
te génemus and misguided. Disillusioned and frustrated board members
"’ ¢ither chose not to stand for election or were defeated by’ the voters,
) and adhninistrators soon departed from the institution.

S
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’loddy,. mﬂcttwc bargaining is no Iungcr 'Q mystcry Admxm- -
stmturs on many campuses are as well or better trained than their fac-
ulty Luumerparts in ncgutmtmg and administering contracts, The fac-

- ulty missionary zegl over union activity has been replaced by an aceep-

tahce of the process as simply a method of achieving their guals But

' / * there is a disquieting . fecling that this . balance of power between

L employer and employee dchigved through collective bargdining. may .

not be sufficient to reaolvc a number of challenges facmg commumty
colleges.

Need fof Campus Cooperation -
s ' Coa .
Both Admnmstramrs and faculty are concerned with the effects
of declining ¢nyollments in the liberal arts, restricted Tinancial support
competition ameny. ‘higher education institutions for both'studentssand.
programs, dnd greater external control over institutional deeision mak-
.ing. However there is little agreement on who' within the institution
. should prov xdq the leadgrship to.deal with these problems. Unionized.
~ faculty are reluctant to grant mp~level admmxstrators aleadesshiprole .- -
“beyond routine admtmstrauve tasks.” - : '
American chcraﬁcm of Teachers rcpresentatwes Nielsen and
- Polishook (1‘)7‘1;’ p. 3) comment, “In many instances, admtmstranve
" responses to athe Crisis (pmspect for higher cducauon) are inherently
self-interested and diverse and have contributed orly to fragmenting
.the @cademic community and ¢reating chaos in the place of cohesion.”
Nielsen and Polishook do, however, tecognize the necessity of arriving
‘at an xmmutmpal rapprochement with top- devel ddmxmstmturs by,
stating, “We are, committed ‘to work. with every segment of the acg- .
deniic mmmunf"’sy in an eflort to succeed in obtaining eur common
'ObJPC!th‘S There is no aitemanve to cohesxon except abject failure for .
evcryonc (1979 p. 5). : : -

W

-

Why Facu{ty Org.?niz'g ‘

-Similar pleas for cooperation are voiced by trustees and admig-
istrators, but the fact remains that many community colleges are fragg N
me nted and administrators and faculty are-unable to work out & mutu-
ally advantageous relationship that contributes to cohesion. The rea-
sons are complex and involve such factors as thie nature of the commu-
- ity college, the professional identity of the faculty, and the effects of
4 formdl collective bargaining.
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.4 ~To begin with, faculty were unsure of where the cummumty col-
Icge itself fit in the collegial scheme; and consequéntly, there was no
commonly accepted definition of their role and status as professionals. -

The community college was, and it still remains, a segment of educa-
tion seeking an idgplogical place in the family of higher education. The

' “combining of- transfer, vocational-technical, adult cducanon and,

more recently, mmmumtthaSt:d programs under the egalitarian
Umbrelfa of open efitry. for students had a nuniber of advantages but
left unanswered for both faculty and commiunity whether the two-year -
college was an”extension of the common schools, a segment of higher

: education, Qr something unique.

For instance, during the dccadc of phcnomcnal msmutxonal

| gmwth edug,atom disagreed about the very nature and mission of the
. community wlicgc itself. They argued that the two-year institution was

neither a t of hngher educatxon nor an’ cxtensxon of the common
'schouls But instead s & new cducauonal mvcnuon Howcvcr com-

munity ml{cgc policiés and practices were not innovative. They were

- adopted from both pu}ﬂu schools and traditional higher education by

boards, admmrstrators and faculty who reflected these bdckgrounds
The result was an wnclear, if not com:adictory, set of mlcs governing
campus relationships that furthr,r confused the faculty s concept of pro-
fessionalist; several community colleges established traditional aca-
demic rank but eompernsated facuhy by the public school system, of
flane-step schedules. Therefore, one . philosophy —academi¢ rank— "

l implied professionalism, while the other— lane- stcp schcdules deem-i'_“ ,

_phasized individual cfgp?t * .
' Unlike the senior institutions that had the-idvantage of time to
dcw:lop an institutionial identity and governance systgn community

I

&

coll cgc board and stdff energies were commnttcd to créating a college.
" "Quick decisions had (o be made to educate students, which meant fac-_

“ulty and staff hall (g be. hired, ‘facilities provided, and administrative

services developed. Consequcntly, faculty believed they were bypassed.
in the decision- making progess, and the result was what organizational
theorists. describe as'an “overload” on the system. In other words, there
was the feeling that the “real” decisions affecting the college and faculty

were arrived at ihmugﬁ an informal process betwean board members .7
~ and administrators. - Lt

A

Frustrated by what they perr.ewed to be a sense of powerless-
ness and a confusion over their own professionalism, faculty were addi-
tionally burdened by a feeling of nonacceptance by their senior college
colleagues. In the 19608 tht. Amc,ncan Associatiofl. of University Pro-
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fessors was reluctant to acccpt commumty collegt faculty as full fem- .

bers. A standing committee on community colleges was established
that further reminded two-year college faculty that their status.was dif-
ferent than that of their senior college colleagues.

In a study of two-year colleges; Cohen and Brawer (1977, p. 109)
- observed that. facuhy remain puzzled over their status as profession-
. als and “seem not highly concerned with their academic field.. . . or
able to upgrade each other’s skills. . In other words, commumty col-

|  lege faculty appear net to be committed to. the tigors of academic

research or able to dcvclop guiding pnncxples that will contribute to
i . §rowth i their professionalism. Cohen and Brawer acknowledge that .

- excellent teaching: Dccux‘; on community college campuses but argue

 that, colle@vely, facuilty are without a system of, standands to dcﬁnc

- professienalism. . "

‘ In their study of xbe reasons pmfcssors embraced unionism,
Ladd and Lipset (1973, .pp. 16-— 17) concluded that there was a “strong
hnkagc between ‘class interest’and their receptivity tc union practices

“in higher education.” The iower the professors’ prestige, the more likely .
they viewed thcmsc:lvcs as employees rather than professionals. They

- further noted, “CQHcgc teaching at places oflow academic standing less

;.. resembiles a profession, so faculty in such positions thereby see less of a

clash hctwcfn their status and the norms. of unionism” (1973 PP-
lb-l?)

Although salaries and cmp]oymcnt condmons were nnportam'
to, faculty‘ there were other less tangible. reasons they joined unions. -
"Organizing was viewed as a cause or movement — a declaration of self-
~ determination in their rclatxonshlp with boards of trustees and admin--
: _:strdtors Whether faculty have fully realized their goals through union-
ism i debatable, but there is agreement that collective bargaining has
greatly altercd attitudes and the ways decisions are made on campuses.

Adm:mst:atwe leadership Under Collective Bargammg

e Colimuve bargaining has legally drawn the lme between
. “employers (bogrd and administration) and employeés (faculty). Rela-
tionships between the twa interests are guided by contracts and inter-
“pretation of rulings and pohcres The emphasis in decision making i is,
based on precedents and their implications for the future. The bargain-
ing process emphasizes differences rather than agreement between
legal adversaries, and this style of thinking carries over to day-to-day
relanonshxps between admmxstrators and faculty. The psychological

J3



environment for the consideration of the broader questions affecting '
the institation is limited. There is the awareness that discussion of {ar- ,
reaching questions must be eventually squared with faculty self-interest.
Collective bargaining has created uaique problems for adminis-
trators. They are in the precarious position of having official responsi-
bility for faculty performance but limited authority to carry out their
duties. Administraters are required by the coritract to supervise-faculty
- as “employees” and yet are expécted 1o inspire and inotivate them as ‘
~ “proféssichaly™ S o S
.. "Myron Lieberman (1979), once a strong union advocate, points .
out that faculty can exercise an effective veto power rather than a “do”
* power. Specifically, administrators need cooperation to achieve goals,
- and faculty can frustrate administrative efforts at lead'ership-by, simply .

~ and diycreetly not cooperating. To survive in many organized colleges, .* -
- administrators must stéer a course between compliance with the board

of trustees’ expectations or goals and avoidance of antagonism of the
faculty, upon whom the administrators’ succegs ultimately depends.

. “The political and social climate for cammunication is difficult-
under collective _bargéin‘ingﬂcdge_peth (1974) in his study of the effects
of collective bargaining on academic administration found that faculty-
‘administrator relations were formal, structured, and more impersonal

~and that this structuring forced admjinistrators into more confining situa-

tions where decisions were made on structure more than on potential of

" ideas. By the nature of their roles, administrators felt isolated and that

activities. . <0 .

) Perhaps the most complicated aspect of faculty-administrator
- relations involves the ambiggity' that continues to surround ‘the
‘fhcuhy'skclf—pcrc{-pt'ion of their professional identity. Faculty see no
inconsistency -in using collective - power to achieve }heir goals as
employees but often react to administrative actions with arguments
ore appropriate to traditional faculty professionals. The practice of
faculty votes of no-confidence or censure of administrators seems
unusual to private sector managers, but they do occur and at times are
taken _‘zcriously‘by-{mrds of trustees. ’ '

there was in()rdi-xxat‘e einphasig, on dates, schedules, and timejtqnsumirxg

A Strategy for Administrators

- Under Collective Bargaining

- What scems to be evolving in community colleges is a new style
of adiministration that holds promise for leadership under collective

Y N
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bargaining. buccesaful admxm{tratom share a number of lcadcrsth
characteristics: ¥
1. Psychglogical at{;zutmmt to collective bargax'ning ministrators
are better trained in the psychology and politics of baMfaining. They

aLccpt and understand their role within the institution as academic
“manager. The alienation from a collegial relanonshxp with faculty may
still be personally distasteful, but it.is accepted as a reality.

2. Team approach to decision making. The ‘collective power, of the-
faculty is being met with a collective response by administrators.
Adniinistrators are dcvc:lopmg the skills of participatory decision mak-
ing. There is less dependence on mdwxdu.dl personality and personal
style, thus avmdmg the risk of division' among administrators. A team
appmach lessens the stdm(mstranons sense of isolation and provides
rcmi‘qrtemcm in carrying out responsibilities.

, 3. 4 politscal szrafegy in dealing with facully. Cohcn and March
(19?4 pp. 206- -212) comyment that administrations should be willing to-
overcome what they term inertia of the organization to change by care-

fully planning their actions. They accentdate the importance of admin-

istrative persistence, hard work political timing, and careful prepara-
tion when selhm; ideas in' the faculty marketplace.

It is likely that ‘as they gain more experience with unions,
admm:strators will become more skilled in the techniques of exercising
ledadership. On several unionized campuses, there seem to be .two
parallel relationships emerging between faculty and administrators.
One is the obvious confrontation and occasional dxsruptmn of institu--
tional life by strikes, censures, and-tough rhetonc; while uﬁobtmsxvely
there is discussion and compromise on most matters where there is
mutual self-interest. By necessity, koth faculty and administrators are’
beginning to realize thLy need one another; and with time and experi-

ence, both will rcach a pragmatic basis for cooperation and, thh some -

goud furtune- a mmsure of trust,

&
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. Financial managemmt and planning properly tonceived and
. implemented will ba one of the most.important ingredients
of a succes.vhl commxmuy college i in tlu next dxcadc
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N .
- J ‘ ‘ L

- | Fmanaal Planmng
- and Management—
New Strategles |

_»’?"erham J Mann

K

It is obwous {o most admmxstrators in hxghcr educ.atmn that existing
financial planning and managcment methods will not solve the per-
“ plexing financial prablcms confronting most community colleges. The

- future will be even morggdifficult and new methods and strategies must -

be developed to meet the challenge. While the financial manager must

_ exert leadership to develop new resources, the most important task is to

.ensure the effective use of available resources. 1f it can be clearly

demonstrated to college personnel and the community that resources

'V are being cﬂc(.twcl)mnhzcd the solution to the pmblems can be devel-
opcd on a base of cnmmon undcrstandmg :

| Fmancial Phnning Unz:ertamhes

The combination of declining enrollments, inflation, and the
general loss of taxpayer confidence in government has brought new

\) ‘.»_' - - ) s, l.-.‘?;.;‘ ‘i? ? .
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mcanmg to the term *financial exigencies.” Many i mmtunons across the
country are retrenching after a decade of abundance created by student
growth. A'facetious statement used in mdustry, “sustained growth is pref-

‘ . erable to guod management, apphes to community colleges. The gmwth

Lo :pxm] of ‘the last decade created conditions where practically any mdn- ‘

' agement approach had a reasonable degrcc of sutcess. F mancml man-
agers have been ahle to keep budgets balanced with relative ease, This
~ is no longer the case nor will it probably ever be again. In the future the
~ spotlight will be on financial managemem ‘becatise scarce- resources -
must be channeled to priority areas and estimates will be reflected in
thc number of faculty, staff, and administratois’ who may lose their
jobs. ‘The pressure on financial managers will be intense. Some finan-
: _ cml mariagers will react by attempting to manage resources through -
e tight controls designed to centralize decision making. This will not.be
L successful and-will alienate the financial manager at.a time when maXi-
. fum teamwork by all’ educational managers will be'needed.
- Thevitality of a Lommumty college lies in its ability to identify and -
respond quickly to Lommumty needs. Overcontrol can lead to a self-
- defeating spiral of mediocrity when maximum creativity is needed. Care- |
fully planned new programs can develpp new student credit hours needed
© 77, tosustain the college. While prudent control must be exercised, a deli-
cate balance must be maintained between academic creativity and avail-+
. able resources. The compkx nature of financial planning and manage-
ment. pla«,cs the financial manager in a unique position in the ‘nstxtuuonal
decisiop-making process. Few managers have the knowledge needed to
estimate or judge the college’s overall financial condition; the financial
manuger does not have the }mawledge to judge edunatmnal programs.”

In the future, quahty decisions ‘and planning will require excellent

communication between financial and educational management. The

“chief exccutive omcer must make sure this communication takes place,

and the financial manager must take a positive role in commumcatmg

_ financial information needed for effective educational planning. The

" future financial manager's goal should be to educate college personnel
to the level necessary to make balanced decisions. The challenge iy to
maintain the current operablt systems and develop new approadxe\l‘c'j
maximize scarce resources through effective communication.

-

- Financial Planning
s The basic financial planning techniques are well Ls;ablxshed but.
the financial planning process necds to be developed and emphasized in
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_every community collgge. 'lhe financial pian cannot bc bucccssfully '
unplemented unless a process “of ipformation sharing and meaningful

“involvement of peuple ha's taken place. The word “process™ is the key. A
mxcful!y conceived plan for ipvolvement of the college g governance sys-
tem iy necessary SInstead of responding to pressure, the process invites
pdmupanon and requires the financial manager's leadership. The pro- -

cess involves the whole year and begins with the establishment- of
annual and long-range godls From the goals, objectives‘and an annual
budget consistent with the objectives are developed. Prior to the devel-
opment of the annual budget, the five-year financial plan should be
developed. The financial plan and‘annual budget shou,ld be |ntégra§ed -
and finalized at the same time after a series of ahtrnatxves have been
tested, 0 : : ; '

All personnel must undcrstdnd the aasumptxons used to pro;ect
revenue and expenditures because individuals affected by reducuon :
have the right to understand factors that directly influence their hves"
and careers, Personnel Q:ﬂucnons based upon financial planning must
~be reasbnably accurate. If unexpected surplus funds develop, institu-
- tional credibility and the financial managers abnhty will be severely
. questioned. It is almost impossible to explain this situation satisfactor
.. ily unfess there is a general understanding-of the assumptions and fac-

tors supporting the oniginal estimates. A fortuitous revenue Lhange ora
wise management decision “to reduce expenditures that " should
strengthen the college can instead create distrust that will take years to
overcome. The future of financial managers may well depend on their
ability to effectively communicate the college's financial condition. The
need for accurate financial accounting will continue but the need for
effective financial planning wxll be of paramount importance.

One of the most xmpmftant products of financial pldnnmg 1§
early detection of financial problems, This early detection will provide
-sutficient Jead time to allow éducational managers the apportunity to
implement orderly corrective measures. The sudden detection of pro-
blems that are the result of previous decisions made without sufficient
study of their long-range impact will not be tolerated. In the past, these”
g Judsgment errors have been absorbed in the growth process. Today and
" in'the future these grrors will be reflected in the immediate need to take
dramatic corrective action that could have been phased in over several
years. While the future is difficult to predict, today's financial exigency
is the result of poor planning that should have identified alternatiye
possibilities and allowed the college to operate somewhere between
potential extremes with a reasonable margin of safety. -

)
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. Eﬁccnvc financial pianmng“céuplcd with a process that involves
the entire Loﬂcgc is very difficult to achieve without basic financial

- management systems and concepts in operation. A solid financial

accounting and budgeting system that utilizes cost centers, dsccntral-
ized budgeting, and accountability rc}atxonshxps must be in operation.

phasis should be given to the reporting phasa of this system. Too -
tely great attention is given to the recording af transactions to meet
Yintability requirements. Information that is vxtal to the manage-
~decision process is often lost in massive computcr printouts and -
s designed to meet ]cgal reporting requiremnents. The financial
'manager is well informed, but other managers are not, Financial man-
agement reports that communicate effectively to all college persorinel.
should be developed. Simplified formats, exception reporting, and
summarized data can greatly assist the educational manager to. under-
stand financial statements. Tha goal should be to provide timely finan-
cial information on a negu!ar schedule that Aully communicates the

financial condition of the college to all personnel: This total disclosure . .-

appmaa h will provide the necessary feedback nccessary to evaluate and
improve the financial planning process. ‘
Compmhenswe historica} information for at least the last five ‘

~ years is needed. It is very-difficult to judge financial information unless
. it is set in at least a five-year fime frame. This kind of formiat is particu-

larly useful when working with various ¢allege groups. Properly orga-
nized and carefully selected, this information will provide the founda-
tion for predicting the future.

Comparative financial information should be provnded to test ,
the reasonableness of.current operations in velationship to comparable
colleges. While good reasons may exist for major differences, the bene-
fit lies in the analysis process, which may disclose valuable relatcd
information. . v

Since the majority of ﬂxpendxgurcs are invested: in human
resources, a reporting system that discloses faculty, staff, and adminis-
trative work loads is needed. Other reports that focus on the dpphca—
tion of personnel dollars based upon standards will effectively support
the planning process and the evaluation of current operations.

The financial manager should provide cost benefit analysis for
- the college as a regular service. This analysis should always include at
least a five-year projection and am evaluation pian, -

. R " B
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- The annual budget proccss has been well dcvcloped in most col-
leges but zt;p value is limited unless it is evaluated in terms of it bemg an
intermediate step between the past five years and the next five years,

Because the annual budget requires so much attention, the financial.

planning component has often been slighted. From a practical stand-
point, the next year's budget is already committed in large part and the
réal opportumty for new directions lies in the planning and analysis of
the next two- to five-year time pcrmd Asspmx\g all personnel are
involved in developing the detailed annual budget a good case can be

2

made for the simultaneaus development of a summary version of the

.fyxanual plan for the next five years by ¢ost center managers
. - It is very important to develop the annual‘budget as the first
year of the five-year* financial plan. The input of the detailed annual
budgct pmvxdes the base data to evaluate the’ xmpact of ‘current deci-
“sions on the long-range operation of the college: The development of a
budget and financial planning manual as well as procedure manuals
covering all operations will enhance gerieral operations and improve
understanding of the budsct and long-range financial.planning pro-
ess, : : .
< Advanced concepts like plannihg, programming,* budgeting'
systems (PPBS) or zero base budgeting aré excellent theoretical models
but should be studied and scaled down to meet the needs of a given col-
lege. The planning model presented in this c.hapter is &' practical appli-
cation of PPBS. = ‘

“The annual budget decuiment has typxca.lly been a compxlanon '

of numbers-that is not intended to communicate to a wide audience. A
Lomprchenslve annual program budget designed to communicate the
college’s mission, goals, and financial information gs a total concept
should be develaped While many possibilities exist, the‘following sec-
tions could be included to enable the reader to gain an overall concept
of the operation of the college.

*

1. Letter of Transmittal. This section would communicate the

major features of the annual budget to the board of trustees
and community. -

2. Historical Basis. This section vgould c.ommumcat:: a bnef his- .

) tory of the college. .
- 3. Legal "Basis. This section would commumc_ate the various
 legal FLquILIHCIltb necessary to the operation of the budget.
It would ‘include the réle of the board of trustces and ' any

state or local requirements related to college operation.
- . . ' * f 2EY
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$. Instructional Bngrm 'I'hxs section would communicate the .

educational philosophy, objectives, and services offered by |

. the college. It would be very genera] and should be devel-
- . oped by the educational area. - P

" 3. Financial Program. This section would communicate the finan-

" cial operation of the college in summary to facifitate the under-

— ) _standing of the budgct In addition, cnmlhncnt cost informa-

tion, and historical statistics would' be 'included to provide |
information in support of the badget and to pmvxde acom-’
- prehensive financial pxcturc of the colleges. Charts and graphs
5 should be used to communicate effectively.
© 6. Financial Plan. This section would communicate the lon
_range ﬁnancx_a.l plan in summary in order to place the annual
- budget in perspective. Five years of history, the current bud-
8et, five years of projected revenue and expenditures would _
ace the current budget.in a ten-year contipuum.
7. Annual Budget. This section would communicate the annual
‘budget in_summary and'in detail by cost center, Each cost

ES ~ center should show a brief description of pc,rsonnel and ser-

- .vices and annual objectives cxpected to be ‘accomplished
during the year with the resource$ provided,
« 8. Budget Terms Defined. This section would communicate the
- deﬁmt:on of terms "used in the program budget

F\mncna! Planmng Model .

The presentat:on of the annual budget to the board of trustees
usually has general institutional suffort because of the immediate
needs it satisfies. The presentation of the financial plan often does not
have general support because. the plan is developed by high- level
administrators and appears to have little impact on current operations.
A simple method is needed to communicate the basic elements of the
financial plan in order to gain consensus within the college for the plan.
One method to accomplish this task is to develop a series of revenue
and expenditure assumptxons Thxs approach can be very effective if
the annual budget is developed as an integral part of the. five-year
financial plan. Using this approach, the’ financial plan and related

. assumptions will establish the maximum amount that can be allocated

to the annual budget. Proposals for thc annual budget can be tested in
terms of reasonableness over the five-year planning period. Agreement
and adoption of the financial plan should coincide with the finalization
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of the annual budget. Basically, the decision gprocess revolves around
- . the maintenance of a reasonable fund balance over a a period of years. A~
current budget pmpmdl thatappears reasonable on the surface may be
quite unreasonable based upon the college's ability to support the pro-
posal in future years. With methods to determine long-term financial -
success, current goals can be reviewed and alternative approaches that
will coincide with the college's financial “resources can be considered.
This approach will allow the,csﬂcgc lead time to adjyst to circum-
stances before a finantial crisis is created with the related negative
impact on the overall operations of the college. o .
v A financial planning model with no more than ten key,rﬁenue
and té€n expenditure assumptions should be developed “The assump- *

e

-

tions that form the foundation for all projections are th& heart of the .

planning systemn. An effective plan utilizes the natural flow of historical
data into future projections. With this method, a financial foundation
18 provided that can be used to test the reasonableness of the assump-
tions and related projections. Twcnty"key variables are usually suffi-
cient for planning purposes and can be effectively managed workmg
with diverse groups. For example, the state aid varxdble coutd he fory
mulated with five years of hxstory and a ptq_]ectmn for five years, as
shown in Table 1. ! _ e X
. R
Table 1.:'Hi:tgrical and Projected.State Aid

. Credit Howr  Pecentof — Annual  * Increase/
- Basis Year y Raie Change  Revenue ( Decrease).
3 =

Actual 197475 __r.f 16.69 , ‘ (/-%,355.470 :

Actual 1975-76 1432 (14.20) " 4,716,834 « 360,364

Acggal 1976-77 22.26 55.4% 6,296,457 1,581,623

Actual 1977-78 23.00 3.32 5,266,991 (1,031,466)

Estimated 1978-79 . 28.15 22.39 5,658,150 391,159

Budgeted 1979-80 3050 ., 8.35 5,795,000 - 136,850

Projected 1980-81 §,  31.00 1.64 6,066,700 . R71.700

Auumpmm 1981-82 - 31.50 1.61 6,349,487 282,787

§.. /cr hr 1982-83 C32.00 1Y . 6,643,780 294,203
1983-84 32.50 ~ 1.56 6,950,017 306,237

. i H‘
Staffing ] '

-

Al .
The instructional staffing formula set forth in the college master
plan stipulates that the average load for an instructor will be 725 stu-
dent credit hours per umtmct year and will remain in effect throughout

¢

N
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the planning period. Funds will be provided to teach 69 percent of the
credit hours with full-time faculty during the 1978-79 fiscal year. This
percentage will be reduced each year until it stablizes at 55 percent in
198283 (sec Table 2). : L
Once all assumptions are agreed upon, a chart showing five
years of history and five years of projection is created. By adding the
current fund balance and revenue and then subtracting expenditures,
the ending fund balance for the current and future years is cﬂculqtcd. '

cash flow, control expenditures, and provide a reasonable margin of
safety is one of the key assumptions in the model. Since this assumption
is the key. to the financial viability of the college, the board of trustees
may declare this a given assumption. '

This approach to financial planning allows discussion and spec-
“ulation about the future in terms of the past five years and the cuircnt

financial operation of the college. It avoids great detail and focusés on

key variables in order to communicate the college’s long-term financial
- condition. This format allows the testing of alternative assumptions
using participative planning and the development of as many possible
financial plans as necessary. '

This model can be used effectively with the bqard of trustees

i

and selected groups within the college governance system. The finan-

cial manager would present the administration’s recommended plan

Table 2., Historical and P;-ojcctcd Full-Time Staffing Allocation

—

_ * Full-Time

f Allocated Faculty

: Traching F-T Faculty Increase/

Basis Year  Fuacully Percent - (Decrease)

Actual 147475 299 58.72
Actual . 1975-76 . 230 49.77 _ 1
Actual 1976-77 234 59.96 4
Estimated Co1977-78 224 70.00 (10)
Budgeted 1978-719 219 68.44 ( 5)
Projected 1979-80 196 . 59.47 (23)
Assumption 1980-81 196 57.73 (0
1981-82 196 5605 0
1982-83 198 54.98 2
44 ‘

The focus of planning becomes the adequacy of the ending fund -
balance. The adequacy of the ending fund balance in order to sustain- (

-



using an ovérhead projector.’ Altcmatwc assumptions can be identified
through dlscussmn and general agreement to test proposed assump-
tions.

| The goal is to select through consensus the five- year plan that
. best meets the needs of the collcgc At the end of the planning period,
the administration will present a_recommen n and the board of
trustees will adopt the financial plan Whil€ the various plans can bé
calculated by hand, a relatively simple computer program can be writ-
ten to develop plans quickly by changing variables as needed, An on-line
computer program can be developed to test assumptions xmmcdxately
during a given financial planning meeting to avoid delays in computer
processing of various plans.

This process is basic and ncc_cssary to dcvclop a financial plan;
however, the selection of assumptions is usually done by a few top-level
administrators. This mode! assumes a group will amvc at approxi- -
mately the same conclusions if presented the opportunity and if pro-
vided data they car relate to. The strcngth of the modei lies in the shar- .

Table 3. Summaries of Revenue and Expenditure Assumptions

. , - Revenue ﬁ‘SSHMDU
Planning B
J Factor © Period ' Assumption
Enroliment . 1978-83 3% increase
Tax Base. : 1978-83 . 3% increase per year
Tax"Rate _ 1978-83 20¢/$100 constant
~ Collection Rate - 1978-83 92% “constant
State Aid ' 1978-83 50¢ increase per-year
Student Fees : 1978-83 $1.00 increase per
‘ . ' credit hour in 1979

Federal and Vocational Revenue 1978-83 3% per year
Investment, Grant Overhead, and 1978-83 No increase
Qther Revenue o '
, ‘ Expenditure Assumptions ‘
Administrative Center. Cost ., 1978-83 10% of total
Districtwide Cost’ . . 1978-83 | 4% of total
Staffing Guidelines ' 1978-83 725 student credit hours

and 55/45 FT 10 PT
Salary Expenditures : 1978-83 7% per year increase
Part-Time Salary Expenditures 1978-83 - From $250 to $290/cr hr
Other Expenditures 1978-83" - 5% per ycar increase
Facility Fund 1978-83 $150,000 per year to

$350,000 per year




S . &
. |
<" . ‘ \
- ¢ : ”\A
¢ ' _ o
. . PAGE(S) R -3¢-%kS -(WERE) MSSSING (REMOVED) FROM
: ‘mxs.«‘bowmm PRIOR TO ITS BEING SUBMITTED TO
o mHE ERIC @\(}QUEENT REPRODUCTION SERVICE,
T & : B -
o ' _'
. .' i-‘. -
. , ’
i '
.
16




S

40 o

ing of mimnmtwn ahout future assumptions that are vcry difficult to
select with certainity. Once the complexity of the problem is ‘generally
understood and support for the plan is obtained, future deviations from
assumptions are easily communicatéd. The model can be kept current =
by revising annually or any time an assumption changes by plus .or
minus 5 percent. While the priorities establishment and expendxturt
reductions will always be controversial, the limits. established in the
financial plan are reasonably clear. Using the summarv of detailed rev-

- enue and expenditure assumptions in Table 3 as a basc, Table 4 pre-
sents an example of one financial plan. As financial plannmg becomes -
increasingly difficult, this model could become one of the financial
manager's best mcthods to ensure long term tmancnal stability.

-

o

William J. Mann i vice-chancellor for opcratwns and treasurer
Jor Meropolitan Community Colleges, Kansas City, Missouri.
He was formerly the business manager of @ large, suburban
elementary school district in Ilinots.
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_ ‘Cém'um:rs of student development and college services will demand
~ changes in delivery models and staffing patterns in the 1980s.

~ ~-

é}:

‘Consumer-Oriented
Student Development
and College Services

Ernest R. Lleac_h

2

~

It may be more than coincidental that the emphasis upon consumerism
in higher education has"emerged at a time when pmspéctive students
find themselves in a buyers™market. During the expansion era of the

1960s and ecarly 1970s, little public attention was directed toward the
quality of information given to prospective students or the quality of
services for those students as they arrived on campus. The revolving
door of higher educatibn did not concern administrators since there
were other students waiting in line to fill the empty spaces.

Today that tide has turned; and in the decade ahead, colleges
must face the double dilemma of declining enrollments and shrinking
fiscal resources. In the scramble for students as the supply diminishes,
institutions will be forced to give greater attenion to consumers’ needs
if they are to remain competitive. . -.

For community colleges, which tmdntmnally have madc signifi-
cant commitments of resources to student development and college ser-

New Diractioms for Communizy Colleges, 28, 1979 . 41
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vices, this emerging consumer.emphasis will require close examination
of the changing educational environment and student enrollment pdt-
terns. Assessment of consumer needs will demand Lhangcs in dthvcxy
madels for services and in staffing patterns. :
Unfortunately, much of the discussion about umaumcnbm has
been focused on compliance with federal regulations that primarily
address the types of information prepared for student consumers. In a
laxger sense, however, the community and the entire college are con-
sumers of those services tmdumxmlly described as student services or
student development services. Therefore, the title und content of this
chapter address student development and college services within the

“context of a consumer ormnt’duon.

"

Changing Environment o .

«~

Projections for the future of higher education suggest that many.,

~of the traditional relationships between colleges and their consumers

may change dramatically. The following examples of changing envi-
ronmental forces will require néw institutional responséd systems |

There will be an in’creasing emphasis on lifelongNearning. The
combined Il’l]p{i(t of increasing affluence, more leisure time, and occu-
pational obsolescence resulting from new technologies supports this
prediction. By 1985, five thousand new uuupatmns currently not
recognizig, will be created; and within ten years, one in three workers
will be employed at jobs that do not exist today (Lahti, 1977). A study
in the state of Hinois, which reported thatoese out of every three adults
had taken some kind of course in the past two years, confirms the
impact of lifelong learning (Magarrell, 1978). ’ ‘

Equality of opportunity is not only a major concern ‘in our
society but one of the basic premms underlying the “open door” con-
cept of the community college. Bowen (1977, p. 90) observes, “Virtu-
ally every group that has endured inferiority of social position is now
pressing for equality — workers, fdl’l’ﬂU“S, racial and' ethnic groups,
women, the poor, the handicapped, teenagers, the elderly, homosexu-
als, drug users, convicts and many others.”

Governmental intervention in educational institution management

- appears 10 be on the increase. A long list of legislative and regulatory

programs, including student consumer information requirements,
atfirmative action, Tide TX, minimum standards of progress, and the
hundicapped acts, are requiring changes in resource allocations, insti-
tutional services, instructional practices, and facilities construction.

N
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The shrinking public fiscal support for higher cducatiun‘ 1s mak-
ing it more difficult for colleges to respond to demands for service. In
" 'the wake of Proposition 13 in (th{)rmd severe cuts were made in
counseling services, student activities, women's programs, and clerical
support (Wotruba, 1979). Twenty-two colleges reported budget cuts in
student personnel programs ranging from 15 to 50 percent. With infla-

tion escalating educational costs, more of thg financial burden is being -

transferred to student consumers.

Chdnqmq patterns of institutional gmmwuce have given studcnts
a grt}ztcr voice in college management. btudtnt inembership on com-
mittees, senates, and boards of trustees are evidence of the formal
“recognition of student concerns. The advent of collective bargaining in
higher education has polarized internal relationships within colleges
and impeded the potential for responsiveness to changing consumer
demands. Borland (1979) observes that collective bargaining may raise
stgnificant questions for student affairs personnel regarding their roles
within the institution. He asks if they are management, labor, or stu-
dent advocates and responds that their involvement in a bargammg
untit may determine how that question is dmwmed

Changing Enrollment Paﬂemé

Concurrent with the changing environment, there has been a
dramatic change in the enrollment patterns of studt;nt consumers.
From'a fiscal perspective, the stabilization of or projected decline in stu-
dent ensolbments will have a dramatic cffcct upon the financial health of
many community colleges, The ¢ umbmcd impact of a decreasing birth-
rate gnd population migration will threaten seriously those northern..
institutions that primarily depend upon recent high school graduates
for their enrollinent. .

In Fall semester 1976 national enrollments in two-year colleges
fell below those of the previous year and the net increase from 1977 to
1978 represents a growth of only 0.1 percent (Magarrell, 1979). If
enrollment data from four- year colleges and universities is considered
together with that of two-year cojleges, there are approximately sixty
thousand fewer students onrolled in 1978 than in 1977. Magarrell also
noted that enough students to fill about sixty small liberal arts colleges
“had disappeared from American campuses within one year’s time.
()(ht'l‘ Journalists are describing this phenomenon with headlines such
“as, "More Space Than Students,” *C :ampus Scramble for Bodies,” and
"I’n\uxtc Colleges Cry *Help!” Public school enrollments mdx(atc there

......
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will be a loss of appmmmate!y 25 percent in the traditional eighteen to
- twenty-two year age group-by 1992,
. Although the declining birthrate will result in fewer hngh school
- graduates during-the next few years, the population bulge will be
lodged in the “midlife crisis” age. Sonnenfeld (1978) reports that as a
" consequencg of the forty-three million babies born in the years immedi-
g ately following World War 11, the thirty-five- to forty-five-year-old age
group will ingrease eventually by 80 percent. Thesc adults will repre-
. sent an ingreasingly important pool of prospective student consumers.
In addition to the decline in overall enrollment, there has been 3
significant ¢hange in the demographics of the student consumers seekmg
higher education. These “new’ students,” described by Cross (1971),
include larger numbers of those who are older, minority, female, and
: ”fmdnud!ly and educationally disadvantaged. Moreover, the traditional
+ . concept of a full-time student who completes a community college edu -
cation in two years is little more than a memory of the “good old days.”
Nearly two-thirds of most commumty college students are enrolled on a
part-time basis. Many “stop in™ and “stop out” as they juggle their col-
lege classes with competing demands for their time and money.
. - Changing student intereits are creatmg a sxgmﬁcant impact on the.
¢ distributioy of college resources. The waning interest in languages,
i qeoqraph? and philosophy and the burgeoning demand for business
studies are forcing institutions to reallocate resources. The choice of
many students who work full-time to attend evening classes has resulted
in evening enrollments nearly as large as those during daytime hours.
These students are interested not only in courses but also in a full range
* of services equivalent to those enjoyed by traditional day students.
Finally, geographic proximity appears to be an lmportant con-
sideration aﬂemng enroliments of part-time, commuter students. Busy
~ adults may be willing to attend classes in a facility in their local neigh-
borhoods but will not drive to a more distant campus location. These
students, too, are asking for a full range of college services commensur-
ate with those available on the home campus. Institutions able to .
respond to the service needs of these new student consumers will have a
much higher probability of remaining healthy durmg the years of chal-
- lenge that in ahead. .

Ch'anging Delivery Models

Changes in the educational environment and student enroll-
ment patterns suggest the need for changes in delivery models if ser-
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- vices are to be responsive to consumer needs. Most of the student

developmentservices delivery models in recent years have focused pri-

‘marily on students’ developmental needs and the changing roles of pro-

fessionals in mecting them. Examples include the Tomorrow’s Higher
Education (T.H.E.) Model, developed by the American College Per-
sonnel Association; “Student Development Services in Postsecondary

Education,” prepareéd by the Commission on Professional Deévelop-
ment of the Council of Student Personnel Associations in Higher Educ-
ation; and the report to the Commission on Acadernic Affairs of the
American Council on Education, entitled “Student Personnel-Services
in Higher Education.” ' , ‘

. Any discussion of responsive delivery models must begin with
the, question, “Whose needs are to be met?” As reflected in the title of
this chapter, services must be responsive to more than just student con-
sumers. [f service goals are to be rooted in educational and political
realities, it will be important to consider the needs of the service com-
munity, students, and staff and the maintenance needs of the institu-
tion. ' _ ' ‘ ‘ ,

'Community Needs. Population demographics, public school
enrollments, and economic forecasts yield valuable indicators of com-
munity consumer needs. Community needs assessment instruments
such as the IMPACT model developed by National Center for Higher
Educatioh, Management Systems (NCHEMS) personnel at Boulder,
Colorado@fyovide a systematic process for soliciting perceived needs
from all segments of the service area. ) ‘

Given the changing environment and the changing enrollment
patterns, it will be necessary to develop service models that anticipate

changing community needs. The emergence of a large number of per-

sons facing midlife crises and career changes suggests the potential
need for fee-based career planning and asses%ent services that may be
unrelated to traditional instructional offerings. .

Student Needs. Student consumers are often best able to artic-
ulate their own needs. A'sp)lc questionnaire administered as part of
the registration process cafl yicld valuable data for planning both stu-
dent development and college services. Some of the national entrance
and placement tests, such as the Comparative Guidance and Place-
ment Program (CGP), developed by the Educational Testing Service,
include options for local questions for students’ self-reported reeds.
More sophisticated needs assessment instruments, such as the Fresh-
man Questionnaire developed by Astin at UCLA and the College Stu-
dent Questionnaire (CSQ) developed by the Educational Testing Ser-

«
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~ vice, have been! desxgned to gather d4$ on students attxtudes and

needs. .
- The retux*n of older students to the wl!ege commumty suggests

the ‘need for -edﬂmnonal assessment of life ‘expetiences that may be

relevant to eduutmnal objectives and the need for cocurricular pro-
gramming for famxhts and adults. Nontraditional time frames, includ-
ing early bird classes and weekend programs, will have serious delivery
implications for admissions, testirtg and registration Services,-cotnsel-+
ing, health services, career planmng, and Locurrxgular programs.

~ Geographit decentralization will present ‘unique problems for
delivery of Lomprehensave, services to, students in off-campus centers.
Moreover, the challenge to dehver services to small populations of stu-
dents will require use of more sophxstlcated technology to support stu-
dent information and regmtratxon systems, self-accessing instructionaf
and service labs offering assistance with study skills, college admini-~
strative procedures, self-assessmient, and career exploration. -

Staff Needs. A college is a labor-mtenswe ¢nterprise and its
personnel is its most important resource. As' i@ve move into a steady
state or declining cycle in enrpllments, there will be few opportunitxes
to hire new staff members and thereby bring new ideas into the organi-
zation. Stydcnt development and service personnel should use their-
process skills in sponsoring staff development programs for - faculty,

~ administrators, and support staff to assist them in acquiring new com-

petencies and skills and facilitate their. personal growth,

In a consumer-oriented college, it is important that all members
of the college community have a sensitivity to the needs of student and
staff consumers and that there be an opportunity to acquire the skills to
respond as these needs change. O'Banion (1972, p.- 78) has argued
ithat, “Improved persondl development leads to xmpmved progmm
devglopment.” -

Institutional Needs. The institugion as a corporate body is a
consumer of maintenance services- thdt are needed to sustainthe orga-
mization. Persannel within student development and college services
must actively Lonmbute to these institutional service needs if programs
are to continde to “enjoy broad-based political support. In addition to
pmblems identified through monthly and annual reports, there are
standardized instruments for assessing institutional climate and needs.”

The {dllowing are examples of available instruments: College and Uni- *

versity Environment Scale (CUES), developed by the Educational

‘Testing Service; College Characteristics Inventory (CCD, developed

’

-
\

BN

a



€l

» g .:‘ L . [P
. &1&_ . : e
i

! . . > R
- B . oo
B 3 - ) st . . o

- RY .
W . L S ~ s

. A . . o 5 .
‘ N e . a
v
.

by Pac.c at UCL@gand Insmutmndl Funcnonmg wacntory (IFI) and

- Institutional Goals. Invemory\(IGI), devck)pcd by ‘the Educahonal

Testing Service.
An ihstitution faced with enrollment duhne may be partlcu-
larly reccptwe to student development and collége services that con-

tribute to0 a collegewide marketing plan. Frince (Jcorgc’s Community **

- Coliege implemerited such a plan and it resulted in an enrollment

increase of 15 percent in one year (Leach, 1977) Unléss services are
perceived by the college community as bemg essential to the health of
the organization, they may suffer severe cutbdcks in txmes of fmdnual
emergency. .

Clﬁnging‘ S‘taffing Patterﬁs

* The changmq delivery models prevmusly suggestcd will require,

corrcspon;img changes in traditional staffing patterns. Historically, .
recommendations for staffing student development functions “have

* been based on ratios of staff to student headcount or full-time equiva- -

lent entoliment. One of these earlier models was developed under the

~ “Project for Apprassal and Development of Juhior College Sﬁudem Per-

sanne! Programs” (Collins, 1967). More recently, the Washmgton
State Student Services Commission (1977) has develomd staffing ratios

for student services based on hard service data collected during the pre-
- vious two years. Although staffing ratios may provide general guide-

liney, it is highly probably that future staffing will depend upon demon-
strated service needs supported by appropnate evaluation research.
Rather than comment upon the dppropnatencss of staffing levas the
following discussion will focus upon.changing staﬂxng patterns.

. - Differential Levels. An analysis of community and collége
needs suggest the appmpnateness of differential levels of staffing for
delivery of speuhf. services; Fargxample, student assessment scrvices
may require the expertise of a pmfes;nonal counselor. Information dis-
semination and course selection servides may be efficigntly delivered by
using ‘paraprofessional educational a ivxsors *The actual rcgnstmtmn
process may be staffed with clerical pTrsonnel and student assistants.
Fiscal constraints in the years ahead will require efficient use of high-
cost staft and will. encourage more use ot pdraprofcssmnals and student
assistants. "

Nontradgt;onal Schcdules "Ihc peak work loads that cluster
around the beginning and endmg of academic terms rnay require non-

cr
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tmdmomd vacation schcdulcs For example, a ten- momhqcounselor

~«may have vacation during. i‘cbru‘uy and March but mstruumnat staff

will be away «during the summér months. Some institutigns ¢ ow

- 'considering semester or quarter contracts for'service pexsonnel as they
- have cgptracted previously, with instructional personnet: The growing

nunﬂ?e “of evening students has forced a reallocation of staff txme
bctween day and evening hours. .

Nontradxunnal Staff. Another emerqmg phenomenon is the
use of part-time staff for Hontraditional hours and delivery of services
at detcntrahzcd locations. Appeintment hours can be varied to respond

" to peak wark load demands. In addition, _joint planning between
‘ ';icpartmems may result in sharing part- tlmt staff’ as work loads shift
_from one service’ area to another.” As consumer needs change, institu- -

tions are ‘emphasizing selection of staff with expertise in move than one.

©service area and the use ut both’ stu&cnt and senior cmzen volunteers
. for delivery-of service funrmms ‘

-

“ -

Changing D'ema'nds' f,or Atcountab%lity

Both the pmfessmnai and popular literature today abound with
pleas for accountability in 8ducation, and ptrsonnel in student devel-
‘opment and college services are bcmg asked more than ever before to

_ substan\iate the legitimacy of their functions in the educational pro-

cess. -
Traditional responses to these demands for accountability too
often have been inetfective with colleagues, unintelligible to the exter-
nal community, and damaging-to the mental health of service person-
nel. Staff have been defensive and too often asserted that it is impossi-
ble to measure what they do; therefore the college must accept on faith
the importance of their functmm and their requcsts for a significant
portion of the college’s resources. One need not have a crystal ball to
pn-d/(t that as the dollar continues to shrink, that faith may be badly
'shaken ‘ |
I he lack‘of sophisticated measurement tuhmques fmr assessing
student learning, particularly in the affective arcas, has caused many

- prefessionals to retreat into a mystical world of jargon and misunder-

stood rituals practiced behind closed doors. If student development and
college services personnel are to continue to compete suucssful‘ly for
increasingly limited funds, it js lmpexatwe that thcy come out of the
closet and demonstrate to the entire college community the impact of
their services on the achievement of college objectives.

"~
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_ \_,\ . As noted earher in Ehe next decade cummumty collcgcs will face
serious fiscal problems resulting ffom the double- -edged s sword of declining
~ enrollments and tax limitations. Both problems, however maybcaymp—'
mmam of a lack of institutiona) responsivéness to-consumey ndeds.
"As college enrollments begin to stabilize ar decline, it is casy to
become t:ntrapped in a negative, mema.hty that focuses on reduction in
“force puhues bugget deficits, and program reductmm A recent study
in the state of California (Wotruba, 1979) reveals that student develop-
ment and college services may be extremely vulm‘mble ds the xedumon
i force (RIF) axe begins to fa]l. :
" _Thercethas long existed a myth that these services are non- reve-
" nue- pmducmg functions and therefore cxpcndable in thg face of bud-
getary crises. However, if accountability measures can be developed
that link these servxcc‘dlmntly with increases in student enrollment or
, n‘tcmm)h it iay be possible to demonstrate that, in fact, these are the’
most lmportdnt revenue producing functions within the institution.
Instructional faculty will pxoducc very little revenue if there are no stu-
“dents to teach. . ‘
' Prograras and personnel are constantly bcmg evaluated by
other members of the college community. The challenge to service
- *. personnel is to develop systems of accountability that move evaluation
out of the threatening environment of “kaffee klatsch™ whispers to a rea-
soned process that is consistegt with human development goals. The
_evaluation dilemma faced by student developmient and college services
administrators is not whether ta evaluate but how.

Program Evaluation’ Program evaluation should include both
measures of activity and measures of | impact to assess the effectivencss

. of student development and college services in mectmg college and
community needs. For example, if facuhy believe counseloyps are
spending most of their time assisting students with personal or social
prablems when, in fact, approximately 60 percent of the d(‘partmcnt'i
resources_are invested in the advising process, it is not surprising to
find ambiguity about the counselor's role in tlu?c,olle.ge.

A written monthly reportshared with the’ president, the deans,
and constituency representatives allows for mmntmmg staff activities
dgdmst program plans and informs the college community about those
"activities. The compilation of monthly reports into an, annual report
providesaa year-end assessment that may be usedato modify fumuonal
g(mh for the coming year.

While program‘input measures are usefu toals for pldnmm; and
-stafting, real accountability for student devdopmcm and college ser-

’ '
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vices will require output measures of impact on community and college
comrsuniers, At a minimumn, evaluation procedures should include mea-
sures of safisfaction th) cBllege servicesfrom both eurrently and previ-
. ' ously enrolled students, In addition, satisfaction indexes from faculty
' " and other direct wupmnts of service may be valuable indicators’ for

SRR méasmxm.; program mxpacts

Several models are being developed to provide more sophisti-

- cated uutput measures of the effectivencss of student development and

. colfege services. Partieular attention is called to Technical Report No.
40 (Micek and Wallhaus, 1973), developed by the National Center for

Higher Education Management Systems at Boulder, Colorado. This

report includes examples of outcome variables and p{)temml measures

of those™Mariables. . .

A similar plan to state outcome measures was developed by the

Florida Community/ Junior C ollege Inter Institutional Research Coun-

" il for use in the twenty-six Florida Community/Junior Colleges This
" model provided for assessment of student personnel services objectives,
assessment of outputs for student personnel services, and a guide for
cost dndlyws for student personnel services strategies. Slmllarly,
committee of the chiet student affairs administrators for“the State Uni-
versity of New York (Correnti and others, 1979) has dwcloped guxde-
lines for student affairs planning and evaluation,

Some services are more amcnablc to outcome measures h:m
others. At Prince George's Community College, follow- -up statistics have
beep maintained ‘on promotion strategies initiated by the admissions
office as a part of the collegewide marketing effort. It was possible to
demonstrate that a brochurenailed to all- homes in the county generated

telephone calls during a three-week period from 1,290 persons, of whom

122 registered in the next evening class. Information centers in. county
shopping malls, staffed F riday nights and all day Saturdays for four-
teen weekends, resulted in over 2,000 prospective student contacts. Of
these, 1,336 completed posteards requesting additional information and
110 registered for the next semester. Teams of counselars, faculty, and
- admissions personnel contacted 145 prospective students at four county
libraries and 50 of them registered for the next semester {Leach, 1978).
Cocurricular programming at Prince George's Community Col-

Jege is based on the stated preferences of students collected as a part of
the registration process cach semester, At each event, student identifi-
«cation numbers are collected for all persons attending. These numbers
_are entered into-the student information systemn and a 8emographic
report of attendees is prepared and shared with the pmgxam pldrmcrs

ERIC Y ¢
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for cach event. Thxs Lompansm of actual pdmcxpants against mtcnded
" participants provides the kind of outcome auoumablhty measure that
“caninfluence future program planning.

"Program évaluation shouffd. be an integral pan of the pldnmng
process. - Oetting (1976) suggests the primary goal of evaluation is to
provide information that leads to program change. Qutcomes are criti-
cal data for modifying goals and objectives for the next planning cycle.

- Evaluation yields an index of congruity between the ‘actual and the.
~ intended use of resources and provides a measure of the impact of ser-
vIiCes On consumers. ‘ _

Personnel Evaluation. Many systematic approaches to evalua-
tion of personnel, although cloaked with the respectability of sophisti-
cated sampling procedures and objective rating scales, have a dehu-
manizing effect on those being evaluated. So long as the real or per-
ceived purpose of the evaluatipn process is to identify failure, it will
produce dysfunctional 'corisequences. Variations of ‘the following
behavior patterns may occur:

1. Intense competition may advance one person at the expense

of another to the disadvantage of the total organization.
2. Token compliance with the system may result in the estab-
Jlishment of mediocre and easily obtainable objectivés"

3. Vindictive attacks may be launched to get an unpopular
colleagut or superior. : .

4. Personal survival concerns may encourage mﬂdted ratmgs of
colleagues ratheg than honest judgments. _ o

5. A high level of anxiety may distort and interfere with human

interaction within the organization,

If, by contrast, the evaluation process is perceived as a shared
human and professional commitment to help each staff member reach
his or her maximum potential and as a strategy for ensuring the delivery
of responsive human services, evaluation can be a very positive tool for
assessing achievermnent toward previously established service objectives.
. - There is considerable variability in personnel evaluation proces-
ses, ranging from the periodic summons to appear before a screaming
superiof to the vegy tidy paper and pencil processes that fill file cabinets
but have little impact upon people or educational pmgmms. Regard-.
less of the evaluation systemn used, good evaluation processes shouldpe
based on previously agreed upon objectives, should allow for periodic
assessment, should include diagnosis and prescription for growth,
should allow sufficient time for improvement, and should result in a
positive growth-oriented experience for the person being evaluated.

@
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Formal evaluation conferences should be scheduled with each
. stafl member to recognize achievement of objectives, to identify areas
“for, future growth, including acquihtion of new competencies and pro-
fessional skills, and 1o assess the qudhty of i mtemcnons with other staff . -
members,

Harpel (1976) suggests a word of caution about the potentjal
danger of accountability procedures developing into the “tail that wags
the dog.” If the perceived payoff for accountability processes is not suf-
ficient to justify the investment of staff resources, accountability pro-
grams either will be abandoned or given token complmg,e '

- Conclusion

-Student development and college services have been discussed
in the context of a consumer orientation. Consumers have been defined
not only as students but also as members of the community, the fac-
‘ ulty, the administration, and the support staff.

. . Truly responsive services must be planned with an awareness of
the chdngmg educatienal environment as well as changing patterns of
student enrollment. These changes will demand changing delivery mod-
.els that respond to unique subpopulations of students, nontraditional
time frames for learning; and multiple geographical locations that must
be supported by more sophisticated information systems and technology.
Responsive delivery models for services will require changing staffing
patterns, mduqu differing levels of preparation, variable work hours, -
contracts based upon peak work loads rather than academic calendars, .
and selection of staft with skills in more than one area of expertise. ~
‘Accountability is no longer a faddish catchword but rather a
prerequisite for sur i val of student development and college services in
a time of shrinking fiscal resources. To respond to this challenge, it is
imperative that planning and evaluation processes be developed which’
- assure achievement of institutional objectives and also respond to the
“unique needs of community, student, faculty, and staff consumers.

‘ i
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_ Nanpmﬂt marketing 15 an extirsion of the planning and . |
 management process and a necessqry-new skill far the i
".,&anmmuy w![sge nmnager R : i

Managmg Nonproflt
| Marketmg

Dehn{is 1. John’son

The. tcnns managing and marketmg are neither new nor fogeign to com-
munity college managers. The term mangger may not be welcome at
some community colleges. However, Drucker (1974, pp. 298-299)
improves en the traditional definition of ‘a manager as “a person
responsiblé for the work of othier people” when he states, “A manager

- hastwo specific tasks, The first is creation of a true whole that i is larger °

than the sum of its parts, a pmdu:.twe entity that turns out more than
the sum of the resources put into it. The second specific task of the
mianager is to harinonize in every decision and action the requirements
of immediate and long- range future. He cannot sacrifice either without
) endangenng the enterprise.” The contemporary community college _
leader manages self, others,. .programs, and institutions.

Since their inception, community college leaders have been
receptive to innovative management methods; and. though not fully
. aware of the nonprofit marketing philosophy, they }mve attempted to
be “market centered.” Following the traditional four “P”s of corporate
marketing), - mmmumty colleges have been sympathetic to product,

r
Pl ‘
New Directions for Communily Colleges, 28, 1979 . 55
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. tional opportunifes. .

w

- price, place, and pmmn:mn Their “product line focused on needs not’
‘beirg met at traditional i msmunons Career, vocational, and technical
programs plus an open-door” adrhissions. policy underlined a commit-

ment to providing a product the public wanted an@Mmsgded. The “price”
to the student consumer has been éither free or relatively inexpensive.
“Place” ?r’xdudcd on- ang off-campus sites with schedules established at |

 the convenience of the student, .near his or her home, or at places of

cmploymcnt “Promotion” included community and area public rela- -
tions, direct mail, opinion surveys; advertising, and the general use of
promotional materials and efforts to inform the pubhc about educa-
Community college cxpansnon and growth began in the early
1960s, and four-year colleges and universities viewed these emerging
institutions as a method of serving the “have nots” and the “yet-to-be-
served” markets. Educational planners ignored or did not foresee the
drastic changes that were coming. The inflation economy, population
shifts, and fewer traditional college-age students emerged at nearly the
same time. These unexpected social shifts required all postsecondary
institutions to reexamine the student supply/demand factors. The .
reduction in'the number of traditignal college-age students sent a tre-

mor through ‘the college marketplace, even at the “confident and com- - -

fortable” community collcgcs.\! ,
Many traditional institutions were overbuxlt overemplcycd

- and overextended. Though facing a predicted decline in the number of

eighteen-year-olds, their choices were limited. They could become
more selective and reduce enrollments, cut back on faculty and stafY, or
seek new markets. An all-out campaign to attract students began. The ~
less well qualiied student, career and vocational studc.nts and the life-
long learner were identified as potential markets. These nontr admona.l
students, long considered the turf of the community college, were
sought by Tour-year institutions. Commumty colleges had experienced

. significant growth in the number of full-time students (usually the base .

for funding) and head count and then confronted “market competition.”

. Four-year institutions began to expand their extension centers, lowered

admissions standards, and began the search for “new students " Fixed
costs, added to the increasing expénse of serving the nontraditional stu-

'dent, made those handling budgets masters of fiscal finesse. “How do

we do more with less?” and “How can we maintain our enrollment and
tax base?” became often asked questions. Since a large portion of the
community college budget is dcpcndcnt on credit hours gcncratcd any

Co
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loss in enrollment means a redyction in revenue. These are the questions

that the nonprofit marketing concept has the potential to answer. The
_commumty college manager must consider new optxons if the college is

to survwe

~ What Marketing.ls and.ls Not'_

*

To understand nonprofit - ‘marketing, the commumty coHcgc
manager must put.aside:preconceived ‘ideas, perceptions, or beliefs. -
The first and most critical step is to read Kotler's Marketing for Nonprofit
Organezations (1975), which outlines ‘the art and science of* nonprofit
marketing so_those without business or marketing backgrounds can

understand the process. While the process may. be understood by the

K
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chief executive, it is wise to assume the following:

1. Most administrators, faculty,; and staff will have a dchmtmn
of nonprofit marketing quite different from that explained by Kotler.

2. Some members of the college community will oppose the
concept, even though they choose not to read the book of learn about
monprofit marketing. .

3. Some will see nonprofit marketing as sellmg“vr a pressuie-
related technique that mirrors the abuses seen in the corporate world,
which, of course, would be unacceptable in postsecondary education.

4. In the beginning stages, a small number of innovative
admxmstrd.tors faculty, and staff will examine nonprofit marketing and
realize its potential to help the community college and all institutions in.
postsecondary education. These key individuals can serve as change
agents, with the support of executive level administrators. The total
marketing concept (TMC) can be introduced to a campus. TMC is a
service- and student-centered planning tool. It brings the total effort of

 the college into meamngful focus and helps the institution meet its mis-

sion.
While there may be objecnons overcoming them is the challenge for
the community college manager. A difficult task, but ane wdl worth
the effort when cunsxdermg the alternatives.

K

Defining Nonproiit Marketing

The manager responsible for. introducing nonprofit marketing

“may initially have concerns about using the term “marketing,” How-

ever, administrators, staff, and faculty are aware that enrollments are

()‘ [_{
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“threatened, fiscal support is in question,-and costs and inflation are
incréasing each year. The term marketing should not be a roadblock _

for the creative manager. If the community college manager is to lead,

he or she'must accept the fact that a-teaching role is the best method. to

reach those who will be affected by nonprofit marketing —and .this
to- Lo

~includes ncéﬁy everyone at the college. ' ,
. 1t must become dlear to all segiments of the college that market- -
ing the college in the 1980s will he different than it was in'the 1960s and s

1970s. Early in the planning stage, the marketing definition coined by

Kotler (1975, p. 5) should be explained and understood; “Marketing is *

the analysis, planning, implementation, and contral of carefully for-

-thulated programs designed to-bring about voluntary exchanges of val-

ttes Wwith target markets for-the purpose of achieving organizational
objectives. It relies heavily on designing the organization’s ing in

terms of the target markets’ needs and desires, and on usindeffective’

pricing, communicatior, and distribution to inform, motivate, and ser-.
vice the markets.” Even the most critical faculty or staff opponent
would have difficulty not agresing with Kotler's definition, which sup-

_ports the effective delivery of the college’s stated mission. Nonprofit
~marketing must be personalized for real acceptance; and each profes-

sor, staff person, or administrator must understand that the student
copsumer, tax-

threatening by those who prefeg casual or no accountability and a sys-
tem without corporate or persophl goals. ‘The “growth without-account-
ability” days are past and probably will not return to community cq-
leges or any segment of p()stse/condary education,

Overcoming Opposition and Gaining Support

Idcntifying the real and perceived opposition to necessary
change is an important first stép for any manager. One way to mini-
mize acceptance problems is to eliminate misconceptions through
training, education, and Kotler's book; through case studies of success
at other community colleges; and through demonstrating what can be

done on your campus through nonprofit marketing. Nonprofit market-.

ing must be understood and accepted at the exccutive and governing
board level if it is to be implemented. The enthusiastic support of these
executive offices is a commitment that encourages acceptance at all

——
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ing voter, and other significarit publics are central to
his or her rfle and discipline. Nonprofit- marketing can be seen as.

3
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levels, The devdupmcm of a mdrketmg “task force” is onc wa.y admin-
sty atory.might consider as they search for a method to brmg the non-
pmﬁt mdrkezmg concept to the campus, -

E

Marketmg Task Force ) ‘ .
Thc mstxtummdl markctmg process requnres‘ top-down and
bottom-up involvement. Tt should not be mandated because it will
probably receive little cooperation, be openly opposed;-or fail. Estab-
!mhxng a marketing task force requires careful thought and planmng if
it is to succeed. A combination of persons, including governing board
membcrsz president, faculty, staff, and line administration, is essential
for both vepresentation and success. This group should be action ori-
ented and include task- and objectjves-centered’ persoxmel ‘Goals and
measurable results, cambmcd with people. possessing a mxssxonary-
spirit, best describes the composition and function. The mission of the

-task force is to “educate t}xe educator” as to nonprofit marketing’s role in

shaping the future direction of the institution. It is not a promotion arm
of the mllege Lompnsed just of admlssxons, public relatlons develop-
ment, dr community relations personnel, The task force must deal with

- internal evaluation and change and measure external needs by com-

pleting regular assessments and by identifying new-service opportuni-

ties. A successful task forde works across normatl line and staff relation-

ships, seeking objective and measurable answers: and it welcomes
adversity, disagreement, and problem identification as elements in the
change process. '

Kotler (1979, p 41) suggests the objectwes of a mar keting com-
mittee” or task force are “(1) to identify the marketing’ problems and
opportunities facing the institution; (2) to identify the major needs of
various administrative ynits for marketing services; and (3) to explore

the institution's possxble need for a full-time director of marketing.”

The task force should meet often, perhaps wcekky at the onset,
and incorporate an agenda and detailed repdrts in it planning and
operating structure. Two important objectives'include open and regu-
lar communication with all the college community and the early crea-
tion of a success model. An undercnrolled department that researched
its past and present strengths and weaknesses and future needs devel-

-oped a’plan and then implemented the plan would be ideal. Faculty

will emulate as they witness and understand nonprofit maxketmg,
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especially if numbcr; a.re mucdscd or decline is neutralized. Impmvcd
. teaching results as an awareness of fdtulty responsfblhty for retention.

and enrollment i mcrcascs

Facuhy ,lnvolveme,nt LI A .
. Faculty members are too often labeled as “they will not-cooper-

ate or assist” people rather than as individuals with great concern for
their department, discipling, or job. They cap lead, and be led, when
motivation anddirection are present. The catalyst for action can be the
task force and marketing-oriented managers. Casey Fast, chairman of
the mathematics departmént at Lane Community, College in Eugene,
Oregon, has applied nonprofit marketing principles to a previously
underenrolled department. At a recent League for Innovation meeting,
Fast stated, “At Lane, much of our success is due to the freedom of
. support for the faculty and staff in ‘the develupmem ofa good classroom
product. The president encourages innovation and iew ideas. In the
past four years, the mathematics department F.T.E. and headcount
have increased, in spite of college and statewide declines.”

| Faculty members are, and can be, responsive. TMC offers a
way to free faculty genius, creativity, and energy. Moving from a “we -
versus they” mentality, though dxfmﬁlt is not impossible. There may
bedxﬂemmcs but as is true in most sltuatxons concerns for the institu-
tion can overcome perceived and real obstacles. Institutional leader-
“ship and the task force can identify areas of shared concern and oppor-
" tunity. Greenleaf (1973, p. 35) states it well: “The enemy is strong
natural servants who have the potential to lead but do not lead, or who
choose to follow a non-servant. If institutions are to be imprdved in an
imperfect world, we must see ‘the problem’ as residing ‘in here’ and not
‘out there.’ ” The task force’s ultimate objective is to create an institu-
tional _marketing plan that includes programumatic, departmental,
functional, and individual marketing plans. As part of the whole, the
separate plans should support both the mission and objectives of the
institution,

The Vulnerable Ones

v

In the 1980s, the governing board, chief executive officer, and
persons in admissions and public contact roles will be “vuilnerable to
blame and direct attack fram many internal and extérnal publics. Non-

O6 | /
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profit marketing is research and facts based, whick oby iously helps in
protecting the competent. In the same manner, factual information
~~ -helps to remove the cover of limited or nonaccountability due to inade-
* quate reporting systems. Difticult qucs\txons must beasked and answers
given on a regular basis. The following questionnaire was used at an
“Association of Govt rning Boards (AGBY National Trustees Workshop
in October 1978. It appeared in the M: xch/‘\pnl 1979 issue of AGB
~ Reports and could be. used to help an institution complete a self-audit for
~npnprofit marketing readiness. :
1. Would nonprofit marketing be n
tion at your institution?

2. Does the governing board have a marketing committee?
3. Does the chief executive officer pxuc\mt a yearly nuukumq

plan at the annual mecting of the governifig board?

4. Does the chief executive officed understand and support a
total marketing concept (TMC)y» .

.

twith a p()sitis(c recep-

R

« 5. Is/marketing research conducted on a rc*q&lar basis and
shared with the gnvemlm; board, ddmnmstxdtmn and fac-
ulty? ’

6. Are attrition and retention studxts complcted each year and
shared wnh the governing board ddmmxstratlon and fac-

ulty?

7. Are governing board members, administrators, and faculty
members included in program reviews/program terthina-
tions, or program development, as part of the marketing
process?

8. Are you satisfied with the pubhcdtmns/prom(mon/pubhcxty

efforts at your institution? )

9. Do-you feel that significant.publics are surveyed on a regu-

lar basis as to needed services, institutional image, or per-
ception? . ‘

10. In examining population, demographic, and high school
projections, are you confident that your major enrollment
base is secure? | i~

If the affirmative responses number seven or more, the institution has
“de chnEed a positive attitude toward nonprofit marketing and plan- .
ning. If afficmative responses nufgber six or fewer, atte ntmn should be
given to nonpmm marketing.

G
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ldemivfyhig an(j Serv'inngeed's ‘

(ommumty colleges have always dttempted to be needs baat:d
and fow should consider taking the next step to a marketing-centered
management environment. With a limited geographic, district, or tax
support student market,” the served and yet-to-be-served. publics
assume greater importance. Taxpayers, legislators, voters, and other
fiscal supports may be as*critical to the marketing effort as the effort'to
attract gtudent enrollments. Market research, a step beyond traditional
institutional research, can. supply the data, identify trends, and give

information that will assist the community college manager in “making -
-~ thgease” for his or her college. To understand its various publics, com-
!‘ny coll

eges must ask qugstxons such as the iollowmg

1. What is the public’s undgx standing of postsecondary opp0r~
tunitics in the district? :

2. What are the awareness and cﬁmce processes followed by
traditional and nontraditional students?

“3. What are the public's perceived ! qualny of educatmn atti-
tudes at your college?

4. What does the public perceive as the “characteristics” and

services of the college? _
5. What are the attitudes and perceptions of employers in the
district? :
6. How ddvarious publics receive information?
+ 7. What are the public's impressions/reactions to your mailing
angd public relations pieces?
8. Mo various market se qrmms feel the collcqc 18 scrvmg
them?

9. What are the general attitudes of past, present, and poten-
tal students toward the college?
10. Is the college seen as “our” community college?. .

These questions are but a few ()f the continuing questions that
must be asked, along with internal surveys. The kcy facly would seem
to be whether the findings and results are mcoxporated the' manage-
ment, change, and nmectmq process. If not, ma:kttmg rescarch is lit-
tle more than an {xpensive and time- consuming exercisd. As Gleazer
(1978, p. 3) wrote, “the central element’in the mission of community

colleges must Be a dt liberateaim to narrow that gap between the num-

Gy
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ber of adult Imrngu«md thosc who are not.- (,ommumty gol!cges must
be aware and responsive to the people of limited options, those-who are
place bound, time bound, money bound,’ and constrained by other
forces in dur society. Community colleges must stake out thcxr claim to
“this responsibility. - They must be more than responsive. 'lh(‘y must
lead.” He added, “What is the case for the comrunity college? What do
! we want to be?” Certainly thescQ are tough questmm each institution

~

mubt ask of itself. _ o
A New Era - o
<o ‘Even the prestigious: American Council on Education urged

‘that new strategies be considered i higher ¢ education: “measures that
are being urged to consider are a spphisticated analysxs of their ‘mar-
kets," improved student retention rates, better recruiting techniques
and ties with businesses that wxll ‘encourage their w Swr:kcxs to take
" — advantage of tuition aid plans,” (quoted in Macroff, 1979)..
Nonprofit mdrkumg alone cannot solve the enrollment; qual- -
ity, credibility, and fiscal problems of higher education. However, it
can assist individual institutions in looking at the position ‘they hold,
* . the position they may be forced to hold, or the position they may want
" “to0 hold in the future, Th® media has not been kind to postsecondary
edumtiou in the last several years, The media as the “bearer of bad
. news". should not be viewed as the encemy. The Carnegic Council on
Policy Studies in Higher Education report quoted by* Scully (1979)
warned that “Signs are proliferating that some colleges and universi-
ties —and some of their students —are engaging in ethically dybious, if
not 1IquaI behavior. Incre dsmqu desperate efforts to enroll dnd retain
o ‘students in the 1980s and 1990s could accelerate the ethical dcte‘rmra-
saion already apparent in some parts of academic lifé.” Am()m; & $igns
of deterioration, the Council cited quatmq by stidents on academic
assignmerits, misuse by students of public: financial aid, theft and
destructiop of \‘thble university property = most specifically library
books and journals, inflation of grades by faculty members, competi-
tive awarding of ac adewmic credits and degrees by some departments
and by some institutions for insufficient and inadequate academic -
work, and inflated and misleading adumsmq by some mstltkltmns in
the search for students, J
The Carnegie report undcrhms th( serious nature of hthc
education’s p_whk ms.-Higher dducation exists at the will of the pubh(.,

-, e
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and public confidence must not be further eroded. At the commumty '
- college, -local forces positively or negatively impact the institution,
- Unless the significant publics understand what is being done well, what
is being improved, and what remains to be done, they will make judg-
ments based on misintormation or inadequate infor mation. Commu-
nity colleges and society cannot afford to let the pubhc operate in a
.+ tommunicationy vacuum. Community college leaders must be prob-
lem solvers. The community college, and all of postdecondary educa-
- tion, have confronted problems before” and prevailed. Society cannot
t:xpeu less now, and nonprofit marketing may be the educational man-
ager’s method of effecting change and _building mnhdeme
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Institugional renewal, unless it Imks directly to data,

will be almast impussible. However, few are actually aware |
of the state-of-the-am wals avaitable to generate data
that link directly-to plunning for such renewal.

y

Information for S
Inst:tutlonal Renewal

)Rjichard‘ L. Spencer .

<
L]
During these uﬂasy times of constrained resources and falling enroll-
ments, many postsecondary educational managers are $earching for -
methods of institutional renewal. Institutional renewal seems ‘especially

timely for community colleges in order to serve better their. constitu-
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ency and thereby ensure the institution's healthy survival. However, to .
suggest change during a ume of crisis causes much anxiety among
organizatipnal members. ~

Thus, a major obstacle to overcome for most colleges is selectmn :
of an understandable process with which to begin r::nevo'a} After that
comes selection of state-of-the-art data base products and training of
people to suppoit the process. The purpose of this chapter is to discuss
a successful planning process for institutional renewal and the reliance
and interaction of this process upon a research data base.

. 1
Planning, Management, Evaluation (PME) -

A PME system has a twolold objective: help achieve, cdqca-
tmn‘xl objectives in a creative and cc.onamxcally sound mannbraﬁd sup-"

New D‘““““-‘f‘"’ Community Colleges, 28, 1979 . . , 65
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port orderly institutional dcusmn making. A nnqor rationale for imple-
mentation of a - PME wsum is that m{;ammtmnal decision making
reLmvc to a(twe resource management can be most effective when
timely and appropriate Kinds “of information are made available.

. Therefore, resource alloc ation intended to meet institutional goals will
be a constderable unpmvum'm over present practices. :

Figure 1 shows a PME system that can bg used to meet the two
objectives and.the rationale. The focus is to train people in state-of-the-
art products for usé in a planning process that leads toward institu-

- tional renewal,

The focal point of a PME system -is a substantive objective-
based institutional pldnmm, process. Substantive planning (Richard--
.son and others; 1977) is characterized by broadness of scope; integra-
‘tion of decisions concerning program, facilities, and Audget; definition
of priorities; continuous rather.thap sporadnc activity; use of a research
data base; byoad - participation of faculty and administrators; and
emphasis on process rather than the plan itself. The real purpose of
~ such planning is to face the future knowmg what you want to be as well

SN as how to become it - x

’ Planning Process

Figure 2 shows an objective-based planning process that has
* been implemented at several institutions. Success of a planning process
Jis predicated upon strategio planning (what you want to be) and'long-
+ range planning (how to become it). Several innovative areas are a sce-
nario to provide a narrative description of the organization as it wants
< to be in the future, performance-oriented job descriptions for board of
tristee members and college staff, a personal objective and perfor-
mance standards evaluation system, an institutional evaluation sys-
tem, and a yearly aperational plan. Each of the components of this -
planning process assists in the implementation of goals and evaluation
of results (Spencer, 1979).

*

. In Pursuit of Institutional Renewal: . )
A Research Data Base
- Since a major function of a planning process is to provide the
‘framework on which to hang the empirical world in an orderly and
coherent manner (which leads to ‘institutional renewal), a proper

.
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‘ \ Figure 1. Planning, Management, Evaluation System ‘
(Absence of any element will cause system failure, People, products, and processes all interact)

~
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Adapred trom Parckh (1977).
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Figure 2. Objective-Based Planning Process
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rescarch data base becomes quite important. Without it, the important
nal change are suspect and difficult to
. :

Institutional research, as practiced over the last decade, has
been perceived as being narpow igscope and unrelated to the decision-
making process. Another limitation of institutional research has been
that management does not use its findings. It seems fairly clear that
these ;x'r'cc'pti()rkarc fueled by the lack of a planning process that inge-
grates accurate research data. Thus, the suggested objective-based
planning process overcomes these difficulties by demanding that plzi*'n-\_
ning and r:*Stjg{'Kclx be inextricably bound in pursuit of institutional

{
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renewal. Instifuti{mal research, unless it links directly to institutional
renewyl, will not survive urganmdnonai changes in these times of con-
strained resources. These ideas imply a very close relationship among
planning, research, ()b_}CLNVQ -based data, and institutional renewal.

The Research Link to P‘l.inning
;-
T Given the squestcd PME system and the proposed relatmnshnp

of plsmnmg to institutional renewal,' let us assess an institutional data ™

base in such a sutmg The chief executive officer and his or her staff
will need, at a minimur, a market analysls (community needs analy-

sis), student projections, student perceptions, historical costs, and pro-

jected future costs. These are sophisticated and substantial data collec-

tion problems that can be resolved only through the acquxsmon ofa

well-founded data base. Note that aunh findings, when associated with
objective-based planning, will, laxgely overcome tke major limitation
associated with the present practice of msututmndl research — geal
management usage of the didta base. The phmmng process forces't
need for and use of objective data. by management. -

Other important areas of study relating to data base manaqe-
ment are momtmmq the ef}e(tlveness and efficiency of the college’s
programs and seryjces, support for course evaluation, and assisting in
the evaluation of the ecanomic impact of the college upon its service
ared. In essence, those respansible for rescarch data base management

“and analysis will assume the role of a clearinghouse: *collecting, select-

ing, and dxsscmnmtmq timely and actionable data for institutional
renewal. |

We may conclude that by linking a research daw base to plan-
ning, major lunitations of present research will be overcome. Studies
will be institutionally attuned. They will be action oriented; they will be
decision oriented; they will not emulate quasi- expenmental -graduate
school studiel; and finally, they will be perceived as an important part
of institutional renewal with 4 trué and necessary organizational func-
tion. .

Professional Personnel

-
. .

Given that future I have suggested for institutional research, a
major question arises regarding the need for professional rescarch per-
sonnel. We can best explore this question by mvnewmq those attributes

i
,} ‘ .
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that will increase the probability of professional success within a miljeu
of institutional renewal, Ndnmmﬂy, there scems to be a heightening
.sense that the quest should be for a well-rounded academic preparation
with spct ific skills in analysis. Such preparation would include the sci-
rmm( method, systems analysis and theory, organizational theory,
data prtxessmg “and financial operations. Each of these fields uses
_quantitative analysis in a practical and realistic mapner. The formal
curticulum most closely resembling reasonable broadness with quanti-
tative analysis in today's educational market is that leadmg to the mas-
ter's, degree in business administration.

Another important area bearing upon success is disciplined life
experiences. Some of the most important personal strengths a research
officer can bring to the position in the always changing environment of
postsecondary education are leadership skills, communicative skills,

. and group process skills. Development of these will gredtly aid in

addressing problems and in finding creative, solutions, All in all, the
successful rescarch officer thinks'in terms of results, has high stan-
“dards, is practical and'to the point, likes to involve others, needs and
uses feedback, and is willing to take risks in the very conservative
atmosphere of postsecondary education.

Up to this point, a conceptual view of a partictlar planning pro-
cess and its Imkdge}o institutional research has been shown. Let us
now turn our attention toward actual mfurmatmn needs for institu-

"tional renewal, . .

State-of-thé-Art Informational Products

Information needed for institutional renewal and internal man-
agement fall into three basic categories. Sheehan (1972) has described
them- g& planning and management (forecasting), management infor-
mation systems (analytic reports), and information systems (transac-
tional data). The importance of such cate gorization is to prevent the
confusion created by attempting to use data in an improper mode.
There are many instances of institutional problem solving relying upon
data produced for.a completely diffevent lovel of management. How-
ever, most managers teel fortunate to haw cmy-t)ﬁe of data relating to
the problem at hand and generally do nor realize the dangers inherent
in drawing conclusions based upon such. It thus becomes imperative
that an istitution be able not only to generate a data base but to recog-
nize the management level of the data.

\
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Establishment of a Program DLta Base
C
One of the most difficult L:spcus of cstabhshmq a data base is to,
identify the proper tools to be usui in generating needed information.
When that task is mmbxmd with arraying mformdmm within t{x"}nc
viously mentioned categories, one is faced with a seemingly insur-

- mountable prgblem. However, a simple matrix with the cells indicat--
pi p

ing the state-of-the-art tools available to the researcher will be of con-
siderable assistance, )

The use of such a matrix can be helpful to the research officer in
establishing an ongoing informational program to aid institutional
renewal by assisting in the selection of staté-of-the-art tools fmost
needed at the institution; by illustrating the types of data needed within
major programmatic areas; and by assxstmg in setting goals and ob_)u,-

tives for the research office. - -

Allin all, the use of this matrix sh()uld provide some msmu-
tional perspective for rec ommending resource allocations that relate to
planning, management, and evaluation. In turn, this should enhance
efforts for institutional R’ncw‘xl and efforts at monitoring the cfhcmn(y
and cﬂcctwcncss of programs and services.

% . .
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Governirtg boards and presidents may have new strain in their
relationships as retrenchment sets in. A new board structure .
15 proposed along with joint review. -

I

. The Marriage of
.. Presidents and Boards," .
Richard T. fngram

~ Trustees of comgunity colleges from all pver the nation gathered to
v “partigipate in a ¢onference in the mid-1970s. Qne,of the more popular

~ sessions was entitled “Shall We, Fire or Retread the President?” The fact
that such a choice of words was used at all underpins the theme of this
chapter: Trustees and chief execut‘i\;es should examine their relation-
ship from time to time; They should determine whether their roles and
responsibilities are clear and complementary rather than confusing;
mutually supporting and respectful rather than adversarial; positive

- ' and constructive rather than divisive. They need to reasswure themns

selves that theif marriage is sound. , '

~The current, annual turnover rate amdng chief executives of

public two-year colleges and technical institutes is about 11 percent,
» some eighty-six positions are open cach year. Average tenure, or years -
in office, has'been &bout nine yéars for community college presidents
for the past four years, although this seems surprisingly high. It com-
pares favorably with a national average of eight years for all postsec-
ondary institutions for the same period{National Center for Educa-

New Directions for Commanity (fzg(l{gft, 28, 1(9?9 . 73
\)‘ . : ) ' ’ . . .
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Aound that ten years was. the average length of a college’ presidency.
These facts do not by thcm_:s‘clvcs’ make a convincing case that a prob-
leru does or.does not exist. Every professional.has some’ optimum per-
iod of stamina and creativity within a particular setting. Turnover, by
uself, 1s not bad. ~ , ' oo

But pregature divorce caused by'Kolnfu'sion of role, suspicion,
‘insensitivity to simple human needs, or politicized boards runs great

- risk of *damaging personal and institutional reputation and integrity.

Governing boards and presidents share considerable responsibility to
see that the quality of their xl'li_kmship, Is maisitained by occasionally
and candidly taking stock of thé effects of new .pressures and changing
circumstances, Farly corrective measuresican make the differénce
between a president who leves office before he or she can give all that
¢an and should be given.and one who is helped to “gmw personally and
professionally and between a board whose members remain divisive
and contentious and one that is consistent and positive in leadership.
An interesting and mixed picture emerges from a national sur-
vey designed in part to assess the quality of'rcla(ipn;hips between chief
executives and their boards u_firusteés (Drake, 1977). A summary of -
that study based on returns from 435 presidents and 333 chairpersons
at 545 public community colleges shows: o
e Sixty-six percent of the presidents saw their boards spending
- considerable time on “involvement with internal administra-
tive matters.” About the same percentage of board chairper- -
sons shargd that opinion, but they also felt the board should
“ 'spend cutsidcmhlc time on such magters, a view shared by
only 12 percent of the presidents.
¢ Sixty percent of presidents and chairpersons ranked their
respective boards tn the highest category of gene'ral effective-
ness. o C
e Twenty-six percent of the presidents identified “*board sup-
port of president and/or college™ as the most significant con-
tribution’ of their boards. By contrast,-13 percentof respond-
ing chairpersons selected this category, second in choice only
tw “selecting a new president or making policy calling for reor-
. © gauization of the administration (15 percent).”

* Twendy-one pereent of the presidents cited various “board
fanctions” as the arca of greatest concern to them, By con-*
trast, 10 percent of the chairpersons agreed and cited it as the
fourth most-pressing problems confronting their institutions.

. |
| r Y
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This same survey, conducted by the Americar Association of
Community and Junior Colleges (AAC]JC) with the, cooperation of the
Association of Community College Truystees (AC(.J) and the Associa-
tion of Governing Boards of Universities and Colleges (AGB), acknowl-
edges that the majority of college presidents seemed to feel that the.
ru!cs of the board and the office of chief executive were defined ade-
qumc}y Although the issue of who sets policies and who administers
them scemed to be clear at most i\istitutions, the study concluded that

“it does affect relationships between boards and chxefcxu utives at a few
institutions: “when the problem does. exist, it musu greater concern
among chief executives than among chairmen.”

The Board's Role '

. . . \ ..

One of the board’s most important responsibilities is to make

the final decision in selecting a chief executive and to decide when his
or ‘her seyvices should be terminated. But some boards fail to recognize
their vitdl role between these events: to nurture to support, to defend,
and to counsel. Assuming a wmpctem person is mecting the demands
of the presidency consistent with aqr{ed upon performance criteria as
may have been in place at the time of selection and subsequently |
revised in light of new institutional goals, the board should see that
adversarial conditions do not develop unnecessarxly gl}xeat skill 1s
required on both sides. -

Given the turnover on boards of trustees, especially in states
with district elections, maintaining sound relafionships is an incessant
challenge. Those new to thti‘arustgcshxps, for example, are also new to
ahy prior understandings between the president and the board. The
new trustee i€ susceptible to any factions on the board, mdugmg atti-
tudes toward the president’s management htylc This tan be a particu-
larly acute problent for a small board. ‘ [

It is ineumbent upon the board as a whole to recognize that
changes in board composition, coupled with rtew institutional circum-
‘stances and.pressures, can place tremendous strain on the chief execu-
tive; He or she is required to adjust more to new ambiguities and work-
mg conditions than is any single board member (or faculty member),
The board's investment in presidential leadership shouldmot be threat-
ened by the' fickle and sometimes unreasonable winds of politics.
Along the same line, faculties should realize more than their records
show that they, too, have a stake in stable leaderst up. The burden of.
nmmmmmg gnud relationships is a joint responsibility.

'
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Good marriages often prevailin spxte of adversity bCLdUSt‘ from
time to time, the partners mnscmusly renew their VOWS. Boards should
take pride in their responsiveness to difficult situations that require
them to get out in front of their presidents. Wise presidents muster nec-

essary support before an unpopular decision is made. Nevertheless, sur-,

prises do oceur; it is the truly competent bodrd that aids the president

rather than abets his or her critics. Subsequent counseling, where the -
board and the chiéf executive exchange views on events preceding what |

some may perceive as a crisis in their xclatmnshlp, may be necessa:y
Open minds and candor are essential.

It is the fortunate president who can depend on a chairperson and.

at least one or two other respected memberys for occasional advice. He or
she should seek su#h help on a regular basis for private exchange when
the going gets rough. But.it is the board as a whole that determines
whether it is being truly supportive, fair in its criticism, andhelpful in
its suggestions. The full board should view the chief executive's job as
being nearly impossible, one that:includes the added and delicate duty

of edycating the trustees themselves concerning their jndividual and .

collective functions. The chief executive should be firmly encouraged
to administer a program of board development for new and experi-
enced board members (Gollattscheck, 1978). Such encouragement con-
traduts any view of ths presrdmt as the board s “employce.”

' The President‘s’Role | N

The president’s role in tultlvdtmq sound rclanonshxps with the
board is equally difficult. A continuing education prograny to l’@p
acclimate new board mcm.bers to their trusteeship and the college
should rest squarely on the president (and the chairperson), for exam-
ple, but this depends on the board’s willingness to regognize the presi-
- dent’s role. The president, should consistently recognize the board's pol-

a-uv function. .

Presxden_ts should know when it is time to move on. The old

axiom, Know Thyself, means knowing when you have done all that
can be done, when creativity and opportunities for further growth are-

gone, when the board’s composition or disposition bear no resemblance
to the board that confirmed the appointment. How many presidents
have heard their peers who moved elsewhere from presidencies lament
_they should have done so twe years cp‘zlc:f’ At best, 1t is probably the
most difficult decision a president can make, pdrtxculaxly when his or
hér record is outstanding. ’ :
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Few would argue with the obsex‘vanon that mutual mnhdencc
must exist between the president and th¢ ipuurd Bu: a new set ot, cir-

* cumstances may be at work that militates against souri‘d‘*r?ianomhxps,
factors beyond presidential leadership and influence. Such psychologi- -

cal and- subtle d'mm;es may stem in pdn from the new trials of steady

state following on the heels of phenomenal expansion in the community
Y

college sector’and in part from styles of board operation that remain

' fmm the manner local pubhc school boards still conduct their busmess

Pressures on theM ring Matriage . o S

The marriage metaphor is helpful to make the contention that

. . . . . . v A -
presidents and Poards may be entering a period of new frustration and
new challenge.{ What follows may be subject to the cjtic 1sm that it

- exaggerates and generalizes, but it is offered as a hy othesis to be

tested against the future rather than the past. It anticipates an added

complexity in future president/board relatianships that may cause pre- -

mature rifts. :

In the same way.that a young marriage is often held together in
pursuit of common purpose, presxdehts and boards have enjoyed an
intensive hone on. The public.community college was born in 1892
but was nuuns%and brought into young adulthood with the greatest
fervor only within the past twenty-five years. Now the challenges of

rapxd -and successful expansion and dcvclopment are complete. Will

~boards whose members recall the exgiting and challenging days of

grwth unfairly see their presxck nts as becoming too complacent? Will
presidents increasingly see their boards becoming overzealous and
lacking in new leadership style required as colleges settlt into a more
competitive and contracting mode? '
As pubh( community colleges continue to evuch from their
organizational and operational origins in pubhc schoul systems, a dié;
fcxcm form of board may be necessary to allow community college wk
crnamt to reach its next stage of de velopment and effectivieness. What
is suggested here is somethingakin to the revolution that took place

when local school boards acrogs the country “wore two, hats t}niy 9.
'gwc dw‘xy hnauy to sepdrate bcmrds o

©
A New Board Model

.
., . .
J

This section outlines some mdxm} Lhdngvs in how ((mlmumty
college btmrd might be >tzuuuru} in the future, Jmplicit is the notion

B
.
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. that rc}atmmths betwu’n trustees and presidents can be strengthemd‘
as one major consequence. Pray (1975) ofters more along a similar line.
Board Size and Trustee Selection. (mmmumgy college boards
SO typically consist “of seven or nine ménibers, a characteristic that has

+ allowed them, to do much ina short time. But the demands of trustee-
o ship’ may now ‘call fox larger’ bodu’!s of perhaps sixteen to twe nty-four
membeds gith stags{ered terms. Nummcea should be put forward to the
. govgrnor, ?pr h:s or her subsequent appojntment and confirmation by
“the state. scnate by a standing nominating committee of prominent
- citizens at the dl'sll ict level in accordance with preestablished guxdchnc
and sd‘t ction cntnm Any board preferences based on anceds assess-
ment }muld bc,nmd't' known to and welcomed by the committee.
v g LA b()dld is only ‘as sofnd ds its membe rsH, as free as possible
M fmm pdxtlad{d p()bm\(sjpeudl interest group dominange, or individuals
whu svize upin their nusteeshlpb to advance personal or political aims.
R It.'s hould beé blessed with adeqlate numbers of persons of -balanced
Judgmun competence] and  varied and complementary talents,
i Amon‘g the bad\gmund.s and skills that should be covered in trustemé

 ships but th* smaller b()guds ehc:kprt-( ude are buedget and finance, '

pl.mmnq, nmnag\mcnt l¥gal qﬂans pldnt management, real estate,

cdummm public, relations, mdr ctiQg, and governmental xglatmns
* - TPerms of Office. Four- year: terms, S;flth a maximum of two"
conseCutive terms, seem best:<Truly outstanding persons could be

. Teappointed for one final term following a one-year sabbatical. .

| Board Organization, Regular board meetings should be held
six time$ annually (in contrast to the current udtmnal mean of fiftcen),
-Plus special or committee meetings. There¢ may diave been need for
. S more frequent mutmgﬁ in the past, but an acfive. cmmmmc structure
" coupled with a larger. boatrd could reduce the burd{ n on individual

trustees and still cover all lhe bases. At the same ume it cou Id reduce-

any temptation tgpspil into administrative business. by
- Officerships should bé rotated on some reasonable | deJS
* 'Opportunitics to lead by thos¢ who demonstrate unusual ablhty should
be m‘ulable both with ru;nrd t‘(i the positions of chairperson, vice-
S ‘.inurp{ rson, scucmry, treasurer, and committee chairpersons,

- .+ C ommxttccs are currently yfed in a limited way by only two-

~fifths of community ¢oll ege boards. A larger board ‘would enable
+ greattr aueqtion to be given to SthdllI.Ld areas, ‘of board responsibility
through a mmmmu syﬂ(em (see Ellison and Ladle 1978).

. oL in some Ways th(. foregoing sketch is an. ax&umcnt with success.
‘ s N A " - BAL rd
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Aiter all, the majority uf cmnmumty mﬂcgc bourds $eem to be func-
tioning exc eptmnailv well with their current size and methods of trustee
stlection. But a case can be made for ¢ greater community involvement’
thmuqh L,uqe numbers of good minds than even seven or nine of the
most dedicated trustees can provide. The future dcmands on. the
nation's uzmmumty cglleges, their pumdc'ms. bcmxd and faculties,

suggest a ncw governance pattern may be desirable and nec essary..
' . . .

: ANew Preoccupations o :
v !

Such a chdnqe mlth also be accompanicd by some new themes
and a revival of some uld ones to be :h.uc{i by ‘all sectors of higher edu-
caton, L -~ .

Migsion Regxammatmn. To dvmd the venqu& machine syﬂ-
drome” of offering all things to'all persons, whether in the name of good
marketing strategy, or qontinued expansion, boards and presidengs
should return in sunye instances to having their college do those things
it can truly dp well. This entails, in part, a greater role for trustees in
lSmu;mm review with faculties and administrations. '

Interinstitutional Cooperation,. Administrators have not
dcm(mstmwd particularly successful efforts in this grea, in part
because of their perhaps natural reluctance to sacrifice some institu-, * .
tional flexibility. Need remains for greater trustee partmpdtmn with
chief executives to dd()p{ wnsxblc .cooperative programs in*a period of
retrenchment, - : ¥ .

Role Definition and Imp]cmentatibn. The majority of chief’
executives and boards have worked out clearer staterfients of their
respective roles and responsibilities. What is needed now is more con-
sistent adherence to them, Presidents should be given greater: encour:
agement to see that nonpolicy issues do not creep an to board agendas
Boards should be more diligent.in their own review of their meetin
agt‘ndas along this line. (A case already has'been made for less frequent
mc?!mgs t0 reduce the temptation of splllmg mtu adrmmstxatwe mat-

. ters.) . , .
. Performance Standards. Much has been done by many insti-
v ‘tutions g thisscore in recent years. But window dressing now needs to
be se parated from’substantive programs of self- assessment for boards

- and presidents. Both trustees and chief exec ugvcs should accept the

fact that review ok either party in such a progess is also a review of the X
other. Bumd dnd presidential leade rshnp are .inscparable.

e 4 ) . ‘.
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One is tempted to go on to half a dozen other possibilities. What
really matters, however, is that presidents and boards work out agen-
¥ das that sustain their confidence in one another in mutual pursuit of
- common goals. A radical change in the structure of community college
boards may not be necessary, Nor may be the pursuit of different pre-
occupations. But a reassessment of working relationships between pres-
idents and boards at some. commumty colleges where it is necded is
apparently not being done or is beihg done poorly. A brief checklist of
good practices may cxxabla@resrdent: and trustees to look objectively at
themselves, Chapter 8 ip Nason (1979) can pmv';de some good com-
oS mon ground for good discussion.

' v A quick review of some key factors that mﬂuencc board-
. prcsxdcnt relations may be helpful. The following list is neither com-’

- prehensive nogfexhaustive; additional areas could be easily added.
¢ Does'the board have a good record of support of the president”

on sensitive issues or difficult decisions in difficult as well as
good times? : :
e Is there a climate of mutual respect and trust that 1S seen
clearly by the faculty and other groups?
¢ Do trustees avoid openly criticizing their pXled(‘nt to mdmd-
uals on or off the campus? (Does the president avoid such cri-
ticism of his or her board?) ‘ ‘
‘ e Does the board discourage mdividual trustees from conduct-
- mq themselves primarily as “representatives” of spu.ml inter-
est groups?
‘ * Does the board’s membership avoid cliques or actmqs on
’ ' pruxd(mui recommendations ngdrdkL of the issues
involved? ) o) §

e

» Does the board discourage critics of the administration from
communicating directly with individual trustees?

* Does the board deal effectively with any trustee who forgets
 he or she has no spegial prt‘mgdnvcs or legal stanqu except
as a member of the body mrpomt( in formal sessions unless
specifically delegated by the board to speak on its behalf?

e Do mdmdmd trustees.avoid asking members of the adminis-
tration for infarmation wmh”)ut the knowledge of the board

\ and chief executive?
e Does the board deal effectively’ with any trustee who uses his
ro *or her trustee sth as a platform to admmc p()hnull or per-
] S sonal f,tmbltum" - -
3 '
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o Is the board critical of pr\c?sidcmial initiatives to maintain

* close relationship with the faculty when its own relationship
may be strained? /

o Is'there an espécially good working relauomh:p between thc
president and the chairperson?

* Does the board avoid having its own office on the campus lest

the trustees give the impression of administrators rather than
policymakers? . ‘

e Does the board see to it that the presxdent is provided oppor-
tunities for self-renewal through educational programs and

~leisure away from campus? |

o Is the president made to feel comfortable in seeking private
advice and counsel from individual trustees?

At one time or another any board and president will likely have

to contend with one or more of these frustrations. But a persistently

poor record may be symptomatic of a problem

Conclusion ' L.

Good governing boards and chief executives have an invest-
ment in one another. Honeymoons are not intended to last forever;

- Presidents know they have chosen a-high-risk career. It is the challenge
© of dealing with the ambiguity of changing condifions and human rela-

tionships that draws competent persons to presidencies. Most are up to
the job; some are not.” Most are tireless; some are tired. Even in ideal

circumstances, however, only presidents know the full burden of

exelutive lm(k rship in an “organized anarchy] and the help they need
to fulfill i

(ummumty college boards across the country have demon-
strated their abjlity to réfognize and reward cd¥petent rrmn(xgt‘xff'l and
educational leadership. Now the challenge shared by all of academe is
to preserve and foster what hag been accomplished. Boards and presi-
dents should set time aside to look together at where they have been
and where they want to go in their relationships.

<
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contributor’s point qf view on needed inshilutional shanges. | -

\ : .
Robert E..Lahti =

“This chapter provides a s_yntfmu of t/wugbt from each "

v

Concluding Comments

A~

In previous chapters most of the contributing authors suggested modifi-.

cations in the way educational administrators view or manage certain
aspects of their institutions. By inference, if not by direct statements,
the authors suggested that higher education needs to adjust or change
in specific areas. "Ihey intimated that thgre is a certain lack of public

“confidence in many of our established societal institutions (business,

government, and higher education). While this mistrast or lack of con--

fidence may be stronger toward government and corporate business at
the present time, it has the potential for mcrcasmg toward hnghe?edu-
cation. :

#®  An examjnation of corporate crednbnhty pr&blems as ac knowl—
edged and disc m& 'd a few years ago might benefit educational institu-

tions. In a 1976 Confergnee Bdard study of 368 American businesses in

-with regard to relations with external publics t()(ia’y%’” 107 of' 185 chief

utive officers and their external staff relations experts, it-was agreed
that the myost serious issue management needed to address was the lack

of business credibility with the public, When askcd,\“What‘dosfmhé‘e

L]

which corporate external relations were viewed*by corporate chief exec-

as the most critical issue facing your company and American business

\ o
. 1 , .
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execytive officers of major companies cited a growing distrust on the
* part of the general public toward U.S. companies. The reasons for mis-
trust were varied but not unique. Higher education ¢duld well consider
these reasons as it attempts to address the need for change and mainte-
nance of credibility with its constituents in the future, '

Many of the senior executives believed the need for improved
commurtcation was at the heart of the problem of the public’s distrust
of business. One leader outlining his perspective of the erosion of pub-
lic confidence cited two general causess businesggailure to communi-
cate and to be responsive. He indicated that in the past business leaders
. were too much preoccupied with managing their businedses to see the ’
necessity of explaining and reaffirming to the public the benefits of bus-
iness or the free enterprise system. He said the. situation had been
aggravated by the tendency of busineéss leaders to be less open with the
public regarding the operation of their business. As a’'result, many/
Amerrcans not only remained wninformed about the practical eco-
-nomic realities of business but came to believe its leaders were involv
in clandestine Qperations. Thus, the public demanded more and moke
disclosure of information about the company’s operations. It is signifi-
cant to note that from this deterioration in business credibility flowed
other critical issues, such as government regulation of business. Corpo-
rate spokespersons felt increased misttust led the public to demand that
the government protect them by placing more and more constraints on
business. ' T

A parallel might now be dra¥n about higher education. There
~appears (o be a public pexception that a certain malaise affects higher
glucation. The public, correctly or incorrectly, believes there is waste
in its universities and colleges. They hear of tenure and conclude it has
become a\jpb security device for the incompétent as well as the compe-
tent. 'I'ht\ysuspecf collective bargaining will impair collegiality, drive
up costs, and-lead to prolonged strikes. They see statistics indidating
that graduates cannot get jobs they were led o expect while at the same
time institutions recruit vigorously for more students in the same disci-
plines. They ‘ask whether the admission of ill-prepared students with-
out proper support is not a simple device to fill classrooms in order to
Justity state ap;prnpria,;ions and to produce tuition revenue. They see
examples of plagiarism by both teachers and students, faculty @par-
tures from-serious appraisal of colleagues, grade irflation and urgrar- -
ranted recommendations for students, unjustified imposition of prereq-
uisites, and a general inability of governance systems to render timely
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decisions and deal with critical issues. Higher education also has a -

credibility probleny that needs attention. Two of the general causes
~ like those for business, rmght be the failure.of higher education to com-
municate with amd to its constituents and its failure to be responsive.
Like the authors of the previous chapeers, I underscore the need
.. for higher education institutions to modify their attitudes, be haviors, or
way: of manaqmg certain aspects of their institutions in order to main-

“tain or improve their credibility with the public in the years ahead. ’Iht '

words “change” and “flexibility” are once again house *hold words among
educational n¥anagers as they describe the past and 1ook at the future.
* It will be important to keep in mind the phrase, “At every crassway on

the road that leads to the future each progrcmve spirit is opposed by a.

thousand men appointed to guard the past.” .
In a rapidly changing society, managers will need to increase
their skills at diagnosing resistance to (hanqc‘)and in the strategies they

choose for bringing about change. It does not take much experience to.

understand that organizational change efforts often run into some form
of human resistance. Although wise managers may be generally aware
of this fact, too few take time to assess systematically who might resist
change initiative and for - what reasons. Kotter and Schle:mqu (1979)
suggest that in order to predict what form organizafional resistance
might take, managers need to be aware of why people resist change.
There are four common reasons: a desire not to lose something of
value, a misunderstanding of the change and its implications (1:%k of
uust) a different assessment or a belief that change does not thake
sense for theprganization, and a low tolerance for change,
Kmtgand Schlesinger go on to suggest strategies for dealing

with resistance to change, all of which might have some application for

A

educational managers as thHey attempt to bring dbuut _change within
their organization.

What have all the contributors to this volume said abouit
change? What are the specific-recommendations that should be consid-
ered in order to restore and maintain the publu confidence in higher
education thiat has been somewhat eroded in recent years? American
higher education has long and effectively served its constituents by
advancing and disseminating knowledge. It also has developed abilitiés
to be critical of s ownfufummnu while society’ grants substantial
protection for its professors ta act as critics of society. Given the public
perception that a certain nmla;se affects higher education, the contribu-
tors to this volume suggest the. following changes within our institutions:

P



. Immunum should state their goals explicitly and devise
~methods for accurately reporting both their accomplishments
| 4 and their shortcomings, *
. ' . I:,vcry institution should make major afforts to provndc accu-
' rate and”complete information on suth items as hnance: !
investment policies, facilities, and salaries.

e Every academic institution must be explicit about the expected
cthical behavior of its tcacheu admmlstmtcrs staff, and stu-
dents and assume some responsibility for compliance.

o In the face of dyclining enrollmdfts, institutions must plan

gnd implemeng€ooperative actions to reduce. the size.and cost
- of their operation wahout Jc{)pardmng quality and access to
ey hsqhm education, .

"o In order to respond effectively to changing conditions, insti-
« dutions must be prepared to ch‘mse ‘organizational structures

-

; .
" \ ‘ ift they become dysfunctional, to modify curricula, and to

B R experinent with new teaching methods. ]
S, ¢ An institution must have effective information data systems

«at its disposal use this data with effective planning systems.
b Instnmmns must communicate and inform their constituents
B unique services they offer.,
e Insututions need to b @WOre consumer ofiented both~ -
, Cinternally and externggallii give up their ideal of maxi- .
ulation,

e Institutions must (nqagc in sound hnanual planning in order
to migimize spreading their resources too thin to'too many
CAauses '

e Lduc anmml managers must make many psychological adjust-

ments and use a team dppxgdch to decision making in many

f the political activities they will encounter in thé years
. -

nmum autonomy andas

A

«d

2 ¢ Acads anagers must be ever cognizant of the character-
istics distinguishing academic organizations from organiza-
. tions m‘um\gtﬂd for a prohit motive. . -
} 7w Policy-makmyg trustees' must devel op saf'cguards for compe- |
N i tent educational managers whb exercise courageous teader-

ship i maintaining or raising the quahty.oi Lduumon and
who guard the institution against the intrusion of self- serving
C " andividuals or groups.

p
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e Each institution must provxde'for a penodm review of faculty
‘ putormamc, including assessments 8 teaching ability, as(

’ ~ well as the assessment of management performance. ' o

‘ e Colleges must not misrepresent their course offerings, job
prospects for gxadudtcs delhtlt‘S or other aspects of thcxr !
institution. _ .

-® Colleges must provide more cffmtwc codsumer-or 1exm,d aca-  *
demic and career wunSelmg :

e Each institution, . in the face of declining demand for young
faculty, must ;gek ways to encourage, develop, and employ
the next generation of teachmg schulan :

.« e Each institution must develop niew approaches i in its relation-

' ships and in the utilization of its human resources, who are so

crucial to the continuing yitality of an institution.

: r‘ "7 e Affirmative steps must be taken to increase the employment

- of the number of qualified women and ethnic minority groups
in teaching and upper-level administrative positions.

e Higher education must protect and promote a hospxtable
environment in which the critical evaluation of all views and
opinions can be exercised without subverting itself to serve
special interest groups whose goals may b€ counter to the

. purposes of liberal education. ,

. . 1qszituti(>ns must provide the necessary responses for essen-
tanuhy and staff develgpment, retraining, and perhaps
_ .. retirement planning. ‘

¥, - * In’conclusion, collegiate institutions must become more profi-

. «cient in communicating the distinctive character of colleges and univer-
sities, their unique decision-making style, their unhurried pace of

| Lhdni{t‘, their vulnerability in times of conflict, and the unavoidable
distortions that may be caused by varying financial support. If they

~ wish.to enJ()y the trust and self-regulating responsibility they so elo-
quently articulate, they must continue to seek new methods by which
each institution may be relied upon to account for the ethical and finan-
cially responsible behavior of their members, - Without proper execu-
tion of this high level of instigutional responsibility, more bureaucratic
control will threaten institutional self-direction and the sovereignty that
18 50 essential to open inquiry. A ~democracy, that does not safe guard .

. ~and strengthen the integrity of higher education and at the sanie time ,

foster pluralism by pxtscrvmg both public and private education’ Can- PR
.. e

l() ;’ f“’/




7

>ss T o

S

ERIC

Aruitoxt provided by Eic:

not thrive. In the challenging years ahead, higher cdu:&n managers

and faculties must be more open and more communicative than ever
before in ordcr to justify th€ cominued support they need. The time to
begin is now

L)
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 Kurther moz&c&s from the ERIC Clearinghouse for Junior
Lolleges can help readers sample innovative ideas for the

more effective management of resources in the future. ! r

Y
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Sources and Information
on Planning and
Management of Resources

/ . . .
Roseann M. Cacciola A

This chapter reports on references pertinent to issues discussed in the
foregoing ('hupwrs.’AH these sources are in the ERIC collection and

\_tJnav be distinguished by the ED number following the citation.” Infor-
mation on ordering abstracts or full copies of these ERIC documents
appears in the reference list folowing this chapter.

R&b’b‘i“ce%ﬂnins and Mana'gement :
£

* As the community college generally reassesses its goals and pri-

oritics in an cra of reduced public support, enrollment decline, and

changing consumer interests, the need to institute programs for the

" most effective use of gerscmml i1s clear. Reduction in force, retraining
Jprograms, and flexible use of staff dnd faculty on hand are issues facing |

community college managers today. A program flexibility study pre-
pared by Mineg¢1979) provides a model to improve planning within

‘ ¢

. Nrew [)zmrnm/\ for Community Colleges, 28, 1979 ’ . ‘ 89
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instructional depdxtmcnt budgets 3a produce guick alternative use of T,
faculty in the- évent of reduced funding or enroliment. I'Ilu:tnm%ns of .
Mexible use of the formula are given. White (1928) explains a faculty
“re tmmmg program for latcml transter to avoid lawff when reduction
in force 15 the policy. The f‘uulty retraining expericnees in Florida,
. New York, Pennsylvania, and Wisconsin are deseribed. A review of
» California’s enabling legislation and professional growth policies pre-
cedes a review of the pros and cons of fac ulty retraining programs in
the Los Angeles Community College District.
Two studies provide a general and a specific view of the need for
professional development programs. Coward and othe rs(1978) explore
the relationship between professional development and, a planning,
management, and evaluation system. Dne“ghap{er c()ncentmtca on
| profe ssional staff and ¢lassified personnel, another on a particular pro- - Ry
. gram in Scattle, with rationale for fac uhy'gmwth contracts. The final
three chapters present a-human dwcluprm nt.model, tips on inservice
workshops, and helpful appendices and checklists. Coopar and others_
(1‘)78).dcscnbg in detail thg Professional Development ngram at
Lansing Community Collége (Michigan), Discussion includes inte- -
- grating the professional development program with all other activities
» of the institution. Specific programs for the following: college arcas are.
outlined: arts and sciences, busipess, dpplmd arts and sciences, college.
services,; and learning resources .
[ the years ahead, ac AQMK managers must respond to new »
and fh xible ‘ways of qmcrmng their institutions. Different theories < —
about academic leadership in times of high’accountability and sug-
gested models for feorganizing governance structures are offered in
several ERIC documents. In Alfred (1978), nine community college
, \pt(ld]hfh explore the issue of reduced sesources in the currenperiod

of declining growth. Discussions range from autonomy problems
Cinherent inincreased state and federyy*financial support to retrench-
ating budget cuts at New

~~

ment models based upon respdnses o

York City Community College; the of of budget cuts on instruc-.- ‘
. tion, igstructors, and student personnel services; and suggested
* o approac hes for ddmxmstmtwv planners fduns; reductions. "Careful
institutional phnnmgr and research can help increase insfitutional

h ceffectiveness it administrators will, ‘adapt to’ change. Tnstitutional .

researe iy no longer,a lukury but a vital internal dltd base source to
assist’ nmn:uzvnwm teams” 1n - rmz hmq hard decisions in times of
reduced resources, A pertinent bibl mgxai)hy is mclude({
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In ¢oping with reduced resources in the future, wsponsxbk deci-
sion makers must make intelligent choicés about program changes,

. imcreases, and elimination under great pressure from gmups inside and

outsjde the_college. The need im institutional research in the area of
evaluation agd support pmqmms arises. A study by Stevenson and

Wallerj (1978) at Mount Hood C Jommunity College (Oregon) suggests :
that in addition to the three most used approaches to program evaluas
tion an institution should supplement with its own data base system
and its research office should be res ponsible Tor communication of data
- relevant o decisions aftecting the entire colleg ge community. The three
‘most basic program evaluation approaches in use are the market evalu-
- ation model based upon student enrollment tre nds; the teacher’admin-
mmtm moded, which relies on expert advice and planning to predict,
stabilize, and adjust & chang ging student needs; and the state's evalua-
tion model, which may have pnlmc al needs incorporated with the need
1o preventprogram overlaps or unnecessary duplications, Qutlines and
N ﬂuwghdns Hlustrate - the process and the role of the institutional

research unit of a colle ge in the issue of program evaluation.,

' The style of educational management popular in the 1960s and

I‘)?()s, as opposed to the need for new management techniques in the
"1980s, is the sub_;mt of-a paper preg sared by Mayilla (1979). As he
&Ftags, quantitative, technical manage ment techniques (PME, MBO

3

»

F\ S, and the hh‘) miay have served their putpusc and a qualxtduve
mppnuuh should be considered in the futures His felr is that quantita-
£ tive approac hes to dumun making are reducing the faculty voice in

academic gmundnu and decision making despide the d(knowltdqed
Limportande of faculty involvement in insficutional nmndg('mcnt He

“cancludes that th(- mﬁ-}\’hn an open MIS and a shared goverhance .

model is evident. A similad stud v is atfered by Marks (1978), who alse

; Lx\ms anthrogentric management (a du(ntm lzed pdmlupdmry Sys-T

temn) over analytical management ( Yx%m ratic and,( ienptific). The™

us assessment of alternative

leadership style and a complete nhhuqm; hy. Edton (1978) pagsents a
psychological study on academie leadership that describes the leader's
- ualities ragher than the system of lea fership used by an institution,
“She accounts fof the histortcal conflicthetween educational Ieaders wha
are acgde nm Gans and who Know how to suwage and managers who
know how to be avademic. She concedes that community colle e lead-
. IS are ne uht rone nor the other, but a bit of both.£ The study offers a

behavioral context: for community college I(‘gukrﬁ'm xmulw the best -
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qualities of a successful dnuupato‘ry manager to understand the psy-
dmluqy of dumon\nmkmg and the systentic appmach and how to
maintain a balance. '

/
Kinnisony{1978) offers a study thdt speuh&ally outlines an out- .

comes-oriented- Planning, Management, and Evaluation (PME) sys-
tem. This technical seport about a PME systemn includes results of the

efforts of two community celleges to use this inethod and the d'ppendix
presents examples of tools used to implement the model and a bxblxog-
raphy. =~ . . ‘ .o

- ,Puwmal advice to administrators on how to be a good leader

and sukgtatmna for improving communication are prc‘i’énted by

Marsee (197%) in his thoughtful essay on leadership. Managers per-
sonal qualities are becoming more important to doing a good job than
- demonstrated skills per se. More and inore, institutions age looking for
md“w who can get along with people, especially in times of public
pressure and xL(thth()b security.

7 .

New strategies for financial planning are also in order during .

times of dmnmshmg financial resources, AnERIC resource review by

Lombardi (1979b) examines community u)llcge financing in the post-
Propositiond 13 era. The effects of this legislation on mmmumty college
financing will not be known far some time. Mednwhxle Lombardi
states, adjustment efforts by legislators and local leaders to prepare for
across-the-board reductio in financial suppoft continue. The author
examines varjous funding. patterns in use, the curtailing of noncredit

courses, the loss of local autonomy, lessened commitment to'the open’
door policy, and an end to no-tuition policies. A positive effect of

decreasing finances, in Lombardi's view, is the in¢creased concefn with
educational misdions, functions, and governance structures, ;

In Ottley's (1978) view, community colleges must dcvelop‘und
refine fund-raising capabilities; and this involves a college's cdmmit-
ment to using internal resources (faculty, staff, and students) to reaeh
objectives of institutional development proqrdmf(;rdntsmdnshlp must
be practiced by all pcrsunnd alumni activities; annual fund cam-
paigns, and foundation support are also’ arcas tobe developed. The
cohcept of zero- base budgeting to assist in mpré effective financial
planning is the topic.of a study by Harvey (1978)-The advantages and
dl&dd\dnhu{{‘s of zero-base butigeting in an-eftective PME system are
dndlyud Appendices contain a list of decision units, sample forms,

-

and a bibliography. A budgcmry process that serves a college in an era -

- of expansion and is likely to break down when the resource base-is
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reduced is the subject of a paper by Bers (1978). In it he describes how
Gadsden State Junier College; (Alabama) developed and tested a

resource allocation system for two_years to respond to fiscal contrac-

ion’, Key elements of the system and specific prgblems encountered are

analyzed. The study concludes that (1) financial contraction alone does
. ! 3 . . .

not necessarily lead to program evaluation, (2) formularbudgeting plus

cost analysis appears to be best suited to administrators’ needs, and

(3) the *home-grown” process is responsive to the particular needs of a
college. o ' (

Anvther significant and growing area receiving attention in the
community colleges today is that of marketing. College managers are
aware that recruitment and retention of students ar¢crucial magfers in
a period of declining enroliments and financing. The literature/stresses .
institutional need to become more consumer oriented both ternally
and externally while maintaining autonomy and intcgr}t@r: Coppock
(1979) recommends. a two-year student recruitment campdpaign fogused

. mainly on high school seniors and outlines elements of a sugcessful

campaign. Fischer (1978iappmachcs the issue in a oncepn}a{l frame-
work, warning that selling is only one aggregate ofthe markéting fung- -
tion ahd\d(x*s not guarantee increased enrollments. He roposes that
the effectiveness of community college market‘gig efforty’depend upon
ynderstanding theprocess of extending meanjingful edycational experi-
ences to a heterogeneous population inquir}flg or z}pp‘lying to an open
door college. Success of marketing, he states, 'muyst be measured in
attendance; and this relies on a wc-ll7c'(g0rdiriar€:d student services
departrient. The marketing approach used by Moraine Valley Com-
munity College (Illinois) is explained By DeCosmo,and Baratta (1979)
as an effort to expand participation of underserved groups. All strate- -

. gies used, which led to an'increased enmllmént by over 200 full-time

enrollment (FTE) students in every target area, are discussed. A'simi-
lar program was designed at Qdessa College (Texas) to deal with
declining enrollments. Eckert (1979) covers Moraine's task force
approach and the dbsolute commitment to the program needed by the

- president. Appendices outline marketing task force structure, sched-

ules, and recommenddtions to the president. Enrollment influences are
also discussed. An interesting dopartmental effort to increase enroll-
ment is presented by Fast (1979) jin his report about&‘the mathematics
department at Lane Corumunity College (Oregon). Employingeduca-’
tional marketing methods (pricing, product, place, and promotjon cri-
teria), the department instituted a program to create attractive class

C .
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areas, cut down n:sg:stmtmn rcd tape, provide humamstxc assxstancc to
students dcmunstmtmg math anxiety, secure periodic positive -media
coverage, and develop new courses to draw new sfudents.

Harford Community College (Maryland) published its Market-
ing Plan 1978. Three stages are disgussed: Support services (espccmll

" off-campus “courses),, promotion (tatalog, public service announce-

ments; recruitment publications, and media), and delivery (communi-
cation, course requirements, information centers, counseling, and so
forth). The report stresses the need to continually gather data, conduct
maiket rescarch, and evaluate the effectiveness of the plan.' A review of '
literature deahng with marketing programs existing in community col-
leges is presented by El Sharei (1979). She found that although com-
pmhumve marketing programs do not exist at many co lleges, the pub-
lic information officey | 1s typically bearing markumg responsibility. The
study also provides ari outline of marketing problems, techniques, and
strategies for implementing A program. Descriptions of the marketing
programs at Prince (;corg‘es Community -College. (Maryland) and

Cldrk College (Washington) are inchuded. v

In the area of collective bargaining and effective management,
Lombardi (19793) clearly indicates that i mcreasmg equalization of fac-
ulty and nmnaqcmtnt powers in Hegotlanons are accentuating the
trend tvward greater state control. Lombardi bchc_ves that tollective
bargainfing has not dt_stroycd collegtality dnd in many -ways offers
administrators opﬁortunmes to demonstrate Icadcrshxp Middle man-
agers’ attitudes toward the bargaining process at El Camino College
(California) is the subject of a study by Kerstiens (1977). The impact of
collective bargaining at the Rancho Santiago Community College Dis-
trict (California) is assessed by Armstrong (1978) as a negative experi-
ence and recommendations for better ways to-bargain are made in this
study. Appendices contain an agree ment of negotiating procedures and

a blblmgrdphy o .

A statewide surwy of-how well collective bargaining is workmg
in New Jersey two-year public coeges compared o other states is
reported by Beqm and others (1977), It is clear from this analy}as that
all parties involved.at the college level need to understand t process
better and be more mfurmed in general. Extensive data an a bibliog-

. taphy dre included. Hankin (1977) offers a step- by step gut ebook to

Assist community college educators in the bargaining process. Its aim is
fo provide stéps to a better process for a better future. Wcston and

.
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others ‘(1978) analyze the dynamigs of collective bargaining in one
chapter of a recent Naw Directions for Community Colleges publication.
'Méeting New Educational Objectives

Y In rﬂceting the problems concerning the more effective use of -
resources, college leaders will have to give careful thought to instruc-
tion and the curriculum in the future. “Change” will bé'the key word
and adjusting to change will be a great challenge for faculty, adminis-
trators, and governing boards. Marsee (1978) discusses trends and
- issues that will influence the cummumty college to become a greater
~ social and economic force. How these trends affect curriculum and the
quahty of student-centered programs and services is the main thrust of
this papci* “Chapge” is underscored as the single ] most impgrtant char-
acteristjc of the future. The ability to adjust to shifting demands- of a
complex and altcnrg society without sacrificing academic responsxbxh-
ties will be one major problem facing those who plan Lollege programs.
A note of warning is sounded by Zarakov (1978), who believes that -
unless community colleges adapt quickly to an increasing nontradi-
tional population, they face losing the estimated eleven million stu-
dents over age thirty-five expectcd to be studying in the early 1980s,
and they may be oyt of business by the turn of the century. This paper
‘offers a candid discussion of special student populations and how their
educatipnal needs must be met by the open door college. In assessing
program needs for the futuce,a helpful tool will be guidelines to eﬂec_t
respongible program evaluation.

- Winter and others (1977) offer such : an ‘evaluation portfolio

u:ing reality-based evaluation (RBE) criteria. Education and work
linkages in the future are the topjc of a paper by Rorim*(1978). The
role of community colleges in commgmty -based education is a key
theme of this study. The umbrella term in popular usage to ¢over the
variety of new educational objectives is that of “lifelong learning.” A
mogograph by Gilder (1979)reports natjonal recommendations con-
cerning issues and problems affecting lifelong education. Of necessity,
* educational objectives must change; the report says; by 1985 education

will be more éovemmcnt controlled, segmented, costly, and faculty

more diversifig. Each contributor to thie monograph f(')uxs;:s on one
major area of Mifelong learning, including inmgate training, part-time
adult students, legislative policics, and” how community colleges can

-
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restructure themselves for lifelong education in terms of funging, atti-

tudes, personnel policies, facilities, and program orgarization. Cross

(1978) makes it clear that in the new educational missions ahead, the
~ organization of educatiqn must change. Individualized instruction and
“mastery learning concepts are forcing administrators to find even

newer measures of learning productivity for both students and teach- .

ers. She, 100, stresses the | importange of total service to the adult, hon-
traditional, self-directed, and more pragmatic students now in the
majority. Two ERIC documents relate specifically to the relationship
between trustees and college programs. Gill (1978) and Nakamura
(1976) present a basic orientation for truswgs to community service
policies and all areas touc&ng classroom activity. Even though trustees
may not be involved jni implementing educational innovations, these
studies indicate they must be aware of and be able to interpret trends
* such as jndividualized programs, competency-based education, open-
ahd exit-entry curriculum, improved articulation programs, and Lfe-
_long learning. - »
. - ‘ o \
The Meaning of General Education for Managers _ '
/1?1 the Future )
.The largest segment of a community coliegt‘."s curriculum offer-
ing is in general education. The trend is not to decrease these course
requirements but to increase them or at Yeast to rgvitalize the pro-
grams. Such a revitalization is describeq in a document by Luckenbill
and McCabe (1978), who outline Miami-Dade’s three-year effort to
redesign a general education program for the college. The general need
to take a closer look at what this curriculum offers is the subject of a
paper by Henderson and Henderson (1978), who state that the com-
Jnumty college has the best opportunity to rais¢ the generd} level of
-expectations, cultural undertaking, and values of all the people. Cohen.
(1978) suggests that geneml education will survive the race bétween
courses and antic ourses, but he is not cerwin for whom and how. He
suggests that general .education Lm“nculum be put together so various

types of students, incluling.occupational, transfer, and adult drop-in,

may be served. Moore (1978) poses thé problem of relevancy of general
education’ course content and suggests the need to desegregate voca-
tional students frorn such studies. Observations’ to be.considered in
updating or developing general education pmbLems are offered by
Marsee (1979a). Flexibility and indepéndent study are positive trends, .
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A auorqu to this dmumc:nt The htstm‘ual current, and future actwny
discussed in gcneral education proydnd cons is the subject, of General
Education Curriculum qutsfar the Flture in Community and _Junier Colleges
(1978). In a recent report, Preusser (1978) advoeates the retaining of |
general education in the community colleges and discusses the need to
- regain public tunﬁdtngc an - its ability to tca(h meanmgfu'l general
courses.
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From the Editor's Notes

: AR
Yok Wt:h publu mnjzdmcr n /zzgfm education .somewhat m)dzd ] t/z(
past few years and the continuing debate of what constidules
o legzltmate higher education, can higher edusation afford*to continue
with a ‘business us usual® attitude? There is an urgent need Sfor
D institutions. to deal with problems both wternal and internal to the

effects on the integrity of a college or university. The purpose of
this volume of New Ditections'for (Jummumry Colleges s to
stimudate college managem and faculties in areas where creative
e thinking and new strategies may. be needed for the continued

. development u/ elfective and responsive communiiy colleges. = .
With this goal in mind, the authors address such areas as
college administration, instruction, student services, personnel

. pracices, financial planning, admissions, marketing, and
trustee/administration relatigns. .
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