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.+ During the past- two decades, community- colleges have j
vigorously pursued the expansion ¢f mission and clientele. However, N [
resulting increases in student numbefrs, services, and facilities have’ f
not. been/matched by additional local, state, and federal revenues.
This tension ween continuing expansion and available resources,
along.with increased public concern for academic standards, high o .
rates of attrition, and limited transfer’ rates have caused many
administrators to search for more efficient ways of accomplishing
‘current activities and to rely upon technolog1ca1 solutions. Instead,
. they shopldéevaluate the relevance of their activities to a changing
externﬁ%'env1ronment -and alter practices wliere necessary to preserve v,
N institutional integrity. In the next decade, educational leaders w111
" #heed to addreds-three key issues: (1) an increasing 1ncompat1b111ty
and tension between adult education and community service missions
and transfer and occupational education-missions; (2) problems ‘of .
defining, measup1ng, and ma1nta1n1ng educational quality given fixed N
or declining resotirces;” and (3) an ingrfeasing faculty unwillingness
to commit themselves to administratively defined pr1or1t1es when
their chances of success as teachers are declining. These issues
center on institutional integrity and quality rather than o
institutional diversity and quantity, and require the- estab11shment
of and commitment-“to commuhity-based pr1or1t1es. (HB) . ;
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' The" Community CoHege\\n the Eighties:' _ {
N " Time for Reformation . -
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Cur- task as set for us by Jack FulTer is to.address. the issue, of

%

+ whether changing sfandards represgnt renaissance or respite. I will argue
that ne1ther of these two a]ternat1ves is an appropr1ate description of -
current circumstances. Rather, I will suggest the need for reformat1on

if the .values important to us in the past are to survive into the 21st

- - — .

Century.

Curing the past two decades,'cpnmunity coi}eges_have vigorously pur-’
sued the expans1on of mission and c11ente1e We have operated under the
assumpc1on that numbers and diversity wou]d traﬁslate into po]1t1ca1
sypoort and dollarg. The events of these decades have Teft community
co]leges with more part-time students who require the same serV]ces as

. %u]l-time\students, but whe do not generate the same revenues; with

' increasing numbers of remedial students whose previous educaticnal attain-

\\>T::> ments make them more costly to serve effectjvely; with a growing diversity

. | of expensive serv1ces such as child care centers, expanded financial aid
off1ces, tutors and 1earn1ng centers; and with greatly éxpanded delivery
systems including colleges w1thout walls, teﬁkv1%non med1a centers and

other techno]og1caJ and.human»resource commrfments. Th1s exp10s1on of

ES S

-c11ente1es services, enrollments and‘jfl1very systems has not ‘been
matched by correspond1ng comm1tments of additional dollars from local, h
state or federal source;’ ‘Increasing adm1n1strat1ve costs, reduced

student serv1ces and the increased use of 1o‘pa1d adJunct facu]ty, all

,o prov1de ev1dence of adaptations adm§n1strators have had to make as the tens1on

. 2 .
4 '

-
2




‘e
Ay

between continuing expansion and available resources has increased.

0f equal

" ‘Resource constraints are only a part of the picture.

importance has been the changing public attitude toward academic stan-

dards. ~The expansion of access to postsecondary education was under-
gdrdedibyfthe assumpt{on that providing equal opportunity would reduce
o social and economic inequities We soon'dearned howevel, that /?
o d1f?erences in soc1o econom1c background prev1ous educational preparat1on,
mot1vat1on and a-host of other, factdrs produced an unbelievably high
rate of attr1t1on among the new student poputat1ons Hhen remedial
courses failed to 1mprove success ratios, we redef1ned the cr1ter1a for
- -success. Students we satd were better off if they attended a commun1ty
éo]legekwhether or not they grﬁduated: Earping a degree was secondary
T to the real purpose of the community co11ege which was to,devé]opp
eyeryone to h*s h1ghest 1e9e1‘of pdtentﬂa1 As the emphasis on degree | .
atta1nment began to shift, we created more and more courses for peop]e

we saw. as 1ncapab1e of pursuing the traditional curr1cu1um. Concurrent]y,'

the standards to pass a given caurse Or even to attain a general associate

v

degree, began to change also._ -

The consequences of tweuty years of evolutionary change in academ1c

)

1_standards are only. noW'becom1ng appangnt Concerns have been ra1sed about
s
the limited numbers of students who transfer from community co]]eges

1n some states, as‘we]] as the1r performance after. transfer Some states~

4

.have a1ready adopted requ1rements for test1ng the 11teracy sk111s of -

L]

stude ts entering the junior year "of co11ege or app1y1ng for. a 11cense

after comp1et1ng a four-year degree . E
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- Much of the current confusion about mission and identity stems from

this new emphasis on achievenent Minorities are beginﬁ;hg to raise, with
some insistence, the question of access to what?” Leg1s1ators are demon-

E strat1hg Timited to]erance for educational inflation where students attend
f 'schoo] for longer periods of time to ayoid downward social mob111ty. Those
5 who earned degrees when the possession of such credentiais imp]ied both, a

higher 1eve1 of literacy anF enhanced employment opportunities have become

. <

disenchanted with a system that producej‘credent1a1s guaranteelng ne1tner,

“sand-with increased pub11c costs. Of course, the roots of many' of these
problems lie beyond cormunity colleges, but their impact does not. n

. When community colleges enro]]ed less than 20% of the students entering
, we
higher educat1on and were most]y small 1nst1tut:ons supported by local

taxpayers, many of whom had asp1rat1ons for turning them into four-year X

N institutions,'their presidents and boards were free to pursue any miss1on

3

that captﬁred their imagination and that was not forb1dden by the genera]]y
penn1ss1ve Tegislation of the times. But, community col]eges have been )
"so successful ahd Kave become, so important.a part’of the postsecondary”

picture that they are not tonger being permitted to define their own .

8 o . [
. -

priorities ‘and directions. The external environment has also changed. °
From surplus we have entered a period of scarcity. Accustomed-to growth,

we hayé attempted to foﬁésta]J stabilization or even decline of enrcliments
by seeking ney clientele. 'Many of the'new c]ﬁentele have prob]ems”Which
make them more* ekpensive to" serve effectively. Public poficy'makers have
not been as enthusiastic éBth our pursu1t of new clientdle as we have been

A\ ]
©

- Consistently, they have refused to prOV1de us w1th the add1t.ona] funds we
have requested. We have responded by seek1ng greater efficiencCy and 2

- I's -

product1v1ty
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Se]znick describes the responsible leader as one who.avoids both
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opportun1sm and,uinp1an1sm He defines opportunism as the gursuit of -
immediate, short-run adohntages 1n a way inadequately contro]]ed by
. considerations of principle and ultimate consequence. By contrast,
Jutopianisn hopeS'to avoid hard choices by a flight to fantasy: Selznick
said, "Utopian‘wishful thinhing enters when men who purport'to be - -
institution 1eaders're1y on overgeneralizedfpurposes to quide their

decisjons". He is also Critical of leaders who hope ‘that the solution
‘of'technical proolems will solve institutional problems and Yescribes
“ o Cy e '

thesreliance on technology as another manisfestation of utopianism.
. t
- Why do responsible 1eaders need to avoid opportunism and utopianism?

i1 L According to Se]zn1ck the fa1]ure to avo1d these two extremes carries

with it.the risk that 1nst1tht1ons w111 not accomplish necessary adapta- l

{

tions during per1ods of cﬁange, and as a resu]t w1]1 become attenuated
. [
. and confused By attenuat1on he means that organ1zat1ons do not establish

a d1st1nct1ve purste but. rather become vague and abstract and thus unaole'
to 1nf1uence deep]y the work of their staffs and operating divisions. He
sees this happen1ng when "the formulation of 1nst1tut1ona1 goals 1s.an

. o .afterthought, a way of rationalizing actiyities,actua11y resulting from ,

ey

opporturistic lines of decision”.,
. %

One of the examples that Selznick used to point out the_proo]ens_of -
. - -image and mission*éiar{ty“was the community co]ﬂege. Clearly, our insti-: ; -
‘ - tutions have some reasonab]e claim to be1ng descr1bed as opportuantlc The
. o use of market1ng concepts has been advocated as an approach for ;deqt1fy1ng

new d]ie@teﬂe and. as a way of positioning the Jinstitution ta respond jn

L

the needs af these new groups. When confronted with the_growing scarcity
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«0f rescurces and the problems of serv1ng a7more diverse clientele effec-

't1ve1y, many adm1n1strators have suggested that these prob]ems W111 be

resolved by technology. Increasing product1V1ty has also been seen as . /
an important response. Those Who'havefadVOcated technology and productivity

as responses to-current issues may wish to ponder Selznick's admonition

>

that tne search for more eff1c1ent ways of accomplishing current activities
may over1ook the need to eva]uate the relevance of those act1v1t1es to a

changing external environment: 1
An issue for all administrators is whether they will choose to pursue

' S

greater eff1c1ency 1n current pract1ces or attempt to exert 1eadersh1p to

-

alter practices where that is necessary to preserve institutional integrity.

Within the context of this larger question, I gefieve we will face three

key issues-in the next decade. ¥ ), ,
A q . - . - ) +
The community.college appears at a historic crossroads in terms of

its mission. One route leads to the folk 'school, organized around the

needs of adu1ts .and focused on cultural and vocat1ona1 int8rests not

-

requ1r1ng degree atteinment. The second and more historic route 1nvo1ves
)ut b

concentrat1on on programs and serv1ces de51gned to assist students attain

the baccalaureate degree or entry to an occupat1on that :could not have

3

been attained without education beyond high school. The extent to which

these two directions may be incompatible is evidenced by tensions which ’

- . re »
current]y surround d1scuss1ons of community co]lege mission as described -~

in the recent Brook1ngs Inst1tute Study by Breneman and Ne]son 2

‘L, . ) .

— -
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1Se]zm’ck, Philip Leadership in Administration. New York: «Harper & Row
-Pub]ishers, 1957. Chapter 5. - -

vt -

2Breneman, pavid and Nelson, Susan Fipancing Comnun1ty Colleges: An Economic
Perspective. MWashington, D.C.: Brookings Institute, 1381.
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Closely regated t0 the issue of mission c]ar1f1cat1on is the prob]em
of defining and seeking qua11ty. The quality 1ssue is. confused by the
lack of generally accepted measures of its presence or its absence.

- Qua]iuy thus be comes something that everydne can claim because+no one
can identify. At 1east' that is how community colleges have ;ealt wath
. 1ssues related to qua11ty during the past two decades. Now, however;
there are pressures to equate quality w1+h ouftomes. Most businessﬁen
and legislators would argue from personal.exper1ence that given fixed
i‘resources, numbers and qua]ity vary inversely. That is, the more you
do of anyfh1ng, the less likely you are to do it well. Increas}ngly,
there is concern about the ability of the communlty college to do all of
the tasks it has undertaken -for all of the clientele it has identified
with-a resource base that in mosf’states is e1ther f1xed or declining
in terms of constant dollars. Th1s issue has deep]y d1v1ded faculty and
administrators. Many facd]ty believe that the transfer function and
« career edueatioﬁ should be core concerns. They do not agree that mission
expansion. has Jbeen accomp11shed w1thout*dec11nes in quality and they
) refuse, in 1ncreas:ng numbers, to: support new institutional pr1or1t1es
The quality-issue leads very natura]ly to a third concern that
surfaces often in discussions among eemmunity college administrators.
Decreasing numbers of faculty are willing to comn{t themselves to the .
achievement of administratively de?\ned prigrities. They have more studénts
who have more‘sertous defieiencies and they are often'eXpectéH to teach .
pmhenleffeétively yfth fewer resources. Faculty question their Opportuni-.
ties for success as.they define ie)and find the odds against themt

. lengthening.
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Bob McCabe ‘of Miami Dade d1scussed the problem in an intérview
last Fall -published in Change. "I wouldn't know how to deal w1th a class

if 1 had people readirg on a fifth grade 1eveT\who are try1ng to compete

A2

in a co]]ege level tlass, 1 don't think our faculty dg e]}her. We
discouraged nany good faculty by putting Ehem in a position where they
" really cou1cn t do a good job. If there is anyfhing that can ruin an
1nst1tut1on, 1t is taking away from faculey tb; ab111ty to succeed"

Fran my perspective, the issues of the e1ght1es seem ]1ke1y to
cengLr on institutional rntegr1ty and quality rather'than 1nst1£df1ona]
diversioy and quant1ty The quest1onxoften asked today 1s, "How do we
get mQre- money ito carry out our mission as we want to expand it.

Perhaps the time is near when we may wish to ask 1nstead "Given available

)

resources, what priorities should we establish to make certain we do well
those things that are most 1mportant to our commun1ty7" *This line of

inquiry could eaS|1y ]ead to some very d1ff.cu1t decisions center1ng on -

such questions as: . '

1. Is the commun1ty college pr1mar11y an educat1ona]
1nst1tutzon or should it assume more of the character
of a social welfare institution?

2." 1Is it better to serve everyone to some minimum leyel
or to serve specific constituencies with a defined
level- of excellence? . ’

3. "Should priorities be estab11shed by administrators and

Uﬁ@boards based on their values and preferences or should
facuTty va1ues and preferences receive more attention o
. 1n the interests of improving quality of 1mp1ementat1on7

f%ese -are important quest1ons and the answers are by no means obvious.

The issues “they represent have deveboped over more than two decades

]

. and they are not 1ike1y tofrespond to the~qu1ck -fix. Adm1n1strators

L &3
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* who choose }eadership roles in confronting these issues will need patience

and a 1ong view of jthe historical forces at work.
.

These are not the k1nds of issués that ﬁpreshadow d rena1ssance“

57XV

Nor do ehey necessar11y 1mply a return to the dark ages of ignorance and

\

v restricted ooportun1ty. Rather, they suggest the need for reformation.
1 hoge you will view the challenﬁes they present as a manffesto-figurative]y
nailed to the front door of g ery communiﬁy'college in the country. It
may wel] be time to cease the sale -of indulgences to special interest
groups in our commun1t1es under the rubr1g of market1qg and to return to the
. tted rock moral ‘and educat1onal pri:;}t1es tﬁat gave rise to the flowering
' -of our community colleges during the past two decades,
! Thank you. . . -
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