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MANAGEMENT DEFINED

o MANAGEMENT = .the act or art of mauaging: the condueting
or supervising of something: judicious use
of meaus to accomplish an end

ﬁANAGE - to handle or direét with a degree of skill... (1)

Few community colleéé educators would object to the idea that skillful
college 1&a§ers shéﬁld use sound judgement in conducting college Dperations
in order for the institution to achieve the purpose for which it vas created.
That is the primgry dafinition of management, and it is cléar that the
definition has positive overtones or impligaﬁions. Given thé pési;iva
statement, one is_pushed te wonder why secondary definitions with negative
dimensions WOﬁld tend to domin§te discussion in aﬁ educaiional forum.
Keeping people under:submisgién and manipulation afe possible outcomes, but
management conducted according to the positive statement is oriented toward
a‘higﬁaf level of operation. People become the kevs to whether a
college functiéns-in a healthy manner.

e Bower (2) seces managémént as "the accompliéhmeht of purpose through

the organized effort of others." His idesa seems to extend the traditional
,dafinitioﬁgaf "getting work done througﬁ#p&ople.? The elements af!purposg
and organization aré,impértagt to any conception pf'cémmuﬁity cgllege
management. The focus on thz!tcla'of pEOPlé!iﬁ the entérﬁrise will also be
ceztréltto any discussion of managemznt and praductivit?, George (3)
links Athe role of the manager with ?u:posé-aﬁdgwark environment when he
, Séfs, fDetefmining the collective nbjectives of an uﬁdeftéking and

generating an environment for their achievement is the total function of




a manager.'" The historical look at management thought by George (4) poes
on to conclude:

The managiﬁg process, therefore, is an eclecric

unity - a oneness made up cf a mixture of planning,

organizing, directing, and controlling - each

intermixed and involved in an inseparable whole.

" The conception of management as a process, with certain functions
viewed as integral parts, provides a useful definit.lon for a lcok at
comnunity college administration or management. By defining the functions,
one can reach a clearer understanding of how to approach structuring a
college so that the purpose will be achieved. A function is "one of a
group of related actions contributing to a larger action," . (5) The

larger action, management, and the component functions of planning,

[l

rganizing, direcﬁingg and controlling provide the foundation on which
to build a view of productive community collegé organizations. Add the
funiction of coordination as degcribéd by Barnard (6) in>his seminal work
on management and the necessary "glue" for unity in management has been
provided. He says,"...the quallty Df coordination is the cruzlal factor

PLANNING .

L
What are we aimirg to accomrlish? What is our role? Why are we
organized? These questions are among the ones to be answered by top
administrators of community colleges if they fulfill fhe expectations

held by society. The questions also imply the need for a sense of

direction or a "reason for being"” in higher educazion.
The dictionary (7) defines planning as "the establishment of goals,
policies, and procedures ..." Drucker (8) goes beyond that definition

by indicating the need for clear objectives and gg,l to be linked to a

5
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definition of Ffunction and mission. McManis Associates (9), ig a
publication for the U. S. Office of Education, go so far as Lo conceive-
of mission as the "apex," supported by goals and objectives. They assume
the assessment of needs has preceded the formulation of the miséiﬂn,
goals, and objectives, and that performance evaluation measures énd mile-

stone projections are necessary managerial expressions of intent. Their

[

sion and

[¥x]

conception clearly moves cne from the long-range view of mi
goals to the sh@rtsraﬁge view QF how an organization moves toward ful-
filling a defined mission.

Meaningful planning should iﬁcorporate the look into the future as
well as indicating the activities for the next year. The process of
planning, to be described later, is a'vital function of management,
enabling boards and a&miﬁistfatians to chart thé coiirse éf the future.

ORGANIZING

of strﬁcture will be most effective? Answers to these questions should
be related to the thrust of planning, since the imperative is to have
staff members contributing to the accomplishmént.of the géals. Thé:
dictionary'(io) def;ﬂitien describes an organie structure and says
#hat to organize is "to arrsnge or form into é coherent unity or functioning
whole.". |

Most community college administrators are familiar with an afganiégé

tional chart, but they seldom examine whether they have a "coherent

unity" or a "functioning whole." The American Management Association (11)

simply asks, "Who's involved ... and how?" Providing a clear answer to
that question and implementing the dictionary definition will lead to
productive practices within this function of management.

3
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DIRECTING

Who‘will do the work? When sﬁﬂuld the work be dané? What
Séegifically"néeds'tc be done? Answers to these questions proviie
"building blocks' when one links éhe function of directing with
planning and organizing. As the dictionary (12) indicaﬁgs, direction
provides "guidance or supervision of action or conduct." Assigning
the work of tiz organization in a clear, orderly, and systematic éanner
is a necessary step for the community college adminis§raﬁor whe is

concerned about an institution reaching its stated goals.

COORDINATING

Who must be kept informed? What kind of information must be shared?

Which groups must meet on a regular basis?. ~ Answering these questions,
one begins to focus on ways to enhance communication and caaperation

within a campus environment.
The dictionary (13) indicates that to caardlnate is "to bring into
a common action movement, or condition." The overlap with the reference

B

to a "coherent unity" in the function of grgaﬂizing is obvious.
Coordinated efforts in an aréaniga ion with clear work assignments,
logical work groups, and well defined goals will lead toward productivity

as it will be defined in this manuscript.

CONTROLLING

How do you evaluate results? By what standards do you measure

outcomes? Who will éésess results? Thé terms evaluatian,<§ppraisal,

and review are common tc community college administrators, even if they

do not rélate them to the ecntralling function of management. Au admin—
"istrator should be péré@nally iz;vclvéd in t'l;is function to be sure that events

4




conform to plans within a cost that society {is willing to pay. To

elaborate, the dictionary (14) says that to control is "to check, test

ov verify by evidence ... to exercise restraining or directing influence...

The reference to providing evidence 1is on target when one considers the
‘calls for accountability being heard in most states. Careful review,
appraisal or evaluation, and presentation of evidence take on fresh

importance in the face of these cries for accountability and the "

tax
revolt."
SUMMARY

Five basic functions of management have been presented as components
of the management process. Other writers might include topics like
leading, motivating, communicating, tgémébuilding, decision-making,
staffing, budgeting, marketing and evaluation. The contention here is
that all of these vital elements are elther incorporated withinvthe basic
functions or they come as a result of work in the basic functions. No
matter how management is defined, it seems likely that community coilege
administrators will focus increasiﬁg attention on how to manage. There
will be a major thrust to dévelcp skillful college lééders who vill be
 3512 to use sound jﬁdgemeﬁt'in éoﬁducting ccl;ége operations in .order

=

for the institution to achieve the purpose for which it was created. The

wise administrator will also seek to learn what is known about management.

As Drucker (iS)Lindicates,

There are management tools and techniques. There are
management concepts and principles. There is a common
language of management. .And there may even be a univer-
sal "discipline" of management. Certainly there is a
worldwide generic function ... -



Community college leaders will do well to face the demands for
Dperatioﬂal effigiancy.and educational effectiveness by seeking to
utilize what is known to become bettervmanagersg Operational efficiency
and educational effectiveness, concepts not yet ngarly defined, will
demand attention like never before. Educatianai productivity, a
blénding of thg zoncepts, will be within the grasp of administrators

who learn to plan, organize, direct, coordinate, and control.

0.‘
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PRODUCTIVITY DEF INED

PRODUCTIVITY - the quality or state of being productive

PRODUCTIVE = having the quality or power of prg&ﬁciﬁg
esp. in abundance: effective in bringing
-about: yielding or furnishing results...(l)

A productive, anager‘migﬁt be described as one who is effective in

4

bringing about abundant results, Théﬁsame could be said fcr s'proﬂuctive

organization., Barnard (2) adds insight Ln the definition when he abserves,

#

"When a specific desired end is attained we shall say that the action is

effective.'" The reference to. a desired end reflects the definition of
maﬁagament}wiﬁﬁ the implicit idea that someone has defined the end or
purpose, Barnard recognizes the impcftance of purpose.and stresses the

commitment of employees to the purposes of an organization. Roueche and

g : i

: others (3)‘similaf1y point out -that:

Results (the fulfillment of objéctives) which allow the

college to accomplish its mission permit the institution
and its personnel to be accountable to the constituency )
5erved by the college, )

PurpaSE or mission; th ere fare, assumes a central role in the discussign
of both management and productivity, Lawrencg () summari zes:
. «+sthe new accoﬁntsbility sppeafs to call far a clear

statement of purpose’ prior to the expenditure of funds
ag a yardstick against which to measure effectiveness.

w,

- The introduction of “éxpenditﬁte of funds'" in the discussion leads to

‘another element one must consider when thinkiﬁg about accountability or

B

productivity., As Hartnett (5) points out:

C o




... accountability experts are concerned with effectiveness
and efficiency (its ‘capacity to achieve results with a
given expenditure of. resources), and very often they are
.more interested in the latter. : :

Effectiveness and efficiency, c c’p s often noted in discussions

o

£
_accountability and productivity, are central to the discussion and must

be understood in order to consider an application of these concepts in

the management of community colleges.

t

EFFICIENCY

Efficiency can be defined as "effective operation as measured by a
A : ] 2 -

comparison of production with cost."(6) # Lawrence (7); however, sees

the coﬁcepf_in terms of a "program's capacity to achieve the intended

E

results within a givep=e§penditufe oflﬁeeeureesgﬁ Noteworthy-inethe

11 Hs

definitions are the terms effective operation and intended results."

There appears to be agreement regarding ﬁEe iuclu51on of costs in the

definition. In the first definition,.cost is linked with effectiveness,
which in itself must be evaluated. In the second definition, cost is

linked with inte ndef:feeultég which implies that desired results must

be 1dentif1ed before efficiency can "be measured Both definitions imply
that efflciency is more than just cost coﬁtrelsor curtailment. ”
E e o )

Another conception of effi iency is being develaped at the National

Center for Highef Educetion Management Systemeg(NCHEMS). Romney, Gray,

and Weldon (8) view efffﬁieﬁey -a camparlson of actual esults with
actual expendiguresi__THis view does not attempt to take into account the

difference between "intended reeﬁlts‘ or outcomes and aetual results. It

€

"should be pointed but that they include commitment, utllisatlon, and

N - o o ' . &

i E
. o J
’ 9 s

effectiveness in their defiﬁ;tion of productlvity, eaeh of Whicb will.

A -

Na SF
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‘réceive attention as a definition of productiv

B
[

= ;,,

vity is formulated. Hartnett

(9) seems to use this nartfow view of efficieﬂcy in describing the

traditional clash of a céllegeefinaﬁcial officer, .concerned about
efficiency, with faculty members who resist any restraints on their

striving for educational effectiveneszi g

Barnafd (1D) introduged another Eheught about efflciency which will“

prave to be- helpful in finally deflnlng praduzt1v1ty. He said that

efficiency of,effort "o, is effigiéncy relative to the securing of
necessary personal contributions.to the cooperative system." In other
words, the commitment af‘staffimembers is necessary in order to increase

efficiéncyi

EFFECTIVENESS o - o

Effectiveness can be defined in terms of "

p:@d,glng a decided, .
decisive, or desired effect.”(1l1) Lawrence (12). elaborates"..;afféétivepess

P

efers tb;;he'degrée to which the program succeeds in doing what was- . - /

intended."_ The emphasis is on ‘the "desited effect" rather than on- /

N

simply praducing a decisive ‘effect.” " Once again, implicit in the ' /

deflnltlnn 15 the idea that desirable outcomes have been deacribed.
Barnard (13) provided subsgancé for 'a wgrking definition‘When he -

says effectiveness

...Telates exclﬁsively to the ap;répriatemess of the
means selected under the conditions as a whole for the
accémplishment of the final objective.

+To translate, :a manager must can51der the working environment or

T s w

¢limate in selectlng appropriate steps to take in m@viﬁgfthé ofganization

toward accampllshmen of i ts purpose. Té_eﬁtend the tﬁought, an action . -

n takea to increase efflclency in the immediate futuré but which is

ERIC

Aruitoxt provided by Eic:
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disruptlve in the long-term view, cDuld not be descrlbed as effective. .

ELABORATION ON PRODUCTIVITY v : ‘_

The_thought of pursuing prodﬁctiviti in an-educational éetEing.gaS
foreign .to educators p%ior to the push for accountability. Now, many
agree with Haggerty (14) when he says:

The concept of productivity is just as valid in educatan
as it is in the prodiction of goods or food.

He points out that the only way we can. improve our standard of libing is,

through improvement in output per man-hour. He' evengoes so far as to
5 ay : ‘ ’ B 2 ’ N - . ) l\‘\
.~ the employees of the education industry have been S i

ccmpletely dependent for any real gains in their own
incomes these past decades upon. the increasing pruduztiv1ty
of the other sectors of the. economy. -

His conclusions szem to be based on the traditional conception of

productivity described by Sibson (15).

Productivity = hyriggl output - - ! : ,
. total man-hours of work

Using the abéveEmentiéﬁéd definition, Haggefty would, for eiample, look .-

for im p -oved séudent—lnstructw* ratios when expenditures are increased

for faeilities, equipmentvand supplies-v;Without trying to. efuta the
example asba'legitimate‘partsofré quest for Tr@ductivit}, the point should
.be made that it:is pnly,a pértian éf yﬁat praducﬁiviﬁy means ;n an
edu;ational ény;répment.‘ Adopting,ﬁhe industrial.génaeptian of produc—’
tivi;y demaﬁdé that eéucatars move toward greatérvqgantificétian of
results. In fa ,t,-éxtensi ve effo rtg Havg beén ﬁﬁdéftaken to assist

Lawrence and Service (16) provide an excellent fevgewxof the'quésti

fgr a qﬁéﬁtitative language to assist the manager who wants to employ

=



. quantitative management’ techniques in highef’educaﬁiag- They -conclude:

) B . Ay
Management; 'especially management.of higher education, is
simply too complex a task to be reduced to a set of
routinlzed numerical procedures. (17)

They then dESCfl e the need tD
;i.synﬁhesize a plan of action from two aspecﬁé of )
reality: (1) a world of penple, human values, preferencés,
aspirations, and interpersonal dynamics and (2) a wor;é“of
B things, facts, dollars, resources, and constraints. ‘The
.creativity of this synthesis is the fundamental measure
of - a higher educatlon‘managar s effectiveness. (18)
Lawrenge and Service (19) further state that Ehe o - o o

..major challenge is the need to focus more on the .
effectlvaness or end results of higher educatign, as I
opposed to ‘the efficiency methodalagies or means used
to reach. those ends.

¥
!|

" 'They conclude by faising ... serious doubts about éheedpefatianar

viability of the .concept of productivity in higher education." (20) ‘ ’
One should not feel compelled to accepéfthe conclusions of Haggerty,

Lawrence and Service. - Exploration should, however, continue along the lines

suggested by Lawrence and Service. The focus can be on "end results,"

if a new.conception of productivity can be developed. Slb on (21)

suggests a qﬁalitaEiVe productivity measure: ST ¥; S
‘correctness measure of disruptive
Productiveness = of a;tien + _output - - effect
total: man-hours of wark . N
T ] :,

The "model, still in a canceptual state, causes one to-take a lpngafanga

view cf educatlonal pfaductivity.- Appropr i te of actiomns, measure-

.ment of TeSultS’br gutebmes;,and the long-term éffeétévgf=aﬁ action ;

" would be taken into account. Most community college administrators have

‘seen that "experimental change itsélf-caﬁ prgduge higher produgtivity in-

" the ‘short ru (22) The chalienga is to make prggress for the.' lgng run" -

=
[N
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~ in an environment which must be judged to be di ff esrent from the business
and industrial world.

As Dyer (23) has said:
It mist be constantly kept in mind that the educatlcnal
process is not on all fgurs w1kh an industrlal praLess,

1t is a2 socia

 continually in acting with other human beings in ways
that are imper f c ly measurable or’ predlctablé.

Rcmngy, Gray and Weldén (24) seem to recognize thi§ difference in gdugatioﬂ
as théy define productivity. Productivity is seen as meétiﬁg thé expecta-
tions of constituencies efficenély and effectivaiy; ,Tﬁe introduction of
constituencieg is-an impartang step in understauding,ﬁo§ a thrust for
-pféductivityican make sense to a cammunity gcllega;adﬁinistfatar; As
Lenﬂing én&‘éthefs (25) indicate, multiple;pérspgﬂtivéé of:stﬁdents,

emplcyera; fundersi civice leaders, faculty and trustees must be taken into

Efacél, t " In reviewing the list of thase who hold expectatians fcr the
‘community college, one is pushed to realizé the complexity of the issue
of measufing edu;atiaial produéﬁiviﬁyg
| Gégdwin=and Young:(zﬁ),lin reviewing the varying definitiéﬁs Df-

1ncreasing educatlonal prcdu ,v1ty, state in Gperatianal terms sgme af

the Elemen§§'which might emerge t&-demansttate prcductivity;“,Théy are: ~»42wf;x

1. 1lowering the ééﬁ Qf producing a unit of education
2. 'iﬁéréésing the ;eagqing of students
3. making th&'Stgff more efficient

4. making;the community college more accessible to a
wlder range of - studenig :

. 5. éuttiﬂg,at&ritian rates : N : ¢

6. increasing adiministrative efficiency

£
i
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7. managing the physical plaut
. the use of energy
Tﬁe bGVE!mEﬁtléﬁEd elements . incorporate
but they may not fo cus. enough on purpose

that the elements are all Qansistent wit

more effectively, including

bot h efficieacy and .effectiveness,
and commitment. If one assumes

h purpose, then they are helpful

4n ugd rstandi.ng the concept of educ tional productivity. It shguld.
" also be reéggnized that'progregs along thé suggested lines coﬁld not bé;A
- made without the ecmmifmént of céilege personnel.
SUMMARY ’ .
‘é ccllaée which ié able. to satisfy its éDﬂStltuenClES (meeting r gil

needs withinm a télezablg cost) might be

described as a productive

. organization. It is likely to be an organization with clear statements
of purpose and goals in which college personnel join in a coﬂﬁitmant to
move thée institution toward:satisfying i;é constituencies. It is also
'likéiy_ta be an organization in which a4 long-range view of educational

B - - . . l "

- productivity is developed. 3hort-range efforts to increase operational
efficiency may be expended, but the efiforts will not be seen as "ends,"
but rather- wlll be v1ewed as . maans" to a-desired end.

: : 14 3 ¢
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_STATE OF THE ART

MANAGEMENT:_

a oneness made up of a minture of plauning, org
directing, and controlling - each intermixed and
(1) '

e

in-an inseparable whole.
.+.the quality of coordination is the crucial factor in

(2)

a

the survival of organization.

. Only in recent years ﬁéve ;dmignity college administrators begun to
~fo§us c%imanégem;nﬁAéancepfsg Planﬁlng organizing, directigg, cgor-
dinétlng, and é@httolling‘gérarcertainly practiced, but little attention
vement Qf these fuhct;onsg Ricﬁardsgn (3),

authagitative

waé directed toward impr 1
writing in 1970, observed that a réviewgof Junior College Journal a thlés
only o.z2

written during thé~previgus three- years revealed
The Higher

concepts.

artizle dealing with adminisrfative strunture or
reﬂently cbsérved

Education Management Instituge (H?MI) (4)

. ‘The higher educaticﬂ research litgrature rarély deals with

management and training. Five graduate regearch assistants

found .only about 600 citations over the past ten years o

related in any way to management development and trainiﬁg =l
The great majority of these were

of higher Educatlcﬂ.
doctoral dissertation stuﬂies on limited papulations, making

'ﬁcmparisans diff;cult.

.
: or féspaﬁgibiliti25;
The paucity of the‘liféréture dealing with higher

education management led the Institute to a review
of basic literature on thegriés of crganizaticﬁal
(5)° T

| f
I o
functioning and human ﬂfféctiveness.
is a generic function of
e

HEMI "believes that to thaﬁextent that manageme
#7777 "human organiéatinﬁs, lessons learned fram research in other areas can
benefit colleges and universities." (6) S R




A large eumbergef;eellege and eeivereity'leedere agree that higher
edueetienAmenegere can learn from "what. is known" ebeutko;geniijtionei
beheﬁier and management. A total of 557 institutions expressed ineereet,
.and then éfé institutions sought perticipetiee'in the Exxon Educdation:
Foundation funded;pregremiat HEMI. (7) Many of the inetitueieeegwefe
‘eemmunity colleges, and eight community colleges were finally selected

to participate in the pilot program along with lELeenier.eollegee:and

universities. The community colleges were:

1.  Central YMCA (Illinois)
2. Community Collége of Allegheny County: (Penneylvanla)
3. Community College of Denver (Colorado)
4. - College of Lake County (Illinois)
) 5. Eastfield College and the Dallas County CDmmunlty

College District Office (Texas)

6. J. Sargeant Reynolds (Virginia)
- 7. Los Rios Community College (California)
8. New York City (New York) e

De An za (Cellfornle) Cemmunlty College leter became one of the pllot

*

1ﬁe tutlene in this management : development tfeining pfogram The program .

A .

was leunehed by‘Exxén funding in April -1976,=e9d.eentlneee today with numerous
;-ee,muniEy'e 1le eges Jdlning now that the pilot phase is cemplete._,f

Additional ev denee of eemmunlty eollege involvement in management

improvement can be found in a review of Title I1I funding. (8 A totel

.\ f 68 two-yeéar eollegee reeelved "Basic" fundlng and 23 recelved "Advaneed"
fundlng during the flecel ear, 1977. Most of the gtenﬁe'pre?ide
y £ th 51

for megor work in what HEMI calls ma negement development. In fact, a

iprimefy thruee fef AIDP prog:eme is in en.eetivity called Planning,

Management and Evaluation (PME). Admiaistrative Improvement (AI) is also

included to focus on the dévelopﬁent'ef individual managers. Several
- community eellegee; including Parkersburg Community College (West ‘Virginia),

18 ' R
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2

institutes, and consulting, the Consortium is working to enhance

J. Sargeant Reynolds (Virginia), and Central YMCA (Iiiinais), are involved
in both HEMI and AIDP.

Title III funding is . also assisging more than 100 Qcmmunity-CDlleges

~through the ACCTion Consortium. (9) This technical assistance project, in

n 39 states. The

o

it= fourth year, is serving 116 EWO%year colleges

RS oy - s g T . L
initial thrust of ACCTion was to strengthen programs in community.services,

instructional services, resource development, and student development
services. The efforts have now expanded to include long-range planning,

management devél@pmenf, and management style. Thfgagﬁ ﬁorkéﬁopsg

r
=
® -

management of. community colleges.
The National Center for Higher Education Management Systems (NCHEMS):

(10), funded in large part by the National Institute of Education, hés :

. published more than 70 documents dealing with the planning and management

of higher education. Classification structures, management information

systems, facilities planning, cost analysis, data}dic;ianaries,'information
exchange, and state plahngng;are examples of topics addressed -and workt

undertaken at NCHEMS since 1970. Emphasis 1s now being placed on measures

- of educational gﬁt;omesh("desirad results"), planning, and ;bmmunigy

assessment.
and have, in recent years, taken a leadership role in helping to advance
the "state of the art." ‘ ‘ S

!’Thfae'Qammgniti‘ealleges,hélpéd devélép an approach to community-

impact studies. Eastfield College (Dallas, Texas), Kzlamazoo Valley

(Miehigan); and Valeneia Community College (Orlandd, Florida) were .involved

in an effort to deéézm;né the impact a college is having. in: the community, -

. 19 -, _ RN
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- ' C : , i o .
Community collegés have been involved in numerous NCHEMS projects,




5 : : ) 3

-and- to 1den ifyrditeetiene for the future. 'The results of the pllat
etudiee heie been publiehed (11) end wefkehO'e were-eeheduled to encourage
other community cnlleges to underteke eimller studies. " A eeee stuéy of ’
tﬁe Kansas Clty Metropolitan Community Colleges is 1ne1uded in anether
‘"H?HEM%Vpublieetiog (12) on eeegemie-plenﬁing. The case etedieeKreeulted
from work etefted in;1973.deeigned;té;improve planning and management in
‘postsecon dery edueation.(lB) The Community éellege of Philedelthee and
Galden West (Californie) CDllege hed ‘representatives involved in
guiding enbther publieetion (lz) on institutional planning. Eeetfieid;rﬂ
Gellege (Dallas, Texes) eleo eerved as one of feut*feepuree inetitutiene
in the development ef a hendboek.‘ A eeriee ef “Exeeuti;e,Bfiefi ngs
feffeeemunity'eoliege=eeminietret0fe followed the eompletien of.the .
préjeet; ﬂGHEMS is eentinuing to Ee;elep'eppfeaehee witﬁ_pettieulef
importance for eommunity colleges. (15, 16, 17) x
The program for the tenth annual "Institute for Edueetiunei Management
11lustrates the he;ehteﬂedfintereet in menegement one is-able to ebeette
| » in all higher eﬁﬁeetien'eifelee;i The program (18) iﬁeludee the topiecs:

T = ° =
Lo .. !

»Cantrol and Planning Systems
: Labor Relations
- L Law and Higher Education. . : IR L _/

o

"Management Information Systems : ; . :
Managing Financial Resources ‘ S S
Organizational Behavior and Design ' B - B

" Personnel Policy and Administration : ' ' o o
Analysis of The Environment . o N T

. . S - . s By .
- The toplcs might have been taken from a program of the AACJC, the — o
- Asso ciation of Cemmunity College Trustees, The ,eegd " for Innovation in (
= the Community College, or any ene of do ,e of etete eESOeiatiene or

prefeseienel erganieetiéne with an ﬁntereet in the future of eommunity

*  colleges. VThe point is, eellege edminiet:etef§ must feee the teelity‘ef
: * ’ i i o a :




stabilizin ng e nrollment, declining resources and cries for accountability
by bec@ming better maﬁagers. The search for "better ways' should start in
/ .'-thé community served by the college.

COMMUNITY ASSESSMENT

The widespread shift in mame from "junior college" to "community

college" indicated a level of institutional commitment to base pr gra
- : 7 L j
on the needs of specific communities. In fact, a recent survey indicated

- that 95.7% of Slg'régﬁénding-cgllégés have a common understanding of community
education. Ycuﬁg, Fletéhér and Rue .(19) report the response to tha

courseg and activities for credit or nancre&ig, formal
classroom or nontraditional programs, cultural,
recreational offerings spezifically designed to meet °
the needs of the surrounding community. and utilizing
school, co?®lege, and other facilities. Programming is °
determined with input from the community being served.

The survey,. focusing 6n’0ﬂé facet of mission or purpose, points out the

- need for "input ffom the gémmunity" How can a community ¢Olléga obtain .~

1195

the pf@per in ut" s0. that it can strucﬁure itself to satisfy the consti-
L OF P

'.tpencias? Each cemmunity tollagesmust aﬁswar the questlon if it is. going
to be well managed and productive.- It may be. i::!.mé.s in fact, for colleges

to tske a refreshar" course in the "basics. , L ]
- Johnsan (gD) 1ndicates that commun*ty colléges should . .
Use 1ay aévisary comnittees in the devalopment nf technical-
vocational .curricula; also. consider tping them in developing
general education. offerings. Plan to have these committees,-
whose membership will periodically change, serve contin-
uously both during the period of establishment and after
establishment as an angoing aid to revising and strengthening
-the curriculum. : . . .

L=

o
o

: also stressed the importancg of survey:i:xg the 1nte:asts, plaﬁs, and gcals

/of higﬁ échgol’;uniors_gnd seniors." (21) 1If the Juhnsgn wurk had been

21




.) 4 ’ B : = B # ' ‘ aﬁ B ! -,;'
done in 1978, he would have included the other constituencies to be. :

N "eetiefiedﬁ;in 1979{ . _ o o
NCHEES.(EED identified potential eenetituenciee in work wiﬁh the

three community colleges. Queet;enﬁelree and procedures were developed L

to survey: - o - . - : g ' R
Civic Leedere o T~ e R . RIS
Educators I R Lo : ol T

" Employers . :
*  Faculty and Staff
" Feeder School Feeulty and Counsele.,f"é-
‘Graduating High School Seniors / T
Social Serviece Agency Adminietretefs o
Students :

! ffem all.cf the ebe ve- menticned eoureeslis importent'te'eﬁy
. ) i ‘ o
eemmunlty eollegf eeieerned with whether  : . it is utilizing its

4]

r urces to me tﬂ"deelred ende.

- - - A

Cemmunier needs mey eleejbe aeeeeeedﬁend met g%eeeghge§¥1ebc;eﬁfvg;
l veﬂturee withfppblle;eeheol‘dietrieee; Exemplee ef'ed eye;g;eg pafeﬁe¥:
ehip can be found iﬁ.the experiences déeeeiﬁed-by Veerheee,ﬂﬁing end‘aé
, bt : .
CwikiﬁEB)\a ;}eekemee (0regon), Ie%e Central (Iewe) Flor;d Junior -

& 4

College at Jeekeeeéille,»end Washtenaw (Michigan) were all iﬁ@élved ih -

-deﬁelepiqg community education programs for their reepeetiye communities.
. _ A - ‘\ i A

Efforts were extended'te define roles for the ‘community.college and the .

publieaeeheeie. These eppreeehee, if s }eefulg can ﬁeanSETaee

' acco untehillty to the eonetltueneiee hy the‘ev deﬁee of unneeeeeefy T vi

dupli N
’ Lecal beerde, elther eleeted or appeinted geﬂerally vide the

- legel er fermelllink te the eommunlty, but they eennot poeeibly grevide

(_;

neededi_;Uee of edv;eety commlteeee; formal 'surveys and

h . . o




. ~ 1linking ‘with other community agencies, iﬁ;lﬁdiﬁg employment services, can
provide ‘the understanding of needs which is so vital if Qomﬁﬁnity colleges

are to fulfill their potentlal Most Qéﬁmuﬂity colleges have some kind

of advisory committee strycture, and many have done some community survey

work, but a systematic program‘'is needed to yield information on a regular

5 ~
basis. Cammunity_ésséssmeng:inf;fmation will be useful in, establishing
or reyiewiné iné;ituzional missién, as well és sérving to ":part" needed
new directions.
: MISSION, ROLE AND 75@;0?3 i
. Having paésed through its adolesceﬁce,ta community
college must develop rigorous operationalk definitions
of its educational missions. In the past, as community
» colleges were groping for their place, both extrava-
= 'gant expectations and -exaggerated -promises of
!M%Z : performance wereAmapifest. (24) : ) . .
Blocker - taiks” about the neeﬁ for a sharper 1mage;‘é cle afeg
defiqition of & "sense of dirEtéio%" or a-"rgaéon for being" in higher
8,&Quéatian. -MgHanis;Asseéiaées (25) assume that a needs assés* ment must
preéede_tﬁe formulation of missicn,fané La%feﬁce (26) péintg out that
a clear statement of pérpose (missicn)ipr;vidés(the Tyardstickgégainsﬁ.
which tb measure effectiveness." The ;oncept-cf miégion,eth en, takes
: on a pivotal role in plannlng "and meaSurem,nt Df prcductiVlty
_Int reét in reviewing mission sta;eménts is being motivated Ey é
svariety ‘of fo ceé. All AIDP grants call fcr such a review, many states
- are gettlng involved (e.é;, West Vlrglnla) and the push far aEQOuntabi;lty
;Jdéménds aithoraugh feviewi Ccmpet1t1on fér stu;ents, one @f the reasons |
‘- " that Statés are invclveé ﬁust algo bé considered - a motivating fa&tar;
Clark (27) in d;scusslng j movement toward centralization says:
n o 23 !
& °
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If we must plan and ééordinate at higher levels, as

we must to some degree, then we should be deliberately

attempting to separate and anchor institutional roles.
1f community ¢olleges "separate and anchor" their roles, they will be in
a good position'not only to cope with external realitites, but they will
be ready td manage for productivity.

Equally important to this“discussion is the extent to which college

persgnnel share a commitment to help the institution move toward
accomplishment of the mission or purpose. The importance of commitment,
an idea discussed in the definitions of managémént and ‘productivity, will

resurface throughout this discussion as effo ;'s are made to paint the

“"big picture" of institutigﬁal efficiency and effectiveness.

Accrediting associations speak to the cgncern of mission in their
standards, thereby prcviding an ﬂpportungty for an institution to review
its missioﬁ on a ragular basis. As the Southern Association (ZS) says:

: Eacl ‘~stitution should clearly define its purpose and
s should incorporate this definition into a statement

which is a pronouncément of its role in the educational
world. The institution's integrity is measured not .

only in terms of its stated purpose, but also in terms
of its conscientious endeavor to fulfill this purpose.

An institution will be unable té be ' Eonscient;aus 'wiﬁhout the commitment

bof staff, It must also takessafiously the charge to examine tBE purpose

Virtually all community collegés have dealt with the:d éiﬁitiQﬁ of

mission as a result of one of the above—mentiaﬂed motivating forces. The

affectiveneas of the Wark,lhDWE¥ér,vdépEﬂdS on the answers to some

critical questions. Have Egmmtﬂity_néeds assessments provided the basis
for the Eefinitién?i Were Qampus pEfSQﬁnEl involved in daveloping the A=

sta;eﬁent? Is. the institutigﬁ_organiged in a manner ,,gistent with the

24
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mission? Does the missién statement serve as a basis for planning?
‘Affirmative answers to the questions would seem to indicate ﬁhaé,an

institution is well on the way toward achieving educational praductivity.

The next step is to link an understanding of need and the articulation of

purpose with an organization designed to achieve the "desired ends."

ORGANIZATION

Ofganization is the‘%truatural arrangement which provideg

sh;p It is a brlnglng tagether af purpose and people.)
Organization is the structure of power and work activity.
More than an arrangement for formulating purpose, it is

an arrangement for translating purpose into perfcrmaﬁce (29)

Millett has summarized the task, the.result of which should be the
"coherent unity" or qunctianing.whfie" discussed in the earlier definition-

of organizing. Community colleges, however, have,nct;élways been organized

according to the idea of linking "purpose and pebple;" “As Collins (30)
indicates: .

When community/junior colleges began to develop, slowly in
the first half of this century and rapidly during the last
two decades, they were built according to the university
departmental model, even though it poorly fitted their
purpeses.

ihé difficult; was ﬁhatistudentEEEﬂteféd and-leafningﬁpfiented institutiéns
. wereia&opting a struétufa which tended .to be féculty%nriented and éeachinga
centéredg; _ 7 |

A lingfandﬁstaff o;ganizaticnalrstrugturé Emgrged which did ;Qé alway%

take into account the basic principles of crganizétian found to operate

effectively in business and industry. The American Management Association

(31) .has described the following principles:

1. Unity of Command
2. Span of Control
3. Delegation
4. Specialization
) L . — - - e e e e



The idea that no person can serve two ''masters' is implicit in the definition

of “uﬂity of commaﬁ%.f :“Span of control" incorporates the complexity of the
work, administrative style, énd:réquirad interaction to determine how many
people can cr shou1d report to a manager. The answer is usuaily found in
the range of fbufvtg seven. ''Delegation" includes resﬁonsibility (obligation

to take action)@fauthcrity (figE; to fulfill responsibilities), and

;accountability (can never be completely delegated). Finally, "specitalization"

A

leads to the grouping of related functions. In summary, if an administrator
knows to whom he repﬂrts, supervises a reasanable number of staff members
whose functions are related and receives authority equal to responsibllity,

¥

then he will have an Qppotﬁﬁnity to be a productive manager.  Several

' questions emerge, however, to 5poil this ideal view of organization.

How does one deal with the president who erades the authority of his

éubafdiﬁates? How many ‘deans of lﬁstructlcn attempt to supervise a dozen

or more departme : heads? How many mid level administrators feel that they
have alm@ét no authority? How. théﬁ‘age repartlng relaticﬂshlps dete m;ned
on the bésis=of personalities? Is it diffigult to determine who can make a
final decision? The questions gculdxgo éﬁg but the po;nﬁ is that many
community colleges have never sought to appiyithe ab;vesmentioned principles
of organizétiaé_ If they are applied, they might noé operate without proper
coordinatigﬁ aﬁﬁ direction of work within the iﬁégitutiona’

The contention here is that any organizational\structureacan work 1if

Eammunity needs are known, staff members atecommitted to the mission, work

N

' assignments are clear, coordination leads tc collaborat i ve efforts, and

‘managers know the type of pérformaﬂgezexpected. ‘It might be more effective

following an anal&sis and modification of structure in relationship to




" mission, but it can Wkai, Community colleges

‘m‘

re probably like Dthéf;
organizations in that they struggle %ith principles of organization.
Sibson (32)  observes "...not much authority is really delegated in Q
many enterprises today." He has further insight: "Actually? delegation
\ofgauthOEity really means the right to do the right ;hings.in an approved
way only." _Managefial or leadership style, a topic still to be addressed,

obviously impacts the ability of an otganlza*ion to function as a

coherent unity." The relative ability of an institution to chaﬁge the
structure must also be considered.
Guth (33) shares some propositions about behavior and decision-making

which he Eelieveé to be generic: ’

1. Qrganizatiﬂns do not réspand in far- slghted flexible
ways to non-standard problems. . :

2; Organizations have'limited flexibility and change only
incrementally except in crisis. : . A

3." Organilzations are blunt instruments; projects which
require that several units wark tngether smoothly are
not likely to succeed.

4. Pf@gects which require major depurtures from routines
are rarely accompllshed as desired

5. Leaders can inevitably expeét distorted information
from sub-unit managers and automatically should design
counter-strategies to compensate for their distortioms.
6. When an_assigned piece of a plan goes against established
sub=-unit goals, there will be resistance to implemanting
it.r

! Ask any}commuqity gq}legg pfesidént who has initiated major organi;ag%anal
:cﬁ;ngg and he éf she will attéstiﬁa the validity of the propééitions.
Administrators must start with "what is" and work carefully toward
educational pfoduc;ivi;y; Administrators of new colleges, on the other

hand, have an opportunity to create apprapriatefstrugtureg,f@laEEd to the

e i e e g




mission.

Thainaw wave of-oommunity oollagaa, nonoamous aollagaa as described
by Lombardi (34), offaisax ti g opportunitiaa to bring.togathar "purpose °
and people." The colleges described by Lombardi are:

. Whatcom Community College (Washington) : :
Community College of Vermont ’

" Peralta College for Non—Traditional Etudy (California)
Chicago City-Wide College :
Chicago Urban Skills Institute
Pioneer Community College (Kansas Cilty)

Coastline Community College (California)

. Los Angeles Office for New Dimensions

"The department or division unit, so prominent in campus colleges is absent
or plays a minor role." (35)l Most of the colleges have dropped student-
" activities, and most have organized geographical sub-units calied "field

. sites," "inatr tional oantafa,' egional areas," or "program areas."

adminiatfafiva and auppott;paraonnal. All have organiaad with the hope
that barriera to access-will be aliminat d. Moat of tha inatitutiona
appear to have considarad the principle of apecial zation by grouping
related activities. Lombardi (36) summarizes the three organizational
developments worthy of special nbotice: x

One is”the subordination or elimination of the department/ .
division as a unit in the administrative: organizationm...-

A second organiaational .change, that may be.considered a
replacement for the department/division, is the géagraphiaal
subadministrative units or/and the functional unita...

The third change is the absence of the traditional studant
government and. extra~curricular- aativ‘*iaa -at the ﬁoncampus
coIlagas in multicampus districts...

It should also be ﬂotad that the aollagaa primarily serve part- tima atudanga

and are staffed in tha main by part-time inattuotoraiv ;hay do praaapt a

-~ __good_example of community colleges .endeavoring to organize in a manner to. .
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achieve purpose. , ; : -

Anothe§ model, described by Collins (37), is the "cluster college"
concept.” He indicateé‘that his model is not Evergreen Valley Goliege,
Los HeQanos Cgllégé,ﬂlﬂdiaﬁ Valley College, Cypréss College or Chaboé

College, but he does acknowiedge these innovative institutions as having

an influence on his thinking. Career categories (e.g., medical services)

provide.the.organizational themes for centers of students and staff. He

.says ...people and programs are brought t@getﬁer because they have

something. in common.'" Each center would serve approximately 400 students

with 13 instructors and one counselor. TFour centers would form a cluster

of l,SDD.Studenté; Collins (38) introduces a touch of reality, however,

when he says: "The structural change most fraught with problems would

be that of changing a traditicnal college into a cluster college." He

" does g0 on_to cite Du Page College (Illinois), De Anza College (California),

and Chabot College (California) as having success with mini-colleges
operating within traditional colleges.
The entire’discussicn regarding organization may ‘be academic if there

are problems between the chief executive and the policy-making body:ar
the chief executive and”the head of a multi=iﬁszituti@n system. As King and
Breuder (39) indicate,

For a board and president to operate at peak effectiveness,

it 1s necessary that each has an unconditional positive

regard for the other and that both are dedicated to the-

stated philosophy; mission, goals, and objectives of the

-institution. ) e

1f the "positive regard" does not exist, then the best orgénisati@nal

-st:g;;uré based on careful needs%assessm%ﬁg’and the complete articulation

of mission cannot overcome the negative impact.
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Perhaps as Bushnell and Zagaris (40) suggest,

New grgaﬂizational structures will emerge which encourage
'thcse who Shauld partigipate in decision makiﬁg to do 50,
higrarchical alignmen; of admlnlstratars, staff, aﬁd
students will give way to a.participatory management
framework with both faculty and administrators serving

as "learning managers."

The "bureaucratic structure' and the "hierarchical alignment' still
predominate, however, and pressures exist which serve to reinforce these

more traditional patterns. Garbarino (41) documents the development of

institutionai systems that brought together numbers of campuses into .
larger administrative units. He summarizes (42):

The increase in bureaucratization of the institution is
multiplied in the multicampus institutions and the multi-
institutional systems, .which have grown so dramatically
during the pdst two decades.. In these systems the problems
“of participation and cnordlnatiﬂn on a single campus are
compounded

E

He conecludes .(43):

The growth in the size of institutions, the shift to
public institutions, the creation of multicampus '
institutions and multi-institutional systkfis, and the’
trend toward consolidated coordinating. agencies-all
push decision making on major problems farther from
the individual faculty member, his department, and "
other colleagues with common interests. In the process
of adapting to these changes, strains are placed on
‘existing faculty governance mechanisms, and one of
the modifications of the traditional pattern that has
appeared is the faculty union. '

In the face of bureaucratization and'unignizatién;.the énly hope for achiaving
educational productivity may reside in the organizational climate in which.
the work is.done. Careful needsréssessment,;érticulatian of the mission

or purpose, and application Df ‘the principles of Drganizstion can certainly

eénhance the patEﬁtial for a healthy Grganizatiaﬂal climate.
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QBEANIZAZIQNALAELEHATE/ﬁANAGERIAL,LEADERSHIE
...we believe that an institution is well managed when

it has:

that fosters a hlgh dEEfEE of mot;vatlon amang its
managers and staff and a climate conducive to working
together toward the institutional goals and objectives. (44)
Implicit in the above-mentioned assumption suggested by HEMI is the
belief that managers set the ''tone'" or establish the climate for the
institution. Another of their basic assumptions 'is that an improvement

- in the effectiveness of college...management will lead to an improvement

itutional effectiveness."™ (45) Instltutlonal effectiveness is

rr

in ins
v1ewéd in terms qf outcomes;_a topic to be adéressed later, Ghile the
management effectiveness views are based on the work of Renmsis Likert. (46)
- In c@nge%tdal terms, the model éonsists éf=a set of
causal management variables which significantly relate

to a set of intervening work group variables, which in
turn relate to a set of end result or outcome variables

ngaﬁizatioﬁ climate énd leader behavior are among the 'causal variables
which can be modi fi b college ;éadérsa These variables, along with"
organization pallcy and précad ures, organization strucﬁuré; and objectives
and programs are viewed as detefminanﬁs of organizational effectiveness (47)

e .G

“Better performance, as measured by objective end results in a variety

of organizational settings, is likely to be attained when Likert's
"Group Interaction: Collaborative".system is the prevailing pattern. A
leader or manager acts as follows:
. When decisions apptoPriate for his level need to be
made, the...leader habitually uses grDup meetings, i P
rather than individual conferences, to develop the
* maximum relevant information. He invites the open
~ participation“of as many members of his immediate
work group as can conveniently attend... He not
T only T obtains a candid up-down exchange of dideas, - “—
" 31 )

Aruitoxt provided by Eic:

>
1



but also promotes lateral exchange of views and
infotmafion and critique amnng ali participaﬁts .-If

he readily makes the decision...(48)
The community z@l}égé% involved in the HEMI process are going thréugh an
_iﬂtéfnal needs assessment, part of which is designed tv easure the degfée
to which -authoritarian or participative patterns of leader and group
behavior arevémplcyed; The'fesearéh results éf-this work will have Sigﬂi!

ficant implications for all community colleges concerned about institutional

effectiveness.
Colleges involved in ACCTion have also focused on management style and
organization climate. A total of 74 presidE' ts ecently parti ipated in-a

workshop utilizing "Thé_ManageriairGrid" developed. by Robert Blake and Jane
EMouton.(AQ) What can one learn from.the grid?

In any managerial environment, the basic conflict is.
people versus ‘production. Some executives are product-
oriented, and others are people-oriented: Some are
indecisive, 'some avoid conflict, and some cause conflict.
But no matter what style you are, the reaction of the
people you managg, your associates, or your managers may
be different from what you intend...Using the grid theory,
you can learn to identify your style and recognize others'
reaction to it. .

a

The ideal on' the gfid is "Team Management in which "production is fromn
integratlcn of task and human requiremEﬁts into a unified Ey Dfiiﬁtef%
play towards Qrgan;gatibnal goals." This high concern for pgople and
production is campétible with the "Group Interaction: Collaborative' system -
developed by Likert. |

The examples cited regatding the inVQIVEmenL of commﬁnlty cglleges in
| seekingAtéqpndergtand manager afileadér behavior and its impact on the -
_orgauisatibn'a;g indiéaﬁive of a!gfowing'intérest; In discussing the "state

) of'the art,“ it would be premature Eo draw conclu ons about whether
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what has been observed in other organizations will hold true in community

olle g Participative patterns of leader and group interaction, or

delegative management styles would certain’y be favored, hawavar? if the
environments prove to be similar.

. Sibson (SD),Ein reviewing the history of delegative management, said:
"Delegative management is not raallyAaiaaw idea, nor is it a discovery."
" He reviewed participative managamant (results were often higher aasts and
counterproductive incentives), X and Y theories -(dealt with the églanca
baawaan_managamant of things and management of people), organizational

developmert (a ''fad"), jab enrichment, and open systems of management.

He aonaludad:

Common to all these theories and some lesser pataannal

practices 1s one underlying idea - the racognition that .
_ an essential element of human resources management is.

to have employees who do the work to be a meaningful

part of structuring the work.

Sibson {51) also noted the importance of a "climate of organiza-

tional trust" and the "expectation of exaallaﬁca if an organization is

‘to have affaativa delegative managamanti An B

Sibson refers to the work of Douglas McGregor (X and Y theories) who
is quoted as often as any other theorist. Views from McGregor, following
work as a aoliaga president (Antioch), might be helpful to ana'aeaking to

understand how to atrikeAa balance between providing for partiecipzation and

makiaé decisions. McGregor (52) says:

I believed...that a leader could operate successfully as
a kind of adviser to his érganization. I thought I
" could avoid being a "boss.™ Uncprisciously, I suspect, .
" 1 hoped to duck the unplaaaaﬁﬁ necessity of making
diffieult daaiaiana, of taking .the responsibility for
one course of action among many. uncartain altarﬂativaaﬁ

— " of making mistakes and taking the consequences. I
thought that maybe I could operate’so that everyone

33 ’ ~
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_not. In his view, the high achlever chaases an lnt egrative style of ©

kil

would like me - that 'good human relations" would
eliminate all discord Eﬂd ~argument. ’

I couldn't have been more wrong...l finally began to
realize that a ledder cannot avoid the exercise of

authority any more than’'he can avoid responsibility -
for what happens to his organization. ’

s . - : e o r _ B - ;.
With that statement, ;; sounds like McGregor moved to an:understanding of

E

-

the Likert "group igtefactiveEco1laborative" model in which the leader

management. He "...values people just as highly_és the éccomplishmen;
of production goals." ’ Another ;ay of stating that vie; was inéicatéd in
Lhehréfarence to the work thBlake and Mouton. The references are to the
kind of managef,wﬁa is concefhed about ﬁaintaining a healthy Drganjzaﬁiéﬂal_
climate agd involving pe@pl§=in theipfocass while aﬁ the same time gettiﬁg”
the work done wi;h alhighAlevél ofxefficiengy; According to Hall,
Paftiéiﬁativé practices are Eavared:bﬁ him over
unilaterally dlrectlve or.lame duck prescriptive . N

measuﬁe f \

Hodgkinson. (54), in commenting on conditions leading-toward educational

il

p:oducﬁivity; says that the manager will; . . ) .
,Establlah a generally democratic governance structure
which permlts many people to exercise 1eadersh1p yet
permits effective decision making.
What is. being descrlhed is b ween an autagratic approach;which may-be
efficienﬁ,aﬁd a laissez-faire approachswhich might proﬂuée staff content-
ment and little productivity. Pray (55), however, suggests a different
perspeztlve when he says
o A...Ehere exists no widesprcad consensus on the , , .
special style, behavior, and problems of - : ' s
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enhance chince;anf success in Ehe 9351tiﬂn \pr231dent).

How is one to judge success; in terms of retention of a job gf achievement
of educational productivity?

If success iS-tD_bE judged in terms. of educational productivity,
then Cohen and Roueche (56) may have &he best definition of a leader.

Arléader is one who moves the group towavd its goals.

The quallty of leadership does not necessarily relate

to the leader's being. liked or feared by group members.
The essential is that where be effect. Without group

movement toward defined ends, there has been, by

definition, ne 1eader5h1p exerted.
Bennis (57) adds!pefSPEQEiveE

The diffgrence'begweenJrQuting and non-routine tasks
is the difference between management and leadership.

. The manager wha has decided "to achleve' is going to be “out front,"

2] . : P e
plannlng and structutlng,érganlza al processes so that educational
productivity can be achieved. ’ :

- .
.
ll )
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: STATE OF THE ART: ORGANIZATIONAL PROCESSES

Leading iﬂ the tradltiOﬁal sense perhaps means planning

what the job is; imposing rules, regulatlons, and train- - R
ing to accomplish it; and overseeing control.and s

discipline to.-assure the desired outcome.’ Cfeativé _ E
goal-oriented leadership.may embody many of the same

processes but .emphasizes the participation and motiva-

tion of people by involving them in the processes of

planning, .controlling, appralslng, and conflict .

resolution. (1)

iahti was discussing the invalvement of people in the impottant
;=':.p cesses which must be in place if a gammunlty college is going fo .
move toward “desiredvends. Stress has already been placed on.the fact
7; that'theiﬁeéds of ;hé community must:be knOWﬁ, the missicn-éf the . }
iﬂstitutinn must be cleér and accepted, the organizatio al st "itﬁré -1
should be related to the mission, and 1nstitutional leadera should be’
cnpcerned about the impact of théir behavigr on the organigational
' clzﬁatéi' The focus now should be on how to make plans and initiate action
to see tha£ EQ ints conform to those plans. . . ' ) i | -
LThe.pfimary prefeqﬁisité to plaﬁning}idefiniéign of miséion’of purpose,
has>béenid15gusséd but ité importance must be stfessedi "As Kieft, Armijo
and Bucklew (2) lndi;ate "The lack of such a statement could se:iously
\
jeapardizg thé success of ISnning.” They see the mi ion Etatement '
serving és\éiguide for ﬁoliéies and:prag:ams developed in the planning

p%acéss. Their handbogk developed in concert with collége and universitiés,

5 desi gned to- assist iﬁstitutions with an 1nterest in developing a

[

goﬁﬁ ehe nsive, program&based and long—range planning process. fThis NCHEHS

5 B
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work followed publication of four casé studies (3)... The following con-
clusions, based on the NCHEMS work (4), form the basis for a planning

process.

: : 1. Planning cannot“be separated from the mainstream
i of instltutianal decision-making.
2. Planniﬁg is a future=ofiented activity
. measurable cansideratian.
4. A planning pracass shnuld rationalize decision:
' making by minimizing its ad hoc character.

\\' ' 5. Strict schedules and-caléndars for plannin ng activities ~
\\ o : are.necessary.
. 6. Effective planning must_ be appropriately supported
A : with staff expertise. ' %
“\ 7. Planning requires information ‘about 1nternal aspects
N of the institution. :
\\ - 8. Planning requires informatlon external to the
LN institution as well. o _
z\\ 9. The importamce of planning...is symbﬂlized by the
AN 'visible commitmerit of the institutian chief
A axecutive officer...

103 As a planning process. becomes aperational it will'
become more mechanistic.

11_ ‘Any planning process that seeks to establish
priorities _requires considerable-time and enérgy
from\?ll participants.

Suggestions offered a hgw to develap a p? Tanning process iﬁclude asséssmant _

A

of zhe. need and desire for planning within the institutigﬁ and the creation

.of plaﬁﬂing assumptipnsgt=ihfcrtant advice-is also gffered relative to
pfodugﬁivity-"‘ ) E\\\ "
Effi cy and’ effeetiveness, QOnEept discuésed earlier, must be -

a

taken into acgaunt in structuring a-plapn;pg’prOQESsg The @tocess 'mus t
. “avoid two common errérsi"

" The firgtr often found in processes that stress Econamy,-

is the prgpensity to assess productivity onlv in terms.

of costs. Here the underlying assumption is that any

reduction.in cost is to be applauded as an improvement
‘in productivity, regardless of its impact on the

institution's effectiveness. The secand,»usually made

by academics and” the academy-minded, is a prapensity te .
o 8ssess productivity only in terms of outcomes. Here the

él? s .
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underlying- assumption is that any improvement in
outcomes, however costly, is desirable. Both outlooks
are faulty, because they ignore the fact that
.productivity is a relationship between two variables
’COsts and nutcomes ¢5)

i

o
O

The docum nt -also dgsgfibes the implementation ané nperaﬁian o
planning gycie 6veréa three-year gefiod,

Following publiéétion Qf‘thé NCHEﬁS dQEnmeﬁts;'"Exécntive Briefinés"
(é)-were'snhednled fo% tammunigi college personnel inﬂSngral’stateg
(e.g., Washingtcn Dregon and Virginia} and assnciaticms (e g , AACIC).

" The: briefing included a review of some of the best . dozum ts developed to

“date and prnvided practical advice omr how to develcp a planning system in -

=
a cammunityvnallégég .The wnrk of Satish Parekh -(7), the National Assocla—

tion of College and University Eusingss Officers (NACUBD) (8), and Ehe_
'Rés¢n:¢e,center'fgr'Planned Change (é);ﬁere included in the review. It
shquldlalso be |, nﬁﬁééz ihat'many_c?mmgnity colléges; including ﬁhe_
"Dallas Cnunty-Comnunity College District, fe view & the.eaflf’drafts of

the NAGLTBD publigatlcm :

-

.. planning as a program tcpic. An example is the prcgram devglaped by CDMBAS;
R .y "

-

ﬂ\

,,p rathE for the Advancement of CnmmunitysBased Esecéndary
Edu a on), Thr University of Michigan Extensian Sérvice, "and Washtenaw

_ (Michigan) Cnmmunity College. Theif ;onfereneerhe_d in Ma:ch, l979,ﬁwa$

""Communi ty Coll eges at the Cr

F;Tapics inclgded.

v . 0 .
The: Next Degade Analysis of Social and Economic TrendE
Community College-Mission for the 1980's

Community College Planning Models* '

Policy Cholces for the 1980's

A National Study on Community G@llege Futurimg
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Again, these EQPICE mlght have, beenbteken-freﬁ any ane,ef_e dozen ee more
held during 1978 79 It is_sefe to,5ey that eemmunity{eellege ;

leedete ere'reeegniEing the vitelrtele of planning in the management of.

Eheif-insgi;utionegr | |

It i e important for the ceﬂmunity eollege manager te see how the

verieue functions of menegement are expreeeed in planning aetivitiee.

In eddiggen’to elenniﬁg, one of the defined funetione,'eireetion, eeotdinas.
Eioﬁ end.eent:elling are iﬁiérteﬁt; ‘In develeping, rev1ewing and approving
plene, a-manager is involved in direetiﬁg the werk of the inetltution. In

fesolving eanfliete between eampeting interests and in causing units‘to

ebllebafege, a meneget'ie involved in coordination. In eieeting plans, a
manager is creating something against which to make a later measurement

end;tﬁerefere;ieeinvalved in controlling activities. He is also involved
"in moving an in titution toward "desired ends."

.RESQ_R,E ALLDCATIDN/BUDGETING » .
w : : . o jri_
7 "1In reeent years, we have -nme to reeliee thet the only
way to effectively allocate resources is to handle the
* planning before that finfl budgeting ‘process Occurs. (10)

HETVey\' also - notes that "it is only after. a therough detelled
Vpleening pzeeeee hes been eemplet 1 thet reeoureee can be allocated
effeetively " In:ether worde; jus: as “the development gf eAelear:mieefon ’
ieze‘pierequieite-foz Lﬁe plannir; ;rocess, planning eﬁbuld be a ﬁ:e=
requisite qu the elieeetief of - ssources. 7

| Community egliégee ﬁeve ee%teiniy not been immune from the.fieeal
eoﬁetfeinte beieg;impeeee on institutions of %ighe% education. %ﬁillett ({1):
)obeeevee | | ) |

H

. Beginning abeut 1970 ‘there occurred the 'new depression"
in higher education. Financlal difficulries have continued
S 43
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Tom-

e .. . ' -

thrdughout; the 1970 's, and there is ’thé reasonable

the 1980 s, and pefhaps beyond. - _ ,
HEfélso;makgs the important point: ' All purp es and ‘all program or output

'

objectives must ;Qntinuaily be”rev;éwed and reformulated in terms of

_availab%é incamei? Income,.gne side of the eduation, Wili be addressed in
the seetien,-"Rgséurce Develnpment.“, Suffice it to say at this point that

almost all cemmunity coll ges are struggling to bring expén&ifures within

“the . limits of a"éilablé income. 'Hillétt (lé) shar peng the fncus B o

ESSéntial§¥éthere are two spprnaches to datermining the .
budget rgquirements of an enterprise. -One approach is
to examine needs, needs in terms of .some desirable state
of output ‘and in terms of some desirable rate of expen-
- diture. for the production inputs of facilities, personal
.. services, supplies and equipment, and other. costs. The o -
second approach 1s to determine available income, and to ' ‘
"plsn both output and costs in terms of fitting programs
to anticipated revenues, To some extent all enterprises
undertake bath approaches to their Expenditute budgeting.

Mil 1ett (13) then describes : five well knawu practicegAin;budgetingi
They a:e: - . .

1. Incremental budgeting = ‘This process hegins with the current .
a , ‘ .
pattern of expenditures and makés \éeded additions to the level

of Dutlayr
2, Program budgeting This pIDCEES EDnEEiVES of budgéting as a.

‘part of léngsrangé planningg Expanditufe requirements are

. expressed in terms related to specific program objectives.

3, Zero=Based budgéting - This prnceé% dgmands'a gémplete justifi-

catinn of the entire budg et féq,e,t

4. Income= Expense budgeting - Thig rccegs demands that eipenditnrés

are cnmpletely co ,t” lled by avsilable income,- , . o _' .

5. Exécutive Decision budgeting = Budget decisionsﬂin th p Déass
44
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are made By decteg\gf;zhe réspénsible"admiﬂisttétcrs and the
gaverniﬁg board. e : =

3

"No. matter which appraach is taken, the budgets shnuld be determinad by the
eéugatlcnal program, the need for support - vices, anﬁ the-llmits of
avaiigble réséurces. ( |

Hafvey (14), in His publication prepared for AIDP institutions, -

‘discusses ‘the advantages and disaﬂvanﬁagés Df;Zéfé;BaSE budgetiﬁg; nThiE

process, clearly 11nked to program budgetlng (PPBS) has the following

potential advantages:

Produces Annual Program and Expenditure Review
Tradition Cannot Justify Budget

Can Save Money®

Develops Cost- ansciaus Staff

Better Staff Morale :

Reduces Empire Building

Easier .to Add New Approaches

"More Effective Remediation of Staff WEEknéSSES ,
Clearer Relation of Budget to Institutional Dbgectives ) s Y
-Better Top. Management Decisions , : Y -

Among the poténtialvdisadvan;ages are:
Increased Paperwork
. Increased Staff Time
0 Difficulty in Developing and Ranking
: Decision Units and Packages
Little Mativatian flor Staff

Harvey {15) indieates = 'ZEBvis likely to b, a bpé% wérd in the years to

me, as was the Plaﬁning, Pragramming, Budgeting System (EEBS)_and T

Management by Objectives (MBO) before it,“ Fgr_intgrastgd institutions,

_heidces do a good1jab of deseribiﬂg how to implement a Zero-Base.process.

Thé imperative, as indicated by the Amerigan Gﬂunail on Education

#
' A

(ACE) (16), is as fﬁllgws

L - The annual budget shnuld be goofdinated with the 1ang—
range academic and iinancialxplans. It, however,-”is
‘specific and detalled and presents the plan to finance

. o 45 s
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the approved academlc pragram aﬁd Supportlng services - ' . g
for a fiscal year. The annual budget is determined - ) .
largely. by the. academlc program, ‘but it must be

fnrmulated w1thin the limits af the resources avallable.

"ACE alsg‘recognized the vital IGlé to be playéd by faculty and staff -

members, d1v151an or department lEaderE,éaﬁd institutional 'leaders.

- Further, a suggested Elow of activity is helpful in structuring a pfccassg

i

3.

ACE (17) concPudes:

The budget consists of a series of estimates, many
of which are prepared months in advance...Since .
cbﬁditiﬁﬂé’change’.ithere should be continuous review
" _of-'the data on which the budget estimates were based.
Periodic revisions should be made in order ‘that the
budget may always represent an up-to-date estimaté of
realizable revenues and a realisticeplan for
expenditures. ’ '

_Vladeck (18) introduced an important mote of caution that community
. college “leaders would be wise tarégﬁsideri He said:

~ ...one central element in the etonomics of . higher
education is st{ll poorly understood,..That element
is- the role of . capital investment -- of physical
plant, of bricks and mortar -- as a source of

financlal strain on.educational institutions.

He highlights the problem: -

_.;iinsti;uticns in; .severe financial straits continuE*

* -to -build in the 1ilusory belief that, ‘since the _
sources of capital funding appear to be independent -
of operating funds, the impaet of capital investments
on operations will only be beneficial. Lo

He gées on to &iEQuSS.ﬁhé "uncantrallable" axpenses far plant operation and
maintenance, and Etresses that with Eﬂergy costs soaring the expenses can
- anly increase. Gammunity callege maﬁggers, struggliﬁg to match aperating

income and éxpenditures, will do well to watch for such hidden long—range

hi

,Dsts. The admonition pushes the wise manager to cansider 1ong=range

expenditure planningi‘

S




M‘lle (le iiewé éxpendituré planning as a gechnique of leadership.

) !Expenditure planning and income planning, along with
policy: planning, are the vital tools of manadgement,
leadership, and goverhance within colleges and.
universitles. These. tools_are indispensable as calleges
i and universities confront the uncertainties of the °
1980's-and the 1990's. :
~If one dgubts Millett, he should consult any California community-college o
president who is presentlybiﬁénlved in resource developm
RESOURCE DEVELOPMENT - i _,;

-

All too often educational institutions attempt to

_ baglg_impl;cat;ons of their act;unﬁ or the . i . )
' potential consequences, of such endeavors. (20)- ‘ '

B

Young reminded ‘community .college managers of the importance of mission or

"desired ends" in the pursuit’ of fgnding;. He called for "proactive ,
) resource development' in which assessment of institutional and client
- . _ : : :

néeds andiantiéipated outside Funds are related to regular budget resources

L

“and the_ tgtal program of the institution. .

Dne does not need to- look for long to discover wh 'resource development'
is Suddenly a pcpular topir for d sion. .The passageiof Proposition ,3

%

(California) Sefved notice on all Qf higher education, but thé pressures had

-been buildipg for several yéars. Ru&hing (21) discussad building Einancial

=Qénstraint% and suggested that the pt@bléms must be met by imagiﬂativa long-

range plénninga' He sav -planning as cgiﬁical, without regard for the ®
appfogzh taken to solve the problems. Locating additional. revenues
‘;("résaurcé development"), reduced costs ("gffiéiency"); and a combination’ .

of the two were the aréas'méﬁtianed'fcf exploration. California community

cgllegé”léadars have, since Proposition 13, been heavily involved in the:

———g@ar ghT_A; e - 7
. e
-. ' ! ’ -§ A N ) . : 1 7




5

' Witﬁxeﬁreliment;_etebi;ieing or ﬂ:et‘;linlﬂgi the pressure -to get involved

formulas. B ' L

='-fiﬁx“s"?‘i.,_(j.l?rﬂ:»erc:li (2: ) provided a thorough review Gf community college o

fineﬂeing in the poet—propoeitlun 13 era." 5He’dieeueeed'gex Tevenuss,

state subventions, and tuition as the principal sources of ;emmunity
Loe _ _ . T :

college revenue. - He also pointed out that federal aid.represents only

EalDﬁpereent of opefetiﬁg=budgete.“ He viewed private eoureee, interest

1

lneome, and profits from . eexiliery enterprises as heving minor e;gnl—

ficanee_ In etat es without tuitiOﬁ (e -5 Callfernie) or 10231 taxes
5 e e eyt

(e.g., West Vitglnie), ﬁhe probleme are eompounded Steﬁe fundlng
obviously takes on special significance under eithefxeifeumeteneei
in resource develepmeﬂe-will increase, because the state formulas are

based on or reiated to st udent enrollment. Full-time student equivalents,

v : , : v . N
'eentecLLEOure“ef.inetruetien, or  student credit” hours usually '"drive" the

Potential for increasing revenue from the primary sources. is bleak

-according to Lombardi. He cites 20 failures to increase local tax levies

in Illinois since 1968. During the same peried.;enly six were approved.

.He 4dlso givee evid ce to indiecate that legieleeore and govefﬁ%re heﬁe been

placing limits on resources to be allocated. Reefrietﬁoneﬁpleced on funding
- g . . . {}‘ o ! . -
for noncredit courses, a growing reluctance to further increase tuition (or

to charge tuition in California) and fees, and questions about the impact.

of the financial crisis on the "open door' are reviewed by Lombardi before

.he concludes: ...the lean years for community- colleges may extend into. the

5,

K

1980's. T o | ‘
AACJC ‘has been active for- several years 1n helping member inetitutione

‘cope with the changing reelity. Threugh sponsorship of werkehoPS%

48
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seminars,aand inté:nshipé; comunity ecolleges have been led to puréue~moré

activeiy thesthEﬁLial'fOT federal fun&ingi As Lombardi indicated however, '

only 6-10 percent of Dperating incame is from the federal sourcé- This area

process for rescurce development. AIDP funding, reviewedneaglié:, is an

outstandihg exéﬁﬁlg of cnﬁmunity colleges moving to tap the federal source.

Maﬁy, huwever, qugstign thg pﬁtgntialmlgss _of local cantrclfﬁhich could go -~

3

with an increasing federal rold. . - > -

Will community colleges be able to attract new students to enhance the

U

funding from staﬁeAsourées? Lombardi o%fers little hépgg

The unpromisin g forecasts on pcpulatlun and enrallmént
are discoura ging growth because there is a close
. relationshop between such growth .and revenue. For the
: last ten years the drop in the enrollment of full-time
- = callege=age youth has been balanced by the .enrollment
. hof new . students ﬁ—»minorities, veterans, middle—aged
and the instltutiaﬂalised; ,BUC ;his fl@w seems to
have reached ite peaki : C

If one accepts that analysis, then briﬁgiﬁg about changes in state fcrmula_ '

funding approaches may be the only hcpé. Wattenbarger and St es (23)

‘have claséifigﬁ #hé state patterns as fql;ost
1. Negatiﬁté& B%dget - T@é&gollegé‘negctiaées with a ééate béafd d;

\the legislature. (12 st;teé) \
2, vUnit'RatglEﬂfmﬁla - The ZEVEﬂUE-iS baséd on a unit 1§ke student

credit hours. (15 states)

b

3. rMiﬂimum Faundatian - Fuﬂdiﬂg is based on the‘abllity‘uf a colleg

1

to support a minimum foundaticn with a property tax. (8 states)

4. Cost-Based Program - Funding is based on the costs-of instructioh

by catégory (e.g., cechnical ed;u_ﬁ én) (15 statés)

49
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It is safé taésay,thét cammuni;y*cgliega 1&3&&?5 will scruti ﬁlze th21r

respecﬁive patterns for the purpcse of .enhanci

|

\thé751tuatian
. The thrust for 'fesourggudevelopment' is also 1ikaly to lead toward

-

. ineréased éfforﬁssta a%tract,privata'fuﬁdiﬂg_ Solicitation of foundations

"and‘the creation of founaaflcns 15'aﬂ avenue. w1th potential. The creation

af.aafgnndatign is far a speclfic purpose. Asrthe Chartaf and Agreement

——pf LHLULEULEtlﬁﬂ or—the Pafkersburg Commuﬂity College Foundation, Inc.

StatES: 5
- o . -The objects for which this corporatlon is formed are as
follows: : . .

To promote, encourage and assist in the development and
growth of the Parkersburg Community College. and to-
.render service to and assistance to the College, its
faculty, students and alumnae and to the citizens of
the Stata of West-Virginia;-; : :

@

",

Th& oppartunity to- involve the locsl communlty, partlcularly ‘where there is

ﬁ

no 1Dcal tax levy, foers great pramise -for the future. Provisions for

!scholarships, spec1al,progects, and capital progects w1ll allaw community

=

'calleges to fill the gaps often left by state fuﬂding patterns. It is

epredjcgable tha munity calleges will alsa increase the;r activity in

the sglicitaﬁian of gfants frgm exlsting'fqundéﬁiapsi In fact, this area
- . ’ . : 0 LT ' i
may bé'thé greatest untapped resourcé. o L I

" Orie of thé commitments made by colleges which have been successful on
the VEESOurgE,develapmentaftant“ (e.gg, SantafFe;\Floridg) is the
sadedicatinn of persanﬂél to lead the efﬁort. *The old_édagé;AVy@u‘have to

spEﬁd mOﬁey to make mouey," is pfabably very :true when resource development

is the t@pici I; 15 impartan* foracolleges to view the Expénditu reés as

“investments with the p ntial for afbig'"payféff;ﬁ .As Young indicated,

AEEEE'Eff'fE@ﬁ"d to-be-proactive,. and that is not likely to happen in the

;fﬂ |  v!. . ; S | 5@% \7

o ;Q‘ S Lo :A c e Y
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' ) ) : % o ) ’ .
absence of someone.who is devoting primary effort to the task.
Another thrust with promise, in addition to the quest for pfoductivity
= N i1 -, £ ‘ . . . e

i

within current ‘resoufrces, is the new interest in marketing or, student

i®

recruitment. In the face of' funding formulas driven by student numbers
g : | . 3 .
community colleges are bound to expend efforts in the area of expanding

enrollment.

MARKETINC

Rather than get caught up entirely in discussions of retrenchment,
communlty coll,gé leaders might begin to plan for ‘student recruitment. As

Leach (24) indicates: . .
The. discipline of marketdng, applied to higher education,
offers a pos;tive alternative which has tHe potential for
increasing enrollmengs, reducing attrition, and making
college services more responsive to the needs of consumers
'(constltuengies?)

"He aescribed the creatlan of a task foCE at Pr17ce Gecrgé's Community

College (Maryland} which 1ed an Lff@ft tc apply markeflng principle, for

v;the purpose of increaglng enrgllﬁant The group must have been successful
<7 siﬁce iﬁ face of é 32 pElCent increase natlanally in 1977, Prince" George' s
experienced an inc#éase’of l5EPEEEEBE in headcount éﬁfallmentz They
“focused on how t@‘pfgvidé students with édequate information (pf@mcti@njg
S how to invest recources to prevent students from dropping out (délivgry);

and how to assess outcomes (evaluation).

- = e & L 14
A review of ads for conferences and services in a single edition of

. i -
;hg Chronicle (25) reveals the heightened interest ir the topic.: Included. °
were: i
N x Student R tention
i L Coping With Decline » .
Marketing Education Programs by Direct Mail -

Recruit Eoreign Students




Marketing The College And University

Refers Qualified Foreign Students

AACJIC Older Americans Program

Does Your School Have Its Share of Fgraign<5tudents?
These topirb were represenzative of the pragram topics for numerous conferences,
semiaars, and workshaps he‘d during 1978 79. In addition,; many colleges
activated commirtees to plan marketing efforts.

A tusk force at Parkersburg Community College recommended a program -

including the following:

Evaluation of current programs.and services,

[
»

2. P?omotioﬁ 0f teamwork within the institution,

3. Review of app~oaches to publicity, \
‘4, Development of problem-solving approaches to deal with transportation

| : and housing, - o o

5. Creation of a campus ;nféfmaﬁion'cénter,

; 6. Development of an expanded :ommunity nE;ésxasgessmEﬁt process, |
| 7. Greation;af,a formal orientation program fcr new staff ﬁembers,
8. Develapﬁent of gn*exéépsive studant:fqllcQ—up pragra&,ﬁJ g
9. Review of all piblications, ‘,
a ,

10. ‘Development of a goalforieﬁﬁéd advising system,
11. Scheduling of an open house activity,

12. Creation of a specific recruitment program.

]
and gaals, will enable the staff ta be 1an1ved in a:major rengwaluactiviﬁy;

All of the activities will be fruitless, however, if the institﬁﬁien i8 not

offering and developing programs to meet specific needs.

n
" ‘M
-




PROGRAM DEVELOPMENT -

The development of need.is a matter of perception. When
an existing college is experiencing difficulties, the
realization of need may be immediate; otherwise it may

A not occur until there has been extensive self-study or
external examination, or it may never occur. But
colleges that continually fail to recognize needs are
likely candidates for extinction. (26)

"Levine went on tG pDiﬂt out that administrators are, becnming inereasingly
invalved in educational policy making, to include program development.
Financial constraints are cited as the reason for the increased level of

involvement. He also indicates the importance of recognizing the

-

.appropriate form.of administration to. follow within different campus
. environments. -

Antagonigt1c; neutral, and supportive environments

require different types of administrative arrangements,
different types of leadership, different modes of” :
implementing Qhanga, and different types of change. (27)

Imposition, with a" pfctective cushion," led by top administrators or

_ .8 N ) . o
powerful faculty is seen as the only way new.programs can be introduced
in an antagonistic environment. .A coalition of campus opinion leaders
is viewed as being able to effect change in a neutral environment. The

- - &
} ‘operating leaders (e.g., chairmen and deahs), with consensus on campus,

will be able to implement new pragraﬁs within a suppottive enviranmaﬂt.
v Community college leaders wauld cergalnly da well ta agsess the csmpus
environment within which they plan ‘to introduce new program ideas. They

must‘alsa be Qertain that a ‘fegl" néad exists in the service area.

Kieft (28) includes the appraagh taken in KaﬁS?E City (Metropolitan

-

Cammunity Cnl Di -rict) in which steps taken in a feasibility study

" are dESEIibéd- Included are the following gctivities:

iy

ﬂg -
3

2
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Appointment of Temporary Advisary Committee

Job Market Analysis "° |

Survey of Existing Programs to Establish Geographic Need
Determination of Acceptability %pr Transfer
Determination of Degree of Student Interest
Determination of Availability,of Facilities

Fel

If results of the feasibility study are positive, theén additional steps
include:
Selection of Permanent Advisory Committee
Curriculum Development and Review
., Budget Development
.Facility Requirements Specified
Approval Procedures §
ﬁbpropriate\roles for community repre entatives3 univer51ty representatives,
and céllege faculty and administrators are also described. The process
described is specific to the program thrust being explored, but it can also
' be viewed as a paﬁ? of ongoing community needs assessment. Given proper
needs assessment and apprcprlate program deéelopﬁen}; the focus now should
be on gammitted, satisfied faculty and staff members who are called L,-m to
. . . e ' . }

-implement programs. -

‘1

PERSONNEL_SYSTEMS

The minimum ex?ectaticﬂ for a persénnél system would be to avoid trouble

.and eﬁplcyee discontent. Developing a system that contributes to the success

. 1

of the institution would, however, be the.goal for an institution concerned

about educational prmducti%ity; The American Council on @Quéatié% (ACE) (29)

&

addressed the goal in describing a systematic approach td persdnnel _

. administration. They call for-al personnel department responsible for the
B o = * B
following aativities:

1. Recru1tiﬂg and scrEEﬂiﬁg applican 5 — The important Eleméﬁtraf

. 'compliancE' is included..
" 2. Establishing training and ‘supervisory progréms - Elements included A

N



are orientation, supervision, .and staff development.

for the system

i

- 3. Establishing a classification system - The basi
would be position descriptions.

erformance and length of

3

4. Developing saiary and wage plans -

service are considered along with salary and wage ranges.

5. Establishing and administéring policies gnvefnlng rela ';’ ships
between tge iﬁstitution and its staff members - The matter of
morale is diécussedi

6. Maintaining complete personnel reco;ds -~ This fuﬂctiaﬁ is related

* to the pr gram of staff benefits as well as t@fstgtistical

reporting. |

7. Administering the progfam_cf staff bénafits - Included are

agministzétars, fa ,1ty,‘and service persunnel ' . ’ {

. With the eﬁphasis in the 1970's on compliance, equgl apporzunity; affirmati&e

action, equal pay for equal work, and uniohization, it is difficult to

understand how any college could avoid confronting the matter of personnel

‘administration.

Sibson (30) suggests three levels .of achievement with respect to

4

' compensation:

...s0lving the pay problems of the énterprise, making a

strategic contribution to the achievement of enterprise

, - goals, and contributing to the development of the g
. organization. ) .

He is really talking about whether - there are incentives present that

~encourage staff members to deveiap themselves in ways to benefit the

organizat on.

1

. The typé of apprgacE5enQDufagéd by Sibs,n, and the type being deVEloped

in some community colleges  (e.g., Dallas County Community College District -



.gnd Parkéréburg Community College) would include:

1. Creation of pééitiaﬁ descriptions based ona position analysis.

2. Development-of a position evaluation process which is likely to

f*j '

include’a point evaluation system. .~

3. Establishment of a process to group positions in grades on the
Eésis of total points yielded in the position evaluation process.

4. Creafiag of a process to "price" the relative value of positions
A glassifieékgggcrding to grade.
’ N o : .
5. Establishment dfkséiafy or .wage ranges (minimum to maximum) for

each gradé in the é§s§em;

”Pficingf the structure in relationship
.

to the mérkét‘(é-gg!,lﬂcai édﬁmpnity;gf higﬁef education in the

6. Developing an approach to

Ny

régian)i . .
7. Creation of a policy for salar§'a&ﬁiniéEt§ticn,ta cover individual
-pay'acﬁigngQ .

) s e Eﬁ\ . -
8. ' Defining the relationship of performance-appraisal-to individual

R’\Q

pay actions. . - : ' N

.,

‘Productive work in the realm of personnel édministration i? a pre*aqﬁis@te

to the type of employee éommitment discussed here, and the above-mentioned el

o

' approaches are being explored by an increasing number of cﬂmmuﬁity'golléég

L Lo
‘The "jnzy" is still out, however, regarding whether the approach,

develaﬁed in the.private sectot, wlll pay the dividends expected by those
 who are implementing the systems. All comminity college leaders would do

 well to consider the caueion-issued-by-Lahtd (31): ..

An equitable salary program depends ‘on valid job classi~
‘fications, periodic 'salary review of competitive levels, -
‘performance appraisals, and effective salary planning.
The lack of these interrelated' and essential primary

;o . , 56,

60



elements freﬁuéntly leaves the two-year college with
numerous unresolved wage and salary problems.

A college with many unresolved nroblems is going te ha%e difficultyﬂin-
achieving educational productivity, since faculty and staff members are.
included in the constituencies to be gatisfieé; They dlso need to be
satisfied with the level of support they receive on a day-to-day basis.

e ﬁv’?hg_maﬂagemant infcrmatioq system, as it is comnmonly named, must also be

-

working to -contribute to efficiency and effectiveness.

MANAGEMENT INFORMATION SYSTEMS.

Computer technology has ied to a '"revolution'" on community college
! =

thg many functions dependent Gﬁ computer pfOQESSES; one is‘likely,to find
1. 'Ragistration
" 2. Findncial Aid Programs
3. Accounting '
4. Student Rééérds
5. Budgeting and Budget Reports
6. Inventbry
" - 7. Book Prcéésgingjand Cirdulation
8. Institutional Ré%éaféh
9. .GDVETﬁmEﬂtal Reporting

10. Personnel Systems

. 12, 5Student Assessment

13. -Conmputer Managad‘aﬁéalésisteé Instruction

.an information system and computer techmology in ordér:éé‘be_éﬁficigpﬁ and

57 I e

The list could go én,!Egt the point is”that'ﬁény<gmplayées are dependent on



effective in their daily work.

. The potential value of these systems is obvious because of the capacity
to accumulate, store, analyze and recall data upon request.

These three capabilities in turn call for:

(1) computer equipment...adequate to receive and store
the range and variety of data...;. (2) personnel
competent to select the information to be stored; and
(3) a skillful director of the system who can specify
the forms in which input and output are most useful to
administrators. (32) '

ACE also makes thé point that because of the compléxi&y of the dat: -to be -
handled, it is important to 'design each portion of the system so that it is~

a

integrated effectively with each other part." The integrétiaﬂ mentioned.

. e e . L ‘ : —_
he creation of a true information system. The development of the

rr

leads.;o

"data bank" or "data base" should be based on desired outcomes. The desired

outcomes, developed with an institution-wide perspectiye, should be clearly

=3

”statéd,'and they should form the basis for planning the system. Tt will
“also be ﬁgégssaryéfcf'the institution to establish a mechanism through which
prioritiés are established. The pressufés or cémpefing interests make it

difficult for a computer services director &éxéiiggéfe staff.and computer

3 -

time. Many institutions have; in fact, created a uder committee to review
':équEEEs for program development. Through careful development and-integration
an institution can increase both efficiency and effectiveness. On_the other

hand, if the system is ill-conceived then the potential for constant disruption

is'pfesénti
As ACE (33) says:
The improved acceséibility;'timeliness, and quality of
"data on which to base decisions and action serve the
purpose of helping administrators achieve the insti-
tution's educational objectives. '

i

o .58

62



1

It certainly 1is important for tép administrators to be aware of the potential
of their‘systémsg ‘Brédy and DtthSZCBQ) provided a helpful noéiteéhﬁicai
discussion on the development ané'use of campﬁtiﬁg in an educational insti-
tution. They.talk about the roles and responsibilities of users and focus on
the key role of upper-level admiﬂistfayors. Another publication by Mann and
éghers (35) describes curféﬁt uses of campﬁtefé and the allocation of compﬁte;
:éé@urcesi A review of "state-of-the—art" documents is a_"musth for the
college manager who wants to be certain that his system is both effectife
‘fachieving desired endé) and efficient (within tolerable ccsts). Attendance
at "executive briéfings" of fered by commercialzﬁendérs and pr@fessiénal: |
associations can also help;femave’thé ix"x‘:yslzezfj,f‘“ SuEEQUﬂding computers. The
ultiﬁaﬁe test»is whether Vithe,system is a useful tool in the management
Eof the institutian, and only an infcrmed manager can appxoach ',ging that

determination.

_ EVALUATION

One magor diffic ulty is that, traditionally, few explirit
measwures of program efféctiveness have been collected.
Also, little has been ‘done to show-the links between
resources and activities used and the attairment-of
desired outcomes, even when these outcomes can be
quantified. In short, it has beéen much easler tou see
‘whether a plan has been accamplished in terms of. activity
or resource measures (e.g., expenditures, student/faculty
'ratios,‘enrollment 1evels) than in terms of educational
outcomes.- (36) -

‘A

»Micek is on targef in asse551n% the State—of the -art in measuring tha outcomes

of community cnllege education. ‘He cites additiaﬂal prablems in identifying

and measufing outcomes nd inco paratiﬁg this 1nf0fmation in planning

...even when Information...is available, At is difficulL .
to use since the techniques for aﬂa;yzing and interpreting...
are limited or are not well understood.
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+»..most planners and decisio.a-makers simply have a
hard time translating their institutional and program
goals into specific objectives stated in measurable
_outcome terms. ‘ '
i
«..use of outcome data is often thwarted by the fear
of potential misuses

Micek also discusses | the earlyXNCHEMS WQrﬁfin developing institutional
and pfogfam_gast'injarmatian as only a part of what 1s needed to respond to
Ehé press for accountability. The Eongéptﬁal stage of the next major effort,
which bécaﬁeithe Qutcomes PrE}ect at NCHEH5; is theﬁ reviewed. Micek (3§)
indicatéé_ﬁhat three félated needs must be filled:

1. The need to provide a comprehensive picture of the
outcomes of postsecondary education and to develop
the capability to measure these outcomes;

2. The need to provide a structure for organizing
outcomés information as a prerequisite for the
analysis and communication of this informarion;
and . - :

The need to develop anélytic procedures to apply
this information to the- solution of partlcular
!Planniﬂg and management problems.

ad

-~ Additional NCHEHSfpublizations (385:393 40,‘&1, 42)]£eséfiﬁe the
evolution of this important work. The stfﬁgture includes the f@lléwing
"audiénée" dimension components: |

| Diééét Cliénts (e.g., étudents)

erest-Based Communities (e.g., private EﬂtéfpfiEE)A

H\

Geographic-Based Communities (e.g., cities)
Aggregat es of People, (e. g., age oups)
The "Type-cf-Outcome' dimension components are:
Economic (e.g., income, se&urity)
Huﬁsn Charactépistic (é?g_, competence, skill,igoping)
| Knowledge, Igchnolégy,!and Art Form (g.g:, indifidual mastery)

&
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Resoﬁfce and Service (e.g., facilities, events)
Other (e.g., change in cultural level)

The "Time" dimension fotuses on when the outcome is. expected to ocecur.

N

]

formal categories have been déveloped,for the dimension because they

would be difficult to apply across the audience categéries.'ﬁﬁfmijg and
4 . .

£

: éthers (43) iﬁéluded an example which described a taxonomy for the dimension.
The "Time" dimension along with the "audience" and "Typa-of-Outcome

dimensions provides a structure w1thin which ‘educators-c an wofk to answer.’

questions about the outcomes of community college education.
Roueche and others (44) asked: "What can the student do after insiruction

(completing a ‘course or progfam)\that he could not do before?" They con=
\ i R R

tinﬁéd{ "Therakcountability concept makes it pcssible for all members of the
community to see what 'results' are being produced with its tax dcllars."
Hartnett (45) adds to the tﬁé' htz

Almcst all proponents of gdu:atianal acgountability tend
. to favor a "value-added" concept. That is, institutions
should be judged not by their outputs aione, but by their
outputs relative to their inputs. ..."What has the
student attained in relation to his capability at the
'starting point?"
Hartnett then described numerous problems in approaching the task of

measuring the "valuéaadded“ .dimension. He concluded:

These prablems suggest that evaluatipé differential
‘college impact may not be possible at all or, at best,
that it will be some time before it can be done very
well. The real difficulty is not so much in ’
developing new, reliable, relevant criterion meastires.
That will be difficuit, of course, but certainly no
insurmountable task. The problem will be in

. demonstrating differential college effects on these
various criteria. (46)

The develnpment of the criteria can be faund in the NCHEMS wark but no

major br akthraughs have been made on the valuesadded” front. Micek (4?)
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would agree with Hartnett that it is difficult to develop the eriteria,
but he also cites the complexity:

For example, given all of the variables that
potentially affect a particular outcome,. it is.
extremely difficult to determine cause-and-effect
relationships. A further complexity results
because many programs have joint outcomes. For

. example, a vocational-technical program may
contribute to student knowledge and skill .
devel@pment in addition to ptoduéing variaus '

Harvay (48) gets moré specific in talking about outécmes:

If an institution has an effective planning system,
and if they are planning in terms of the definition
above (quantifiable measurement of results), then
they are setting institutional objectives. These
objectives stem from.broader, usually non-quantifiable,
institutional goals.. ...These institutional objectives
B and the measures they contain form the basis for
’ outcome measures and for an DutCDmE measurement system
for an institution.
Hartnett (49) adds a impartant caution:

Behavioral Dbgectives, highly esteamed among edugational
evaluators .for many years, have somé serious
shortcgmings of their own, however.* Not least among them
stems from their specificity... Because ‘they are highly
specific, behavioral objectives permit precise
measu: “ent. On the other hand, this small precision can
be restri:tive, in that other highly desirablg Educaticﬂal
‘ cutcomes are omitted.
It is safe to Say that educators are still in the prccess gf determimimg how
Yo measure éducatiénal éffECEiVEx SE— Important wark is being done, primarily

a1t NCHEMS, aﬂd community cnllege administrators need to be ;GQE front" in Ehe

il

uest tg measure whether the needs of their constituencies have been
met.
In the meantime, community colleges in -all states are Involved in the

- séatgh.f,Egamp%ggﬂiﬁéluéesﬁ



Graduate Follow-up Studiaé
Aﬁtriéi@n Studies
_Gcmmunityaimpéét Studies
Technical Program Follow-up Studies
Emplajgr Surveys
Information gained in these studies will supply Valugple assistance for

efforts in planning and evaluation.

. ;
A I - -
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' MANAGEMENT -FCR PRODUCTIVITY " B

A leader is one who moves the group toward its goals.
The quality of. leadesship does “not necessarily relate ,
~ to the leaders being,liked or feared by group members.
- The essential is that there be effect. Without group .
’ moverient’ toward defiﬂed ends, there has been, by PR : - .
definition, no leadérship. (1) o ; o .

- !
. ‘Cohen and Roueche place*in’pers*éctiée the role of the gomiunity ééllegaﬁ_
. ! »
<l

managég who ;s cancerned abgut educational productivity. - Movement téwafd

goals, achieving des red nds or outcomeg, scgémplishméﬁthofjpurpose or

u;

_mission,‘and prgducing abundant results are amOﬁg the various ways' ,f.
.desgr}bing the qugstﬂfor pfoductivity in managements The fact Eh%t_it is; _ ;f/fff
ﬁiffi;ﬁif ga'measufe éducationalleffectiﬁgnéséﬁshould not deter ;ﬁn;e;ned  .;£ : ;E
administratgrs from seeking - such ﬁreé In'additioﬁ, the faét%théﬁ it s; s

' i easiér “to maasufé eﬁ iency*thraugh the use of quantifiable ﬁeasures; o 1 o

#
&

A shauld n 1 ead to. reliance Qﬂ these measures as true measures of productivity
' f

Rather, it shauld be récogniSEd that the effez's ;,ughtvby ed%;apops are
e F e v : s "
- both quantitatiVE and qualitaﬁive. - gf L

‘ A B
It is not adequate to say that education s "labor intensive"| and, -

{,”

s

: - ]
theref re g the only-way to increase producui;ity is tG increase the number cf

studénts taught by fagulty members. Ag Viadeck (2) says, ".. tthé ig thought
¢ ’ i
to be a qﬁélitative cost to such pradu;tivity;improvements. Vladeck thég
adds” ' this insight:’ < ’: o .
= x? IR - |
If higher Edﬂﬁatiﬂﬁ is inheréntly labar intensivv because
it ecan be‘pravided only thfcugh the interartion of
egkilled prgfessiénals and’cansumers, then, .almost by el [
'definitinn,i capital must be largely ncnprcducLiVe. If R
. the gxpasufe of students to a prnfessor's wisdom or -
guidance is. what: educatiOﬁ is ail about, then that' .
EKPDS?;E can take place in a lean-to or a palace.s. .. | o -

f

v . ‘. . - ; . e T

Lt N - N s
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The nﬂn—campus communlty colleges referred to earlier are certalnly explcrlng

/
}the patantlal for an increase in ed ucational prﬂdugtiVlty by av01ding the

= =,

cteation Qf "palaces." In addltian, cﬂmmunlty colleges are explorlng alterna—’”

-

'tiVE instructional methodologies as an avénue for 1ncreasiﬂg ptoductlv;ty

These'éfforts are zapfasentative of the gfowing interest among commuﬂity

,,,,,

;college Jleaders to demoﬂstrata accountabillty. A review of additional effortsh

~ might now be helpful as . a springbaard to ard;scussion on- the potentlalsﬁf
"management fo@ prduEElVlty;”
THE PRESENT -

Berchin (3) conducted an exploratory study in 1972 among colleges-in
the Leagug For Innovation and found most of the éi involved in
‘ - | I i =
ihstructional experimentation 1ead1ng tcward development of ' productive

course *. He attempted to "compare per pupll costs of Qonventlgnal and
ﬁonaoﬁvaﬂtional :ourses. NOﬂCDnVEﬁtiQnal apprcachesvlncluded "1arge grﬂup,

"individualized/programmad and- 'audiotutorial” modgs of 1nstfuct1§ng A

_formula-to'compute per-pu p il costs, grédes, number of étudents completing

Eaurses,;and'intgfﬁiews'ﬁith instructors wete;utilizédAto=éssess efficiéﬁcy'%;
1 - '# -
and effectivenegs.r He indﬁcateﬂ the limitations of the study (4), not the
Ta ,Ej;*ﬂ- . \ 5 .i
least - ‘of which would be the’ subjectivity of the interviewer and ‘the involved

. inst ructgrs, and’ then : cangludeszp

'l;=‘Chaﬂgiﬁg :the pétt rn of’ classrodm organization or
the instructional mode can reduce per-pupil costs
and increase léarni g ffgc;iveness,

_ 2. .Courses organized .under the large group. mode of
I instruction generally are less castly.. than
c conventionally ofganized courses.’
e
| 3. Courses organized under the indiVidualizEd ;
programmed mode...are generally less costly... )
than Qonvgntignally organized courses.

-,
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4. Courses under the audictutqual mode of 1nstruct13n
are generally more costly... '
He described . " that instfucﬁofs who have -taught both conventional
-and nonconventional courses perceive the nonconventiodal ‘ones to be more
effective. An important~noge,6f caution is, however, listed in the
recommendations (5):
: ! .
) Subjective data indicate that courses - using ény of the
. o three nonconventional modes should ustally be teserved
fcr self- dlrécted 1earners. -

Impliélt in the reference EQ sa lfsdlreLted 1earners is the ide:a that

=

bl

,edﬁéaégzsxcaé ifentify Wﬁb’théy are and that community colleges have
‘apptgaches'in-plaae fcrladviéing these students.
_ Matchingzlaarﬁi ~style with instructional methodalagy, .under the title

Cognitive Style,' is one Qf the effcrts to increase productlvity desrrjbed
‘by Gobdwin aﬂdegung (6). Referen;e is made to the apptgacheq , Mcuntaiﬂ

'i.?:i;et.\i_(D_allasi Texas)g.Mgraine Vallex‘(lliingis),_and Central Piedmanﬁ (North

‘ Carolina), - “describing ] numerous efforts Eo-inc;easa nenduetivity,
Included in the ﬁublicatian are éescripgioﬁS'éf_éfforts in tbe fﬁiia?iﬁg *
.areas:

AdministéativeVPerfofmaﬂéeJ
Organizational Models !
College Governance .
Professional- Development | . .
. Leadership Style : : ' ST a o

A,InformatiOﬂ Maﬂagamant Systems

Academic Calendar. - ’
Faé;lity Design and Maﬁagpment
' Faaulty Féthfmancé N

_ Differentiated Staffing .
. o - 5taff Development Programs
“T. -, ', New Forms of Instruction
Faculty Assignmant Polilcies
: Collective Bargailuing and Facuity Praductivity
. Gaining Faculty suppore

70
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w1

Student Perfgrmance

Grading Systems .
Open-Entry, Dpen=ExiE Systems—n~a—;qzﬁﬂc_

Multimedia Delivery Systems . o - e e

Outreach Centers . . : _ -

Nontraditional- Learning

Goodwin and Young (7) caﬂclude:
We have ﬂQ words of Wisdom to sum up how to increase
productivity in community colleges. Most of the mod
described here are still experimental, and the 1nst=_,ut1c:mg
involved are still engaged in evaluating them. Ferhaps
thé best COﬂclusian is not to Qanclude...

They. da foer sgme surv1va1 tdcties" leading toward prgductivitiZ They
quate Haroid HGdgKlnSOn (S)

1. Develap a clearly fgcused mlssicn.
2. ‘Create programs that clearly reflecr Ehat pu“pafp
© . @and collectively add up toit.

3. Limit student diversity to some extent in order .
" to achieve a’uﬁifiéﬂ campus community..

4, Esxablish gaod caaper*tLve relaticnships wlrh

cther institutions.- . . : c . N
.5, ustablish a genérally democratic governan:@ .
structure whlch permits many peaple te axeraise
leadership yet permits ‘éffective decisioa
makiﬁg_ , : '

6. - Set clearistaﬁdards gf pe rf,tmancé.
7. ' Be cost effective. .
'The cmmmunity Lallege leadeggwha adopts the abD*ﬂ—mﬁnEiDned tactlcs will do
more than 193& an iﬁst*tutiOﬂ to 5urv1ve. Ihe insﬁi will be wall on. l
.the way to achicving product1v1ty
. Pefhaps Lhe eaperierce of a college struggliﬂg with the cancept of

productivity will add’ 1nsight for one seeking to manage fOfﬁperuEleiEy.

"

‘As was mentioned gar;ief;‘Easgfia;d Callege-anﬁ the Dallag County G@mmunity




-Céilegé District (Texas) have been involved since 1974 -in an effort to

"' increase praductivityi¢ The efforts. went through several stages. The first-
__ response included-a set. of questians. -Does productivity mean

~ B

T 1. 'Serviﬁg more students with the same ﬂumber of instrugﬁérs?

2. Increasing the. level of income? .
3. Measiring student enrollment and various ratios?

4. Meéasuring course and program completion?
‘5. . Quaﬁtifigatién of sezviéesvrehdéféd (e.g., students éOunSéled)?!_

! =

6. Student satisfaction?

7. !Exciuding qualitative aspects of college work?

-Following th3~§uastianszcamé a round of efficiency develépﬁénts which were »

. telétivefyigasy to measure. ’ Exampleé-éfév o
1. -Figﬁter éantfélg onvcapie: mééhiﬁe u§e?.
v 2; 'Savingé through’gplk mailiﬁg. |
3. Key céﬁtro; précéduresf B . .
* 4. Tﬁpravemént in,iﬁVéﬂthy-één%le.
:5. ﬁmplayment of a ééllegticn ageﬁgy to collect baa.ﬁeb;s;
fé. ‘Declaration cf'sufplus property-to frée Eta?age space.

The next level of development led to examples like the following::

1.. Utilization of cost-per-contact-hour éatagta monitor courses and

P . programs. . _ K
. ,qP g _ , _& | ) _
=~ 2. Initiation of stuﬂgnt,féllowﬁup_étuﬂiésg

i
i

3. ‘Creation of a cgmpgtgfséssisted-%gam utilization program.

‘4. ~Development-of orientation programs for pgrt=timefiﬁstructcrs,§

5. ‘Development of a hhuman fésqgrgé"'cétélgg‘témidéntify'"inshquse""’

consultants.




6. Administratlon of an . 1nternal ds assesment .

The next Stage lEd to the averlap of the definitions of ma ge' nt and

l

' p d lVlty A definition of praductlv;ty emerged through 43 small graup
dlscussions involv1ng 250 faculty and staff membérs? As%described in. an

earlier publication (9); the definition included:

Getting the job done w1th th best 7uality,éﬁd least
ExpEﬂdltures. CR

o Bging able to accompiish up - to my potential. | o R
| Héving a persénél‘éense of Eeing’resPPnsiblag
tﬁaﬁing open line% of communication.
Iﬁcréasing efficiency éﬁd Dutéﬁt- » '
Concerns for qﬁalir;}; efficiency, rgépéns;ibil_it'y;, afndfcénunuﬁigat;iﬁi? ‘w%ei:e’ai;

addressed. A "cost-consciousness", also émergéﬁ which made it ‘easier to create

_budgets-to'cafry=out plaﬁs.: Eéstf; :1d Callege and the other Dallas colleges

manage with graaﬁer efficléncy and effeztivenessi Tt just might be pcssiblé‘

~ for community cclleges to be efficienﬁ. :
Fédewa (10), in dlscu551ng the relativ rformance cf managers in
businese and higher education, cbsarves ’
Maﬁagement 6 job in an on- going’ enterptise is basically
o to acquire revenue, and to spend it wisely, with the
Lo regult that the,orgaﬁizétion's mission has been advaﬁced.
By thesa criteria, I wauld suggest that academlc manage-
ment is sécond to none in making the best use of existing
resources.
He then discussed, from his vantage point as a manager in a major

vcotpora;ian; how many Similarities there are in the roles of academic

‘and corporate managers. He concluded:
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Most organizations today are dominated by "groupthink,"
and the political skills ﬂeeeeeery:te succeed in either
‘environment are applicable-to--the.other. The jargon and
the buzzwords differ somewhat and so do the conventions.
_But there are more eimilaritiee than differeﬁeesi

If,Fedewa is r ght ebout “the- 51m11ar1t1es, then cemmunity college menegere
dofnet need to feel o guilty and lt is eleo poeeible to telk about the

?future of the search foftedgcetlone;,prcduetivity in eommunlty eellegeeg‘

¥ correctness _ - measure disruptive
Productiveness = __ 6f action-~ + of output -  effect
s - . totel men—houre of work (),

In a 1abor—1nteneive human eerviee agency like a commuaity eollege, the
e_formule for. preduetivenese has greet peteﬂtiel “"Correctness of eettgn‘
eheuld ‘be aeeeeeed by esking whether '= a proposed action is eoneieteht
with the ﬁuIPOSe or miESion“of the*inetitetioﬁg_;"ﬁeESufeeibf.eutput“~like
gfeduetee pleced in j,be; gtudent eetlefaetien with inetruetlon,‘and number
of student me;ore can be considered as eommunity college leedefe become
more eomfgftable‘with the-developlﬁg concern f 'oéteemee“_gf htghet‘edu!

cation. Concerns about "disruptive effecte" will so cause administrators

to t;ke'the long—term view rether then fgeueing=on’effieieney gutcomes,_
with potent al- eh t—term impect; Underlying ettempte»to etpi%ﬁthe formula
eheuld be attentiveness to the multiple perepeetivee and level of eetiefae—
tion -of the.verioue,conetitueﬂeieeé‘ . | |
GivEn the perepeetivelef'thefebgve=mentioned’formu1e§ a eummery of the

3

majer elemente iﬂ management for produetivity would appeer to be in ordef.
' Cemmunity eellegee e’e 1likely to be well menaged and produetive when the. -
' fellewiﬁg propositions aﬂd conditions are descriptive:

1. Bounderiee'efe-eetebli%hedfend the needs of the college service

. area are understood.
' " 74




17.

18.

campus constituencies.

Thefe is a systematic planning process in place.

%

" The mission or pﬁrpose is clearly defined and is based on the

‘ﬂééds of the coll ge service e area.

Cnllégé empiayé35=are énmmittad to tne miésinn_

An organizational éfruzture\bag been created to éar%y—gnt'thg
missign. ! | ;
Thé internal pfonass of énilege gégernance is cleérétn all

-

Logical work groups have been established.

Thérg are éléafly:dgfineﬂ;nrganisatinnal goalé;
Cnllegé:leaderé fecognize that their behavior has an effetg-on’
érgsniSatinnél clima;e-,

Cnlieéé ieadérs strive to create effig{énF;and effective

grganigatiOEal processesi

The cnllege is involved in- bnth incomeé and expeuditure planning.

The work of the nrganization Will "be planned on the basis of the

P
= : .

mission and goals.

Giear work assignments are made.

High standards for perfarmance will be astablished.
Resnuraes Will be allocated on ﬁhe bagis of’ planning-
Leaders will coordinate the wark of ;ollége units to develnp
cnllabnfative effurts. |

Pafticipative patterns of leader and group behavior will be

1ndevelopedi

Leaders will consider the impact on the organizational

e

. environmer! :h selecting appropriate steps to take in’
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| " moving the éfganigatian-téwar& éghieveméﬁt of Purpase.r

I igi;Théré will be.pgaée;ses iﬁ-g;éce to ensure ‘that events
'éégfarm to plans. N ; B :’ Sy

20, Thére‘wiliabeva:quéitiﬁe’regarﬂdabereen t#elcamgﬁs
?éhief executive and the bcarég

Policies and procedures will be clear and available to.

]
-
L]

all employees.
3-22g There will be regular eff@rts to ﬂetérmiﬂé the extent to
which constituencies have been satisfiéﬂ-’

'23. There will be information available- regarding unit costs.

24. Assessments will be made to relate. costs to benefits or

N .
outcomes. :

‘25;§There will bé a recognition éﬁét instituti@gal éffecﬁivgﬁess
N is ;inked to manage;iai éfféctivénéés_‘ -
26. Thefe will bé!é careful intéératign of wark—:entéréa
concerns with pégpie“ccneerns,
.27, Tﬁerebare likely to be high 13%%15 of j¢b satisfacti§n_
28.-Changésvwil1 be iﬁtr@d%&ea witﬁ'due resPéét to natura;
.ra%égféncé‘té'chaﬁge aég thEﬂ;ial Qisrup;iﬁé efféctéi

EQQICQmmuniéyfaaviSQIy committees are ﬁeavii§‘inv3lvedqin
deValogiﬁgvaﬁéxevaiuat;ngiprcérams; e :

/-30_ Program devélQPﬁént i%_baséﬁ on négés éssessﬁént in;thésg

o se:?ice”aiéa- , _ )

76 C .
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\ -
iSl;JFTEé college is Qaliecting,e%iégnce cf‘studéﬁt leatningix:
32, Théée is;inf@rmatio; évailable regarding atttition’fatesfand i
’fféK”: b ing made to reduce attrltlaﬁ. -
33. An apprnpr;ate marketing strategy is béiug fnllowed. _ -
. 34, Thé college is proactive in resource development.’ | :
’ BSgﬁ Efforts_are bai%g made to coaﬁétate witﬁ other éamﬁunity-agancieé
for the Rur?ose of avaidiné dﬁplicéﬁiéng i
36. Staff aevelopméﬂt.pfograms a;e ag integral part of éngq?ng ) -
campus activities. ; : - _E*
37. A ggnagemgné information system provides approp?iaté andftimélyﬂ
iﬁfafmatioﬁ fofidégision—making. :

. 38. ,PEISDﬁnel systems are view ed as sati factoty by college employees.

39.. Haﬁagem3ﬁt fgr praductiv1ty will be undertaken as a,léngsfaﬂge;
deve 1 opmental pr 5: . ; ' N
Cammunity colleges in ‘all parts of the Unitad States are seeking to move in "'i_ -

the abovaementianed diregticns w1th assistancn from a aafi&ty of sources.
b

» HEMI with the. managemént developm&n program, and NCHEMS with ‘the

- -Gutcomes Prajact, are- in’ the foféfrﬂnt nf Lhe mavemant tcward educational

"

pr@dugtivity; Other groups*likéfCDMBASE, ACCTion, AIDP‘EQDSOftiE, The

3 &

League For Innovatian In’ :The Community College NAEUBD, Educational Testing
; Service, Callege Eﬂtraﬁce Exdminatlgn Buard ACE Amarican College Téstiﬁg
Efogfam; AGCT (ccmmunity co%lege=tfustées)i,and AED (Academy'foraﬁducaticnal

Dévelopment) are directl iﬂVOlVEd in.helping community EﬂllégéS:EEchE more

pfadugtivei Fin ally, but ce;tginly not least among, Ehe graups, AACJC continués

#

to provide overall leadership a8 community callegas preparé for the 1980's.
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.é . . é L ® - i ' e
~The enlightened community college leader wiil be involved ifi managing . *
- e . < 2 . :
his institgtion to mEE§=thEiEKPECFE£i9ﬁS>Ofsiis EDnstituEntS. He éf she
W;ll;be cog:éfﬁed sbgué dégglogiﬂg ;ommitméﬁtfaméng staffﬁmembe:, tékmoge
the institution t&ward acgompllshment of . purpg ﬁffiéiéncy-and efféé;J
. . 5 e . . . :
ﬁiy&néss will_bg gought and measured, with results éhareg in.such's way .

as to éngendef support forxthe céllége. In summars, skillf&i callége

. 1eaders will use sound Judgment in conducting college Qperstloﬂs lﬂ arder,

for the lnst;tutloﬁ to gchlevg)thé purpose £or which it was createdz
. . £3 . . ) » ¢ .
Tﬁe emphasis on quaiLtativa dimensions in the.summary of major elements .. ¢

in maﬂagement for product1v1ty shuuld rigt ba canstrued as an Effcrt tg

! dawnplay qua;tltat;ve asge:ts in the ;uest for p10du:t1v1ty.-'éost fedug%igﬁgr o
or ;ngfeasedﬁratlﬁs will and shculg,ﬁe pursuéd, but notAwithcuﬁ exami;ing ﬁ ;%
"ccffectness of éctian?wés-egflier discusse ed. Eumerousxﬁdiéruptive effects"
such sé EDllE ve bargaining W111 be encauntered by cﬂmmunlty callege 1 x
'managé:s but the ﬁontEﬂEan here is that undEfStEﬂdlﬂg the long—term .

9 qualltative ele&ents can help one- avald _OF_ éofgfn_ghé impact of patential N
dlS;upﬁloﬂSa rAﬁ action taken to iﬁcrease efféciency in the immediate futﬁfe?-"~rm<
but which is diéruptivg in &he long- term view ﬂéuld'ﬁﬁﬁ-be déscribed aé ;

o ) k =
éfféé;ive_“ Managers Who, avéld collectlve bargainlng or who EGhlEVE ) .
. ‘ : IE
pia&uétive contracts are likely to be individua}s who seek the effective '
laﬁg—éérm-qutgomeg; ’Si@ilafl?%;fa;uléy and staffvmembefs;aré_mofe likély S - ‘%
~to be committeé to ingtitutioﬁal.pufposés whensmagagérg-féek a ggogéf |
bélénceﬁiétﬁgén production and human ;Oﬁ;éfﬂsg N 77’2 '35 c
. _Theré’will need tg be a search fo; sppfo;riatédiﬁtentives to éncouféggu Elﬁ E
members of .awpus communities to search for productive new aﬁpraacues.r
’ Bondsv 55 granﬁs'fof insttugtiongl5dévelapment5 extra travel'pmney;)flexib%; .
) - | 5?5—
. E._ X .. ' _' . e ‘ ¥ a- . ‘
. o .
Q - :._ B - . R o ;L

[ERJ!:;*V<~lﬁig;;,_ﬁa

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

work hours, acquisition of special squipment, special recognition or awards,
and released time for continuing oducation way all have value, The most
important incentive, however, may be creation,of an’envirofment or climate

in which a person can influence decisions and direclions within an insti-

Rl

., : i . i . e
- tutlong"Aégieople~experléqce m-aningful work they become more productive.

The. focus ﬁf Eﬁié.panggcfipg has been on c:éatiag of the_pfnper‘climaﬁe in
which pfoductivity“:én be équh;!thfaugh collaborative efgarts of.éallege
peféonneli ; ) a . o i ‘ -
Buildiné a "bridée" from concepts and theories to actual practice will

now be the éhaLLEﬁgé for community tollege leaders in the 1980's. In an

effort to'assist with the translation, the final section incorpordtes casc
studifls dx wn from-representative community colleges. K P
1 e : =N - o,

L&

gy
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CASE_STUDIES

'Regﬁesentative institutions, selected in‘consultatigﬁ with AAdﬁC staffA
_members,‘wére visited in ﬁﬂvember and Dé@ember;a1979, with the ideé of
describing i 7 1tut;anal aperat ons in light Df the review of management
p?actigesg- Visits were@arranged to m@ye one from a small, single-unit insti-

tution in a rural setting to a very large multi-unit operation. in a major

" metropolits . .etting. While the institutions visited are excellent colleges,

cammunltv college.

no attempt is made to say they are the best or.models. The colleges aTe

, : \ . . !
viewed as representative'af the wide range of pubzic community colleges-in-
S : /
thé United States, Each 1nst1tutlon was approached with a basic set of qu e%

|

tlons drawn from the review of management. The questinns presented in Exhlbit"

I vere utlllzed lﬁ persanal interviews and in a review of, institutional docu-

N

ments and reports. It is h@ped that’in addition to providing background on -

the visits, the ﬁuestians might also suggest ciiteria for a review of any

'd

Rev;ews mf Scutheastern memunlty College (Nnrth Carolina), Delta Col;ege

tMichlgan); and the Coast Ccmmunity College District CCallfornia) are presented

) i 2 * 3 = = = 3 i 5
in narrative form. The narratives are based on interviews with persons at all

lévers’bf the institutidns and a review of doaumenté,-with the thrust of each

effart designed ta “answer the basic questio ns The reviews,. reflecting oper- .

.ations as of December, 1979, have been critiqued by institutianél representa-
. wa soLLF H o & S ) s . .

tives to avoid factual errors. . . T T
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SOUTHEASTERN COMMUNITY COLLEGE

Generai Desagrpﬁipq

S&;&hégéfe%ﬁ éb;:&;ity Cciiege, located in WhltéVlllE, North Carollna
OpEﬂEd in 1965-to p"marlly serve Calumbus County The institution is a com-
prehens;vei "open d@or“ college serving approximately 1,850 credit and 1,500
non-credit students at any given time through its transfer; occupational
and c@ntinuing éduqation offerings. Aé a StateEsﬁppofted community céllegegi
. fthe_college has bgen guided by the Gengral Statutes of Nafth Carolina and the
standards of the State Board of‘Education!undér which é Dgpartment of\Goms.
K"mUﬁity Colleges has coordinated the efforts of local institutionsl The |

12- member Board of Trustees is apéolnted with the County Ccmmlsslan, County
Board of Educa;ion and the cheﬁﬁorueagh appointlng four membersa Approxl-
mately_lés_fullutime and lDD;part—time emplcyéés work wi;hin an'operatlng
budgef in excess of §$3 ﬁillian; Enrollment is equallyhsplit betweén full and
'parteéime studénts, and gbout’é@% of the students attend only evening classes.
‘The inétitutibn is sitgatéd in a. rural setting and is fepresentativéfgf the

- many siqgieﬁunit colleges located iﬂ 5im£1§r settings throughouﬁsthe United

H

~ States. .

-~ Review = ) -

¢ - %

(Y

There is a clearly defln@d service area (Columbus County), but approx;—

. mately\SU% of-the stuﬂeﬁts ‘come from adja@ent counties_ In order to stay
in touch W1th needs thraughaut the’ aréa,éa variety of apprcaches are takeni

* Advisory, commlttees meetlnﬂs with persomnel offlcers from area 1ndu5tr1e5,

: N E .
p
cazéimne with ranvacantativaz nf +ha mgﬂig and artirnlatian FﬁﬂFéT‘ﬁaﬁt‘éﬁ fLg



-
is the articulatlon conferen:e with hlgh school teachers in which the teachers

are pald a 'small stlpend to work with college faculty on a disc 1p11ne—toa
dlsclpllne basis. An gnﬁual.dinner for high school counselors and visitations
by college groups to area univefsities also enable college personnel to both
assess needs and properly advise SCC students.

The missién of the institution is clear; it is printed in college publica-

tions, and faculty and staff members seem to work to dccomplish ‘the mission.

Service to stud@nts is the clear orientation, . and the president reviews annually

with the faculty and staff a set of overall goals de51gned tc move the call gé

according to the missian, LB

The organlzatlona; structure is cleaxly described in the Personnel lelCY

Handbook whlch is available to all employees. The Board is descrlbed .as ‘the
pgllcysmaklng group and the respansibility for the adminiétration and opera-
tion of the gcllege is VeSted in the president. It i% policy for the Board to
speak ‘through the chalrmaﬁ to the pIESldEﬂt and thrcugh the president to the
faculty and staﬁf; Slmllarly, the faculty and staff aye expected to speak
tércugh the pre$ident to the‘anrd,v Position descriptions for all administra-

tors, faculty and staff are included in the Pgrgpppgi,Po;iéyrﬁandbeok,aléng

with the policies and procedures governing the operation of the :ollege.‘

Deans of Instruction énd Student Development, the Dir ector of Development, and

the Business Manager report directly to the President. - All operating units
‘are then organized under one Gf these topélevel administrators. All major
1cbmm1ttees are described in the Handbook so thdt all personnel can understand

=

the membershlp and funct;on of the Tespeﬁtlve groups.; Regular meeting times

are included in the gammlttee descrlp ions. = The Sautheastern Communlty Lalz

lege Bulletin, the Student Handbook, and the N@rth Caral;na Administrative

5 =

Code (Ehdpter 4) are ava;lable to supplement the 1nfcrmat19n ‘contained in the
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Several major campus councils function to énhance-ccmmunication)and
serve in advisory and ebardinating roles. ;The Executive Couﬁcii includes thé
people who report directly ta;;hetfresidenti This council meets each Monday .
and appears to be the primary cnordinéting body for college operations. |
Minutes are prepared to include margiﬂai notations of assig%ments For the vari-

. ous admi§istratcrs, thercby ﬁ;@yiding a ready reference for f011QWqﬁp on activiav .
ties. Théiédmi%istrative égun@ii briﬁgs together all 5uperviséry personnel every
Dthef month f?r the purpose 6f iﬁformationaﬁharing andzgé‘Serfé‘as a "éounding
board" for th; President. The Administrative Adﬁisoﬁy'couécil also meets .

: oo o
every other mounth, but;it includes a cross-section of all campus grpups

including students. This representative group provides advice to thé Presi-
et _ :

=

dent on matters of general concern. o v BN
' Other groﬁps'iﬁélude thé’Faculty Senate which is clearly ‘described as
the "ygice";ofbfhe faculty and operates under an adopted. constitution. It

* works through an Executive Committee to communicate with the President and
' o S L S &
ather administrative officers. Issues like class attendance and merit pay are

axampggs of the 1tams the Senate may discuss. 'Curricular matters Elow

-1

thraugh the Currlculum Camm;ttee whlch is chalred by the Dean of Instruction.

Mareithan 20 individuals serve on, the committee to assure a braad base.
) . . » .
‘Meetings are !.2id each quarter and are conducted according to an established

~agenda. The P11 €assional Development Committee, invelw:ing faculty members,

is actively invelived in éiséussing matters like student rdtings of faculty,

K faculty ratlngs of admlnlstratcrs and mefitﬂpay_ Most of the other signifi-

. . 7o
ucant comnitfee a:t1v;ty dur;ng 1979- BG TEVOIVES around an institutional - :

= S ’ =

[

<

seleStudy gu;ded by a steering commlttéé. €c mmlttees forveach“of the

k! : . .
- - =

- standardgﬂestabllshed by the Southern Assaclatlan have been created to involve-

A
&

' farennc Ffﬁm a1l 1avale af tha 1ﬁ§f1,fﬂtiﬁﬁi
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The various councils, committees, and periodic personmel meetings for
all employees provide oppoftuﬂiiies for communication regarding all issues,
concerns, and pricrities within the college. The personﬁél mectings are
held each month and all cmployeces are expected to attend. These éessiong
follow an agenda coordinated by the Dean of Instruction. Status reports and
announccments regarding vérious projects arc shared.

An "air of accountability' permeates SCC primarily és a result of the

annual planning process. The process, a modified approach to MBO, involves

setting objectives in late August or early September which will provide a

basis for evaluation in the latE:Spring of the next year. While efforts are

not made to.quantify all objectives, étress is pléced on quafterly reviews on
progress. The deans, within some fléxibility provided by the President, are
responsible for conducting the reviews. All departments of the college are
expected to be involved in the planning process. While SCC does not have

a comprehensive planning process extending beyond the bounds of one year;

_ there are long-runge master plans for campus development .and curriculum

.statements of longer-range projects and then extended for several years.

‘Articulation with univergities provides information for plan;ing the
transfer courses an& comnunity advisory committéés are invcgved with all
tecﬁﬁical/occupational pfogramsi Recommendations from the advisory committeés
President and the Board. ' New program proposals must also go fo the Department
of Community Colleges and fhe State Beard of Education for approval. Documen-
tation of need iﬁ;thezservize area for the program must be included in pro-
posals going-to the State. | x

5 In an effort to determine how former students are performing, the college
has dane.periodic'surveys of transfer and occupat’onal program stﬁdents@

Response rates have not been high (15-20%), but results indicate that

97



transfers perform well and occupational students arc finding employment.
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-interaction of the Business Manager and the Development Officer in grant

development indicate effective coordination of college operations.

Additional survey work done recently included a follow-up of students who

applied for admission and did not enroll, « review of the drop-add process,

and a survey of women to determine levels of interest in athletics. A
follow-up on retention of students who participated in developmental studies

courses further illustrates the interest nf the institution in determining

"its impact on students. There is also evidence that individual student com-

plaints are given careful attention.

Attention to student needs is also demonstrated through a wide range of
student services. Financial aid, counseling, student activities, assistance
to veterans, and special programs for women and disadvantaged students
demonstrate a desire to support Studént learning. Advising is led by a
faculty member who is given released time to coordiéaté the efforts of all
facultf‘members, many of whom advise 20 or more students.. In order to provide
cemprehensive services, it has been necessary to combine roles like the per-
sonnel and counseling functions. |

One person directs the counseling and personnel operations. She reports
to the President in the personnel role and to the Dean for Student Development
in the counseling area. The sﬁiit reporting relationship apparently works
because of the quality of working relétianships among the parties involved.
Another example Qf a combined role involves the development and public infor-

mation fuactions. Combined roles and defined working relationships such as the

Coordinatinn of the instructionial area is facilitated by twicemonthly

meetings conducted by the Dean of Instruction. Involved in these meetings:are

;-the dean-level léade:s of the transfer, occupational, and adult education

program leaders. The Evening Director, who serves as an adviso? to evening

K]
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students, and leaders of the devélopmental and library programs also partici=

pate in these infarmati@n—sharing-and planning sessions. Schedules are pro-
jected one year iﬁ advance, and working calendars are reviewed so that all
pefs@ns pull together to accomplish the approved plans for the year. The
leaders who report to the Dean of Instruction then work with departmént
coordinaters who are faculty members with réleased time to coordinate depart-
mental activities. Department coord‘nators then work directly with instructors
iﬂvthe various disciplines and programs. All teaeﬁers are called instructors
since there is no systém of faculty ranks. While tﬁere is no system of tenure,
initial employment and the terms of empl@ymént are structured to produce
clarity for instructors. Due process and termination policies also aré
zieariy stated in the Handbook.

The instructional staff strives to achieve a ratio of 22 FTE'studénts to
1 FTE instructor, and cost data are calculated for faculty members and shared
with the depértments. These cost data are generated manuélly“at present but
there are hopes-that the de?élapmént of a computer-based information S}stam
will free personnel from manual computatihﬁz_ There are, howéver,'StatQ
barriers to computer acquisition at the pres... . An emphasis on ﬁlanning,
staff development, and perf@rmaﬁce—appraisal involving factlty-members adds

to the "air of accountability" felt throughout the institution. Discussions

“are taking place during 1979-80 regarding the place and determination of

"merit" in salary increases. Student ratings have a place in?the;process,
but there is considerable debate about the appropriate weighting of this
attend conferences, take graduate courses, and attend workshops on campus.
The institution was apparently able to make good use of ATDP funds to

facilitate the staff development effort.
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~-In-additionm to staff development efforts,-considerable time has.been

m\

spent on clarifying roles, classifying positions, appra ¢ e formance, and
clarifyving the bases for salary placement and salary ir-:. ' <. A six-year
effort is underway to achieve internal equity‘for facult; . v .=»3. A formula
has been developed to take into account preparation, experie. - .nd annﬁal
merit to determine contract amounts. At present, the EXPéTiEﬂQEf members are
the ones to be held back until the strusture can be fully impiimented. In
addition, salary ranges have been developed for all classified positiénS; each
af*which is based on a position description. All faculty and staff members
are encouraged to develop a pr@fessi@nal development or persciul plan, the
accomplishment of which will contribute to the merit consideration in salary
deferminations, As with most institutions, available resources do not stretch
to cover all asplratlons regarding compe. 3ation.

Since State appropriations are based on enrollment durlng the previous
year, the institution is really a year behind on the formula funding. State

funding also includes some restricted lines which further limit the institu-

tional flexibility. To compensate for the funding lag and lack of flexibility,

the College has been forced ‘to be proactive in seeking resources.. Effeétiye
presentations to the CouﬁtyuCﬂmmission:have_pfoduced an arount equal to about
6% 0. the operating budget to be applied to operation of the physical plant.
Creation of an energy conservation program and careful 1ine=it§m conparisor.s
have helped the staff demonstrate accountablllty to the Commission. Sinﬁe

the bulidlﬁgs 1nco*‘Dr§te apprﬂxlmately 142,000 square feet on a 106 -acre cam-

the felationship with the County will couwtinue to be important_ Good use

b= ]
c

was made of an AIDP grant and a new threeayeaf SDIP grant ha¢ been aPPIQVedi

The College also has a fﬂundation which has an annual fund arive ($40,000

goal) to help supplement other sources of revenue. Resulting scholarships for

1
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students serve as a vital part of the marketing efforts. A number of small

grants round-out the resource picture for SCC since all tgitiOﬂ collected is
forwarded to the State. Student activity fees are retained to provide a base
foar student activity prmgraﬁsg‘ An appropriate program to enhance retention of
students was discusse ( in a recent personnel meeting, with stress placed on

the fact that headcount enrollment is now stable. The implications in a
formula-funded situation are clear and most s*aff members seem ' termined to
increase retentim;l rates. Attention to retention rates certainly "holds promise

for SCC in view of the stable headcount enrolliment.

Assessment

Southeastern Community College is well organized and appears to be fulfill-
ing 1ts mission in Columbus County, Naftﬁ Ca;alina. The Board has high regard
for the Pzesideﬂt and his role as the chief operating officer. Significant
éffc:ts are extendad to involve persoﬁs at all levels of the organi;atién in
the ?rocess of internal governance.  Policies and procedgres are clearly
5£§ted énd available to all faculty and staff m&mbérs. Attention has been
given to annual planning, perchmancgeappiaisal, and staff development in ways f
to produce an "éir of accountability" which is both a positive featurg and a
future challenge for the institutiani

The College will be :hallengedg%é maintain a balance between the concerns
for production or performance and people-oriented concerns related to the |
freedom to create and respond in flexible ways ﬁq changes iﬁithe envircnmént;
The annual planning and follow-up activities %h@uld keep the institutign»movf‘
ing toward £eaching its goalé, but care must be taken to avoid a pa?ersoriented,

time-consuming process which could frustrate individual initiative and hurt

morale. ' The College seems to be ﬁp to this challenge.

- oy
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Development of -7 integrated data base for the information systen,
acquisition of additional computer hardwarc, completion of plans for salary
equify, resolution Qf the ’ecbate on merit pay, and possible extension of the
planning activity beyond the boundsaaf one year would scem to hold promise
for SEC in the future. The SDIP grant comes at a good time for an institution
which apparently made good use of AIDP funds. Good leadership has been pro-
vided, the Board is supportive, and management processcs are in place to help

the College adapt to the challenges of its future.

Q - , o - .
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DELTA COLLEGE

General Descripiion

Delta College, fguﬁdgd in 1961, 2nrall§ more than 9,000 students in
credit.courses at any given time. Approximately 200 full-time and morc thdn
300 part-time teachers staff the diverse oFferingsl In addition, 170 adminis-
trative, support and ﬁiassifie& personnel work to serye rééidcnts of the
Midland;B#y CityaSéginaw area of Michigan. The:institution is a céﬁprehcﬁéﬁve;‘
"épen door' college providing insttucticn on a large campus, in more than 20

off-campus centers, and via open-circuit television. Enrollment appears to

tional programs. Non-credit enrollment aiso is spread iacross diversc commu-

" nity education offerings. A nine-member board elected by voters in & three-

county area oversecs operation of tlie institution, with funding provided by

. a local millage (38%), state support (33%), tuition and fres (26%), and

from a service-area population of more than 400,000 located in a region with
a mix of major industries and agricultural interestc Delta College is repre-

sentative of the many large, singl:i-unit colleges located throughout the”

United States.

Review _

*

There is a clearly defined service area in which Delta has bécome highly
visible. Mailing of schedules and brochures tc residents, operation of a

public television statica; establishment of off-campus centers, and a well-

/ 1;- : . : -élg)fi'
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funded marketing effort seem to have contributed to the acceptance in the

various communities. Use of numerous advisory committecs and techniques like

‘including a needs survey'form in schedules have helped the stafy stay in.

-touch with Qo@munity needs, even though no comprehensive surveys have been

done in the tri-county area.

The Senate Handhook contains a mission statement and a set of major
goals adopted by the Board in 1976. The goals have recently been augmented
by the introduction of "Dimension '80" which has been described by the preri-
dent as a way of.inviting interested college personnel to join in-an effort
to examine critical concerns for the next decade. Some personnel were not
sure how to resvond to what was seen as a changg in style on the part of-a
presideﬁt whose teﬁufe reaches back to 1964. Both the introduction of a new

f g
Fa

thrust by the president and an uncertain response by faculty and staff can
be understood when one observes the 1ong5ténding "family" atmosphere dn the
campus. The College has also been visible, successful and innovative when
suddenly, along.with many otheré, the institutian‘must faée stabilizing enroll-
ment, raging inflation and the préssures brought about by leéislatiVe ques-

tioning about the future funding of higher education. 1In that mix of outside-

_pressures, people on campus are begiﬁﬁing to talk about how they can plan

their futqreé

College: personnel are also realizing the. need to step up the_aétivity
level in cémmﬁﬂity needs-assessment. In the past it has been enough to offer
a wide array of credit gﬁd ndn%crédit Eourséé,'marketfthe offerihés through

an effective promotional campaign and scramblé to. find ways to serve the

incoming students. While advisory committees have been helpful in.the past,

people are now talking about a comprehensive survey of needs in the tri-county

service-area of the college. More formal surve) work has, however, been done

#
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within the College. Delta was a pilot institution for the Educational Test-

‘ing Service Student Reaction to College program and several follow-up studies

have been completed in recent years.
The concern for students, evident when one talks with faculty and staff,

underlies the organization of the College. From what faculty and staff con-

sider to be an enlightc¢ned board to a president who wants tu create an atmos-

-phere in which people can get things done, support has been provided for

diverse and innovative programming. There has been very little stress on

codification of rules and regulations and, in fact, there is no formal policies

and procedures handbook. The Senate Handbook fills the fole to some extent,

‘but during the growth years there has been little felt need for a more formal

appréach; There is a clear understanding that policies are created at the .
board 1ével, procedufes=are-devaloped as needed to implement pclicy and
guidelines éré frequently issued to p%avide guidance for various activities.
The situation has been'good for Delta because of a stable boardvand ccntinuiﬁy
at the presidential level. In fact, two children of original board membeis
are currently serving on the nine-member board.

Board meﬁbers are kept informed through mDnthiy meetings in which the
agenda includes a preview of future aéendé items, iiems for actian; é review
of- future events of significance to members and a presentation of general
information rovering a wide rangei@f topics. Gcmgunicétiohs from the board
£low through the president im mosi”iﬁstancésg but there are situations ;ﬁ
which board members afé directly involjed withafaculty and staff. For

examplé, sabbatical leave requests and grievances come before groups includ-

“ing board representation. The president has no problem describing thevbéard

members as his 'bosses' who expect him -to provide administrative direction

and keepthem‘infcrmedg

10:3
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; menaétians;ditEEtly to the Board fcllowing deliberations of the Senate.

14

The internal organization has been structured so that ten key staff mem-
bers report to the presideng} Deans of academic affalrs, student affairs,
community affairs and administrative affairs report directly to the president

along with an assistant and leaders in college rclations, television, research

and development and personnel. The controller and a business manager also

report to the chief executive. These leaders come together with three faculty
members to form the Administrative Ccun:il.which meets only when the president
is present to conduct the meeting. The mecetings tend to be devoted to informa-
tion-éharing and coordination of work, rather than to inétitutional decision-
making. The Academic Council, on the other hand, appears to be more involved"
in tﬁe decision-making process.

The Academic Council includes ali division chairmen from instruction,
répféséntatives from the LRC and student affairs and the three associate deans
who rotate the Qhéirmanshipg In addition to iﬁformation-shaTing and coordi- -
nation, the group formulates recommendations in instruction and zurficuluma
It is worth noting that the chairmen are selected to serve three-year terms
as division heads following the nomination of three candidates by division
faculty members. The person selected as chairman is then given release from
teaching aséignments during thE'térm of office—in some cases a full release,
and in others less, depending on the number of disciplines and the ﬁumber of
faculty in a division. |

“The -major policy-:eéommEﬂding body in the college is the Senate. This
group, "in placé since the early 1960}5, was.created on the basis of the AAUP
"Joint Statement." The existence of the Senate is often cited as the reason
that Délté is only one of two community colleges in Michigan without a
faculty union. Avoidance of-é "'we-they'" attitude is also cited as' zn outcome

of this representative group of faculty and professional staff. The presi-

* dent serves on the executive committee of the Senate and often takes recom-

106
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|
!
People on campus clearly perceive that path ‘as a primary way for policy issues
to flow through to the Board. Members pf the TFaculty Exccutive Committee in
particular sec refﬁrra] of policy items to the Scnatec as the way to process
¥
recommendations. |
~ |
The Senate Handbook contains appointment procedures for personnel, [To-
!

cedures for pfomatiﬁﬁ and tenure, grievance procedures, the process for
|

requesting sabbatical leaves, cvaluation procedures, and the application for

educational grants. As mentioned carlier, the publication serves for the
faculty and professional staff as a policies and prccedurés handbook.

In addition to the Administrative and Academic Councils and the Senate

the Budget Gommitteé fills a key role in college operatians. This group

lﬂCludES the chief fiscal officer who serves as permanent v1ce chairman of

the committeé. The ICPTESEﬂtathE committee including three faculty members
appointed by the pTEELdEﬂt ha% a rotating membership thereby exposing many
people to the prcé%ures and challenges of balancing a budget. The committec

charge is to recommend to the president an operatlng budget for the nrxt fisg-.

!
g !

s

cal-year. The wgrk of the group is launched in December when members receive
. I i .
current budget détaii; a set of working definitions, and a budget message
from the president and the fiscal officer. Meetings start in ecarly February and
i

budget hearing%yare held bgginniﬁg in the m LWd41e of February. Rach college unit
makes é presen#atiaﬁ prior to én effort by the gammittee'ﬁg structure a recom-
mended budget; Included inffhe review work will be a projection of credit

hours by activity cost centers. ' y T

Future work of the budget committee is going to be difficult because a -

State inde%‘places Delta as number 28 out of 29 institutions in state aid per
student. There is aﬁsa a '"cap" of a 7.7% increase in local income above i.e

level for last year Whlch is 1mpased\by state guidelines. In addition, Delta

\

1y
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.Ielatiaﬁships at Delta.

ERIC

tuition rates are the second highest among all community colleges. .Coupled

with a stable cnrollment, the income limitations are causing people on campus

to rrealize the importance of éstablishing institutional priorities for the

2llocation and re-allocation of resources. [t is safe to predict a growing
] \ = =
A
interest in long-range planning among various groups on campus.

One of the challenges for Delta will be to pull together the wealth of
available information from several data bases into an integiated information
system for decision-making. The ﬁecessary ingredieﬁts are present éu:h as an
interest in research, evidence of previous costing studies, computer hardwirei
and a need to have mcre information in the establishment oflﬁudget/priorities.
A number -of zompﬁieraapplications'1ike on-line registration, inventory control
and accaunting reports indicates that Delta~his the equipment andfthg talent

. ,-\ . 5 ¢ = i x 3
to extend its system to include an on-1line personnel system desired by the

personnel officer.
The realm of personnel systems is an area in which considerable work is
. Wt ’ v

underway, particularly work with classified staff. There is a’lD member* *

Classified Personnel Policies Committee meeting on a monthly basis,'and a

Classified Job Description Review Committee is now in place. A classification .

of all jobs on the basis of jéb»:Ohtent utiliging a poigt system ;houid be :
complete;during 1579586. All p@sitioﬁs will be piaced in pay grades which-

include steps for!salafy ingrements. Evaluation-of’perfurmémce will ihen be

based on the job descrig;iéi. QITSSS is also being piaéedian helping super;fi
-vis ors downplay personality as a factor in evaluatign% The apparent étreésu

on identifying required skills and expérienée reauired of one who will fill

any job, ‘the 5p321f1cat10n of major dutlES and rispﬁn51b111t1es and the link- )
1ng :f evaluation with the job description shculd provide a solld basis for . .
continued open communicatian which appears to he a characiéristic of wﬁrﬁiﬂé -
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Excellent salaries and wages also work tegether=with good relationships

!

to keep'satiefaetion at a high level. There is an apparent ''policy" decision.

t6 keep salaries and wagesfiﬁ the top one-third for all community colleges in
Michigan.‘ Impending'p;esSufes are evideni; however, when one observes that

% of the operatlng budget is in salaries, wages and fringe benefits. ‘In an

e

———_effort_tagkeep benefits high ‘and costs lew, the college recently deveiopedi

. -,",

Delta has had a low turnover rate in both the faculty and elass1f1ed

ranks " due in part to the "family" feellng, good!pompensatlon levels, and’

k]

desirable living conditions in the area. Given the stable enrollment plcturel
and the faet that maiy faeully and staff members have been there for many
years, staff develepment will ‘assume a more important role. Faeulty members

are talking ebout how to eVoid "burn out" and others are‘talking 3b0ut how to

-~ H

ma1nta1n the charaeterlet;e hlgh standards for performance Those eléments .
. ] . 5 : =

work together to pIDVlde a geod elimate for staff development aet1V1t1e5
The resources are available as ev1deneed by - the fact thet the institution N
makes available more than $100 000 in a flseal year for professional develop!

ment allowances and travel. The des;re to maintain a quallty, innovative -

institution should add 1mpetue to staff developmenf"efforts -9
E T

TheLe 15 one group likely, to be overlooked in an institution experlenelng'

% %

fapid growth end success. That. greup 1ne1udee mlddle-managers and even top—
level admlnlstratore in some settlngs. Wheﬁ thlnge are going-well and Tesourées
are abundant, ﬁthere is llttle thlvation to elarlfy roles and reportlng llnes
and focus on eompeneatlon of these managers. When resources shrink and when
pr10r1t1ee must be put in place, these managers are in key roles‘and need
clarity regardlng how the;r unlt Sho d Ielate to all DthFrs . They also need

S

to know when they can meke deC151on5 and when they need to refer 1tems It is
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di#idends for the institution. A secretarial 'pool' of three-"floaters' has T

'system should CONserve energy, 1ea5lng of surplus land to farmgrs w111 produce %) \‘

also prgdicfable that when they feel new pressures they will begin to wonder .

abmgtitbe_basis for evaluation and determination of compensation. All of the

above-mentioned variables are surfacing at .Delta, but given the high level of

&

trust and support for personnel, ,the institution is in a better position than

most to provide clarification leading to continued high performance of the -

administrative team. A by-product Dfﬂclarifiéatipn at Delta is likely to be

enhanced coordination across lines in the organization.

-Concern for people, a characteristic cited several times, also surfaces

in the effort to keep people informed about college operatiohs. There is a

e : _ -
daily "Bulletin" for students so theyvmay he aware of the diverse progfam§
~and alsa:ﬁb_make them awaregof important announcements. The "Interlink" is
publ%shéd each week to fill the s;me role- for all ﬁérsonnel, |

Concern for students, so ébviggé'in diverse studeﬁtﬂgérvices and alter-

native instructional strategies, has carried over into a review of student

. attrition. Project S.T.A.Y., involving voluriteer faculty and staff. members,

is seeking to improve the retention rate of new students. More than 100 /
. 5 . . - ‘\

o . - N - : ; R /

volunteers are each seeking ‘to establish a relationship with 1% to'12 new stu- /

dents in Qrder to help the students make a smooth transltlon to college life.

-Callege services are explalned and referrals are made to prov;de a "support

L

structure" for the studentsg -Delta hasscertalnly perceived that one wQ{ to

Qcée with Stabilizing enrallment is tq fG££s on service to and_rgtenticn\cﬁ

c;rfehﬁ students. ' X ' o P ii

) VAnDtheriway taﬁéope'with declining resources has been perceived by D§1%§

perso hnel Conservation ‘and consolidating efforts are beginning to pa}
¢ .

- 5

2

brought greater efficiency, a gcmputeramanaged air conditioning and heating - i

S s R - R = - A

e




income, buying of)ga:ol1ne in volume has reduced costs, andjusé of StudentA g
emplgyees to pick-up suppligs_fram,loéal gendcrs has enhanced service to col-
lege units. The giamples illustrate the potential at Delta forlcost;sauinggl
without a‘saéfifice éfAdesirable quality levels. There also appears to he a
gfowing interestAiﬁ an analysis.of room utilization on campué whiéh could

‘lead to greater efficienéyi Again, the climate at Delta is conducive to plan-

ning a secure future. ' ; -

33

Delta Ccllege is a su:cegsfﬁi Visible— and 1nnovat1v communlty college

—= |

——— e - . . : \

It cooperates with community agencies, fagulty and staff members are praud to: ‘

be in?olved, and students are able to select from a diverse 'menu" of formal

and informal learnlng opportunities. Stability andAcontiﬁuity have, been pre- .

sent at the board and pr351dentia1 levels, and financing has been morelfhan

i

adequate to enable the institution to be a leader in commumlty ﬁollege educa—”

o tion, A ”familyﬂ atmosphere has helped the ccllege avoid the typical "we-they't

relationships. 1In summary, Delta is a strong institution. It will be in-a -

good pcsition_fgﬁc@pe~with the pressures of the next decade if identified

challenges can be met. ’

People at all levels of £h€ college are beglnnlng to perceive the signifi-
cant challenges. More exten51ve needs -assessment in the community, establlsh—g
ment of funding prio;ities on the basis of program needs, staff devéiopment
to maintain the vitaligy of faculty and staff, clarification of administrative
‘roles, consolidation of data bases into an integrated iﬁfarmation:systém,:and

establlshment of a plannlng prucess seem to head the agenda far Delta. ~ The

institution may also face a need to CDdlfy more of its PDllCleS and procedures

in order to achievé clarlty and the prﬂper cocrdlnatlon necessary to plan the -
F . ’ . ] \ :
Q H : : . lll ) ’ {E‘, s
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" future in the face of stable enrollment, inflation and declining resources. .

v

The college defiriitely geéms to be up to the ;halléﬂge,

L ———
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- COAST COMMUNITY COLLEGE DISTRICT

-General DESCTlptan s

The Coast Community College District operates three community calleges:

and an open-circuit. television station along the coastal area of Orange County,

Calif@rnia,
There are méreithan half-a-million residents in thé.eight cities com-
. prising thé‘districf. It is reportaed that the system ranks number one in the .:
United States!with_ciﬁizén Qarticipation in courses ‘and community service
ag;ivitiesé Providing the pervices are two campuseﬁéseé colleges and a dis-

:rictﬁwide college without a}éampus. "Orange Coast Cbllege opened in 1947 in

“’*’tﬁe=cityfaf;ﬂg§2§€ﬂef% follawed in 1966 by the opénlng of Golden West College -

in Huntington Beach.. Coastllne, the college without walls, Dpened in 1976 to .
‘extend lifelong learﬁ;ng opportunities f@r-all ‘district res;dents. ¢

- which at any given time may approach 70,000 headcount in credlt cffér;ngs.
Community Service participations'number in the hundreds-of-thousands during a
fiscal jear; Totsl income and eiﬁenditures including capital prcject% and_

. auxlllary opératlgns afpraaﬁhi$70 million. 3ince no *ultlon is charged

-revenue has hlstnrical]y'came from distfict:taxes C40%); S;gte allocations
(39 ), federal (8%)+ and other scﬁrées completing the Ealance;.‘The state'-b
revenue PETCEﬂtage has now moved to approxlmitely 75% follnw1ﬁg the passaga

cf'Proposltlcn 13. The ﬁLJtlple thousands of students are sérved by a full—

time equivalent certifi cated staff of more than 1, DDD In-addition;_hundrgds

of claésified staff pro 1de suppnrt services. ¥

L4




The colleges and KOCE-TV provide offerings as diverse and comprehensive
as any to be found in the United States. The system is also representative
of the large multi-ﬁnit operations found in the metropolitan areas of the

" country. It is governed by a five-member Board of Trustees whose individual

H

terms run for four years.

Review

Operation of the disfrict wifhin piescribed baundgrieé is in_aég@%d with
Cal ifornia's Master Plan for Higher Education. Withiﬁ the servicgsarea;theré
are clear guidelines on the role to be played by each institution. A 'homé
c&llege“ concept is used té designate primary respon ”51biligy-far:each program
and the:EOHTSGS‘tomPTiSiﬁg the piogram. Courses ﬁithin programs may be
offered by sister ﬁclleges with permlsslon from the- college with primary

-'IESPDnSlbll;ty; All 1nst1tut10ns have comprehens;ve transfer offérlngs : HI

uvesgraphic criteria have been developed to establish boundaries for community

. service (non- credlt) offerlngs like a IECtUTE‘SETIES; Drange Coast aﬁd

Golden West are respon31ble far EVerythlng offered on. th31r respective cam- -
:puses and Gcastllne is responsible for all offerlngs in the system WhlEh are
not phy51cally locatéd on one of the two,_ campuses xceptlons will be by )

mtutal agreemsnt of the college pr351dent5 ‘with the concurrence of the

e — - ’ e

chancellor. . e o e

The chief executive employed by the board is the chancellor to whom all 7

ﬁhé college présidents report. The_in;uméent has been the §hie% executive siﬁce'
. 1963, gllustia;ing the staﬁélity=aﬁd éont%puityvgharaépé}istié of the Coast
'District;b Eoérd ﬁembérsvhéve been supportivej“actiVE-in Proféssiaﬁai associa- -
tlons, -and clear on the dlfference between gollcyﬁmaklng and admlnlstrat1on. R

a7 . 2

; The chancgllor has been expected to keepgthe system in, the forefront of tﬁe

2

=
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community college movement, an expectation translated into an acceptance of risk--

'taking on the partv;~ tcp administrators aﬁd the institutions. The colleges

patterns of orgaﬂization;
L e . , N ' . , ,
\ * The board meets twice each month to con51der 1Eﬂgthy agendas. Informa-

.
- Aion- sharlng may” consume- most of the meeting before action items are van51dered

iy

. In addition to:inf@rmatian items there will be a consent calendar, personnel

‘reports coded by«coliege, course revisions, textbook approvals, .approval of -
warrants, approval of bids.and change orders, authorization of student trips,

coﬁferehca attenéanze épprovals, salary schedule changes ‘and other items sub-

e

mlt ed by the chancellor on behalf of the calleges. In summafy, a Coast District:
board member ‘will be very well 1nformed regardlng ali aspects of district and

collegé ope:ations;

The district staff reporting to the chancellor is small considering the

- magnitude of .the operation. Included are the executive yice§:haﬁcéllor for

bu51ne55 a'Viceéchancellor-forREmplcyéei}elationSf a vice-chancellor for edu-

\
CEthHQI pisnnlng and vocatlonﬂl educatlon, the general counsel and dlrectors

fo: :nfpfmatian services, phy51cal fac11lt1es community relatlons and telecom-

1
1

-'\
. “munications. Theése 0ff1CEr5 comprise the Chancellor 5 Cab;net whlch is not
i =\ A
. alrectly\lnvolved in- pGllCY formulation. The Chancellor's Council wh*ch meets
{

on gailﬂ is. dlrégtly lnvolved in developlng pollcy reca,

mendat;ans. Membersh;p

e

~includes the key dlstrlct office administrators, the pre51dents and faculty

-senate chairmen from the chléges. The chancellcr also views thLS group as a

:
[ A

prlmary ”s@undlﬂg board" for new ideas.

The Eolleges utlllze groups 51mllar to the Chancellor s Councll as prlw
o . \
B mary pcllcy\reccmmendlng groups. Orange Coast has an Admlnlstratlv& Cabinet -

inc 1ud1ng 11\d1v151on chalrmen the deaﬂs, and represeﬁtatlves of the Faculty )

<
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Senate and the Associated Students. This group meets three times each month.

Golden West has a 20-member Callége Council which meet ~e every three weeks.

Included in the group are administrators, faculty mem ..», classified staff and
students.. Coastiine tias a 30-member, representative Advisory Council which
meets on the first Wednesday of each month.

senates both on the
R T Y L Vi

Reference. has been made to the role of the faculty
campuses and at the district level and a special note about an importantxtréﬁsi%
tion is in OTdET The system is involved for the flISt time in collective bar-

galnlng with the AFT as the agent far full-time faculty.and the California

*Teachers ASSOEi&tiOﬁ (CTA) as the: agent for part tlme faculty Theélattengroup

: becames the central group for CoaStllne since it has only 25 full-time teather:

and 11terally hundreds of part- tlme instructors. While the various:senate

decisi@nsmsking, 1979-80 is definitely a2 year of transitiOﬂ and uncertaipﬁyi

’*Cléssified staff are in their second year under a-negotiated contract, and this o

too is introducing a new dimension as bargaining cn wages is undertaken during

1979-80. These changes would be dramati¢ in any setting, but given the pést

%

success of the Coast District while maintaining informality, a sense of pride,
trusting relationships and a sense of '"family," the uncertainty is understandable.

‘f ¢ ‘One is driven to talk about pre-13 and -post-13 in talking about the

1 strict. Resources were abundant and innovation was‘en;ouraged prior to Prg—

u-

posltlcn 13, but fo]10w1ng the passage there was a. r;pple of 1nsezur1ty through—

_E

out fhe d;strlct There is Eoneern ab@ut'IOSS“Df local contral since state

: fundlng w111 now comprlse SG% or mnre of the révenue There was also a major’

concern about a reductlon in tatal revenue avallable to OpETatE the district.

 An expécted reduction of 15%‘during 1978-79 was actgaily_an 8% reductlon; The -

reduatlon led to some Ieduction in force p imarily through attrition, by not

116~
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.filling vacant positions, and through some persannél transfers within the

-

system. An expected enrollment decline in 1979-80 did not matérialize and the

expected decline in revenue may actually be converted to an increase of seven

or eight percent. Still when one considers the rate of inflation and the decline

in Tevenue during 1978-79, it is clear that it could not be '"business as usual"

1

ny.geod_idea’could be funded, there.

:

is now talk about pressure on reserves and re-allocation of resources: Where
once there had been a real feeling of "family," there is now the uncertainty

of collective bargaining results. An examination of the official response to

the dramatic changes should certainly be helpful to others who face similar

pressures.

Included in objectives set by the board for 1979-80 are the fcllcwing:

i. Increase reténtioﬁ district-wide by 10%

2. Achieve an ADA of 30,500.

3. Estéblish mutually satisfactgry'agreements with the A%% and
CTA.

4. Develop a comminity assessment proposal that will reéult in
curreﬁt data for future planning.

5. Prepare long-range (S-year) plans for KOCE and for Informa-

tion Services. .

6. Revise and update the Board Policies and Pr@:ed@rg; Manual.

Maintain and improve internal and external communications. -

P |

8. Increase the number of students in the television market by
15%. : A Y
9. Increase external funding for television activities by 20%.
B = I'

10. Develop additional contacts with high school students to

generate interest in attending community college.

117



Increasing retentiénr'communlty essment, plannlng, updatlng pD]’LlES and

procedures, enhanclng communication, proaet1ve resource’ developmemt d

recruitment efrstudents comprise the agenda for Coast and hundreds of community

;

«

~ colleges across the ccuntry. i . o f . .-

By virtue of its newness and non-traditional nature, Coastline may be in

the best pesitioe ee respendequieglg;tgi;be new pree;g;ggiiggntiﬁégggia-th§'
objectives fef_lé?QESDia It has beeﬁ involved in considerable eommunity 455€55-
‘ment durlng three and one- half years of operatlon. ;It is élss’natewotfhy that
Coastline was the flrst non- campue lnstltutlon to receive full dCCIEdltatlDﬂ |
by the WEStEIﬂ ‘Association of Schools and COllEgES. The organieatzon of the

serv1ee area into four admlnlstratlve areas wlth the '1line admlnlstratOTS Caeso—

C1ate deaﬂe) in the field, a mall reglst ation process utilized ,y tWQ-th;rds

Df the Students, the student average age Qf 38, the utlllzatlon af mure than
7OD part time 1n5tructor5, and the utilization of numerous eoﬁmunlty fec111t1ee
- combine ED give1CDastline an ebillty to be Elexlble aﬁd aeapt in ways that

: mere traditional eolleges are enable to reach. |
Drange Coast w1th its empn3515 on a flat organlzatlonel etrueture e;d
_wiﬁh stress placed on communlcatlen processes also has the ability to adapt
with changing prlor ities. The?changing priorities within the district .are

ralslng eeneerns, however, abeut what some refer to ‘as "Qver management" as a .

patentlal problem in the future. Given the fact that this was the first col-

—_—li ae e o= o= [ S e s

'iege and that many faeulty and staff members have been there for years, “it is

eesy to underStandrthe concern that future changes might,take away autonomy
and campus flexlblllty.
Golden - West reeently campleted a Teorganlzatlon which resulted in the'

.eliminatianref in Struct;onel lelSleﬂs and eonsalldated 1n5truct1@n 1ntc three

institutes of about S;SOO_FTE students each. The consolldatlen coupled w1th

- . - R i . : - . . -

. W
. . : . - P G
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exteeeiVe work in setting prieritiee 1eading up to the reddétion of resources
has preparee the faculty and etafF to understand the thruet 1dent1f1ed by the
Board objectives for 1979-80.,
Each inetitutien'ie‘ite own way has the ability to adapt to fﬁture pres-
. sures, but the ehellengeAie-goiﬂg to be how to egerdinete the efforts oe;e
iz" dietrietfeiﬂgﬁgeeieﬂ Each, of, the. eellggeeﬁﬁ%gg%gﬁﬁp

organizational clarity. They eleo have had the ablllty to fund “wish 1ists"

in the pasti Further, they have had eoneldereble eutonomy so that.decisions

couid be mede "close to the eetlon" in the words of the eheneellor " Given

relatlvely dlfferent eollege patterns ef development and glven preeent dis-

&

trict neede as refleeted in the ebjeetlvee, 1ntegfeted plannlng w111 become
more ;mpertent for‘the system. Related to the planning thrust will be the
‘need-e:develep information for planning and deeieion»meking, a"need recognized

by people at all levels of the eystem.

It shoeld be‘neted thet Codast has hed a eemputingAeenter since 1958, but

in recent years the,edﬁputing power availabie has not been fully utilized

-" for an'integreted information system. E ctensive computer eselsted instruc-

tan has been supported, hewever, partleulerly at the two eampue based eel—

1egeeiA Fereonnel at eeveral 1eve15.ere beglening to realize where the eyetem

°. has "missing 11nke" in information proeeee ng. It is likely that a.higher

priority. for- edmlnletretlve functions will emerge both in Teeponee to per=
ceived needs and to eeet the needs for- state reports which can be .used to
| ugeed edveetege as menegemee; teole within the district. A eomplete_informas
Atien eyeeem eould;eeeilfiemerge given the computing power, the wealth of
faveileble infBrm;tion and the pefeei#ed needAto integrate the eyegemi

There was a pleﬂnlng ‘task fermed fellow1ng the pasSege Df Propo osition:

13 and this group made an exeellent start in pr ration, ef 1nformet10n for .

. T . ° : :
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planning. However, with the availability of sufficient state funds to avert
[ ¢ : ' :

a major crisis, the need for planning moved to a lower priority and the group

became somewhat inactive, In addition, many units in the district and on the

campuses have done some planning,- but what staff members are perceiving as

L]

usual budget preparation activity.

There has been a district budget committee working in an advisory

relationship to the executive vice-chancellor for business. This 16-member
body involves faculty, staff and administrators from the colleges and the
television station. The group reviews the financial condition of the dis-
trict, conducts studies of selected operations, and stays in touch with legis-
lation which may have an impact.on the fﬁnding level. The "missing link" in
this activity, as.perceived by some participants, is a sense of priority on
what is desirable. The integrated planning process, suppoited by the inte-
grated information system, can provide the priorities sought by members of
thé budget cqmmittée. These elements will certainly be in pla;e-if the dis- )
trict reaches its cbjectiveé fa; 1979-80. If the paét sets the patﬁerﬁ for
the” future, actual budget-making will in itself continué to be a "eground up"
process from division-to-college-to-district.
| There is one major centralized function in this system which has created
so much individual autonomy for its colleges. The personnel function is
handled in the district office, -a placement which is likely to be solidified

with the onset of collective bargaining with the various employee groups. -
L
[ -

The system has a position classification structure and classified salaries
are determined from a district-wide table. There are five steps within each

grade of the wage structure and an employee reaches the maximum salary in




! - . . . . ) E 3 =
fauriand one-half years. ..Individual cla: ified eﬁployeeé do not negessérily‘
./ déscription. The district plaﬁs to conduct a position audit b; external
/ - evaluations within the miext year to determine the effectiveness .of the élgssia
/ " i . :
f 3 ficatioh_;tructurei
i Thegpersonﬁel office is directly in;olved in pésition anﬂQunceménts;;
v changés!in position descriptions, ;émplianée activity and in facilitating

the personnel evaluation activity. The procedures that are followed seem to

z

-
=]
(>

be generaily undérstood eveﬁ'thcugh allnpr@cedgres-have'not been included i
-;a handbcok or manual for general use. This‘uﬁdarstandiné is most likely
linked to the longstandlng "famlly" feeling and hlgh morale. *PropositiOﬁrlg'

and- the subsequent anxlety and the advent of" COllECthE bargalnlng will likely

=

push the district to fcrmalize in’ WTlting the procedu§35 to be followed in

.personnel matters. The fact that salaries and wages have been high ‘in the

‘. past would also seem to explaln the relatlv 5t bility, Faculty and-staff

members realize they have been in thé top 1D% for salarles and benefits in ' ;}
Callfornla commun;ty :ollgges a ranking sought through a "policy p051t10n"

taken by the board.

Related to good salar;es in attractlng and holding good personnel has

been a supportlve staff development prcgrama The program has util;zed the

many hlgher educat;on 1ﬂ5t1tut1DﬂS in the area. Emplayees are prov1ded-tul=

tlon and fee support and leaves w1th partial salary support in some case S,

Increas;ng ;nterest is also being expressed far more job- re&atéd, in-house S

=
° ]

‘p ramming The - 1nterest in mare In‘house prﬁgrams should help the dlstrlct

and the collegés cope w1th the pressutes of "the future by prnv;dlng for more

;nvoﬁwement on‘the part of employeesiat all 1evelsi :
Iﬂgreased 1nterest in the needs of peqplé has not bzen limited to facﬁIty :

- ‘and Staff.' Follow- -up surveys of students using a sampllng tevhnlque are




30 “ {

1ikely to be expanded if current plans are completédg There is interest at

all levels of .the dlstrlct in doing more communlty assessment, -in rev1ew1ng

to utilize what is d15c0Vered The district seams’to be moving from simple o

. PfomothH of programs, which has been successful, tD 1nc0rp0ratlon of a full N

--éi e . - :
marketlng cancépt whlch takes into accuunt the results of research done .

= . G FE.

within and outside the ;nstltutlonai

S

~ Assessment

£ ¥ — N : =

The Coast District:has b%enfstrangﬁand successful both collectively
Cdistri t) and 1nd1v1dually Ccolleges], and separate case studieé could be ' ST

wrltten on numerous 1nnovat10rs undertakén during recent years. Funding has. =~ ¢ =

been adequate, as ugmanstrated by the fact that the campuses are debt free

xaﬁd that saiarles have bee{ kept 1n the top- 10g for Callfornla communlty goL:

leges. Stability and IEadé hlp characterlze the top admlnlstrators andthe R

j_district has been baosted by a; praf3551onal and furward lonk ng board. _Cén= 
E;derable autunomy has,been delegated to the colleges affd this has bean appres' . -

clated by campus _persorinel. There-has been room" for consaderableacreatlvlty R
~ and risk-taking which in turn has led to the development of an ympres51ve I
array of iﬂstructi@nal oppartunitiés, stadent serv1ces and cammuﬂlty services.
) : ' . u [ A

The district 1ssnow faclng unprﬁcedented changey hnwever; as a result of

of. collective bargalning - : ’ Lk
The board has recognlzed the challenges of the._ future in creatlgn of VU

) *# 4 * R : LT

iébjeéthéS for 1979 80. Commun;ty assessmentr lntegration of an 1nf§rm§t10n

- P )
- < 1 * : ~_, o

.System, develcpment Df a planﬁlﬂg Pracess ta 1nv01ve opezatlonal unlts 'f S

Praposition 13 'cind the adv’

_;1

'updating pollt;&% and procedur?s, focus on‘rEcruitment'and retentlan of S

,‘ .-.' ;‘__if_i;: L:_- ,Z£§£§ fb. fjv“?.vﬂ' 'an:;};vj

student53 and wcrklng to marﬁfaln and enhance cnmmunlcatloﬂ dur;ng a tlme of

ERI
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transition ﬁémprise an -exciting agenda for the future. The Coast District
is uncommonly well prepared to face these challenges. What it must do is to

follow through on identified_paths for the future.

[ S L s _ .
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EXHIBIT I

MANAGEMENT® FOR PRODUGTIVITY

Work

_Underway

Case-5tudy Questions ) ‘ ‘ B __Yes _No

10.

.15,
N 16i

-17.

. Are there clear service-area boundaries?

.ll;

e

Do you have ﬂngging processes in place to determine
educational reeds in the service-area? . -

Ts the Eollega (district) missioén clearly defined? -

[ o

Is theqmissign based on needs in the service-area? ___ - -

you have evidence that college (district) .
la

Do
employees are éommitted to the mission? -

U

o you have clearly defined college (district)
oals?

1]
I

|

|

I

Is the organizational structure clearly defined? - ' _

Is program devalapment based on needSEassgssment
data? o _

@

Are the manpower needs of service-area employers

well understood by college (disttict) staff

‘members? : ‘ o —

Are community advisafy committees invalvgd in the

develapment and evaluation of programs? : .

Are there regular efforts exténded to determine
the extent to which constituencies have been

'satisfied? ) = . : . . 'v _ | o _

"Are ccllége policies and procedures readily . ) : .

available to all employees? ‘ ’ e

':Isiﬁhe process of gﬁvernaﬁce cléaﬁly defined? - .

;_Are the varigus administrative roles clearly

defined? ' AR o ) o e o
Do you have a systematic planning process in R . v
nperatinn? ~ ) : e , —

Are resaurces allocated on the basis of systematic

planning? . . , . » N _ 7?

Does the plaﬁning’pfaéess-exténd beyond the bounds

' Ef@nne fiscal year? . - v - T

Are the effarts nf the vgriaus units gf the Ecllegg -
(distfict) cagrdinated to move the institutign

',:taward gcgampiishment of gnals? . Do ,,b;;ii




. Cagse-5tudy Questions
- Page Two

7 Work
Yes __No . Underway

19, Do you have position descrirtions for all

employees? . . : : . e o
"20. ‘Do you have a process .for the apprainal of
individual pgrfarmancé?_ , I _ —
21. Do you have a clearly understaad palicy on salary
and wage administration? : e —_—
22, Are ffcr ts made to relate costs to benefits or
outcomes? . o , , — o
23. Are processes in place t - determine whether :
or not events conform to plans? . S
24, Do you have a msﬁagémenﬁ information system which
provides appropriate and timely infutmatiaﬂ for
decision-making? e e _
25. 1Is there a "positive régatd" between the CEO and
* the board? - _ -
26. Are college administrators aware of the extent to
‘which they establish the organizational climate? _ _
27. Are participative patterns of leader and group
" behavior EnEOuragéd? : » 5 . o
28, Are high standards get for individual and college -
unit performance? e _ .
29, Are Persoﬁﬁel systems viewed as satisfactory by
employees? | ‘ . —
30. Do employees experience high levels of job _
satisfaction? . , e ——— :
31. Are there szaff‘devélﬁpmént programs for all
' emplﬂyee;grﬁups? . ] o
32. Is’ Lhefe an QrganiSEd marketiﬂg or public relaEiDnsrbw>ﬁk:lewhlﬁr ,,qu;ﬁTﬁ;ﬂ*;mm;g:
- pragram? ) \ L S R S o
33, 1Is the cﬂllege (district} praactLVE in resourc _— . -
. dévelopment? . A _ o —
:SQE_WIE there infarmatian available régarding student _
_attritian ratgs? - . .

. Are effufts being extended to reducé student

‘yfaﬁtritiaﬁ? . R %ﬁ” ": - 4*'*': | ——




Case-Study Questions
Page Three

. . Work
Yes =~ No  Underway

36. Is the college;Cdistrict) collecting evidence of
student learning? _ o o N -

37. Do you conduct follow-up studies of graduates and

former students? . _ I

38. Ave there cooperative ventures with other community

agenciea? , — s -

39, Are efforts extended to measure efficiency? .

El

40. Are efforts being extended to increase productivity? | .
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