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Editor’s Notes

Stabilizing enrollments and dwindling resources have signaled theé
close of the period of growth that characterized community college de-
velopment in the 1960s and 1970s. Now cost effectiveness-—using
scarce resources to maximize the social and economic benefits to indi-
viduals, organizations, college districts, states, and the nation in return
for investment in education —is the watchword. With resources grow-
ing tighter anc enrollments predicted to decline significantly, faculty
and administrators have responded by initiating planning, rescarch,

" and program reviews in the hope that such processes will assist them in
making decisions about the future. New concepts such as “downsizing”
(reducing number of students) are receiving increased attention, and
difficult questions related to such factors as size, quality, effectiveness,
and impact are being asked with i mcreasmg frequency. Is quality syn-
onymous with growth? Is reduction in force a sign of weakness? Is it
possible to reduce enrollments, staff, and programs whllc upgrading
quality and effectiveness at the same time?

Opportunity is implicit in a condition of adversity. Hard decisions
can be made about programs and services in a period of declining re-
sources when change occurs through a process of substitution rather than .
addition. New prograns can be substituted for outdated programs, re-
sources can be allocated and reallocated on the basis of careful decisions
about the merits and demerits of specific programs and staff, and a
strcamlined mission can be substituted for the comprehensive mission to
limit the objectives of the college in a faltering economy. Facing a condi-
tion of austerity, community colleges can develop new visions about the
future to guide the allocation of resources. To accomplish this task, fac-
ulty and administrators will need to pay careful attention to the impacts
of the college on its consitutencies, particularly the role that such impacts
play as a force for social and economic mobility. The community college
in the 1980s can and should become a cost-effective institution coneerned
about the impact of its programs and services on the constituencies that
it scrves: students, busmcss and industry, community organizations,
unions, and agencies of statc and federal government, to name a fow,

Impact Defined

Little is known about impact and its meaning and utility in com-
munity college education. Although a sizable body of literature has been

ERIC oy

Aruitoxt provided by Eic:

[




2

produced with respect to student and institutional outcomes, little has
been written that focuses exclusively on the social and econoniic benefits
of community college cducation. What, for example, are the effects of
two-year college degree and nondegree programs on an individual’s
carnings, employment, and social development? What are the cost
benefits to business and industry of labor training programs offered in
community colleges? Do states and localities experience direct economic
benefits as a result of community college programs? What are the social
and econormic benefits to agencies of government— national, state, and
local —associated with investment in community college education?
Does community college education improve social organization through
absorption of unemployed and indigent groups in the population? What
is the relationship of community college programs to economic dev clop-
ment in a recessionary economy?

Thesc and other questions refated to social and economic impacts
of the community college are the focus of this volumne of New Directions for
Community Colleges Most studies of impact conducted in community col-
leges —for example, economic impact, student follow-up, and socio-
economic impact studies — focus on benefits produced by the college in
relationship (o specific constituencies. Impact, however, is a reciprocal
process. Two-year mstitutions are a receptor of impact produced by
other orgamizations such as agencies of government and industry, as
well as a producer of impact with these same or ganizations. To the ex-
tent that the college is both a producer and receptor of impact, a bifocal
definition of impact is employed in this volume. Impact is (1) the sum
total of outcomes or benefits produced by the college in rdationship to
spedific constituencies through its programs and services and (2) the ag-
gregate o” olicies, programs, and needs generated by external ageneies
that shape the flow of resources to the college and thereby determine its
mission and goals. .

The value of impact data lies in its use by community college fac-
ulty and administrators to address both strategic and operational prob-
lemns in the college. In the strategic context, impact data can be used as o
basis for improvement in the positioning of the institution with funding
sources through knowledge of the benefits produced by programs and
sgrvices in relationship to important constituencies. They can also pro-
vide a foundation for change m institutional mission and goals through
knowledge of the impacts forthcoming from programs and policies ini-
tiated by external agendies, In the operational context, impact data can
be used a guide for decisions about the allocation or reallocation of re-
sources to programs and services through knowledge of the benefits pro-
duced by the e units with specific constituencies. Both dimensions are of

’ j- ()
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critical importance to faculty and administrators as they contemplate
revisions of the institutional mission and goals, the program and service
mix, and relationships with constituencies.

Overview of Chapters
{

In the chapters that follow, knowledgeable contributors examine
the concept of impact, each from a unique perspective. The chapters are
arranged in a serial order, beginning with the analysis of impacts pro-
duced by the college in relationship to specific constituencies such as stu-

ms, business and industry, and the community and moving to the

RIC e

consideration of impacts generated and experienced by the college in rela-
tionship to external agencies suich as siates and the federal government.
The volume concludes with chapters aimed at consideration of the com-
mitmerit required from faculty and staff to enhance or improve impact
and techniques that can be used to measure impact in the community
college’s organizational setting,

Research on the impact of college on students has been a subject
of continuin‘ interest among community college faculty and adminis-
trators. Most colleges conduct follow-up rescarch on students, but
analyses of the relationship between costs and benefits in community
college education have been few. Dorothy Linthicum in Chapter One
describes the social and economic gains experienced by students en-
rolled in community colleges. Benefits are viewed as a function of invest-
ment in education with variation in the rates of return experienced by
students categorized according to age, sex, major field, employment his-
tory, anddegree objective. Community college education is shown to be
avaluable investment in terms of the linkage between the costs of educa-
tion borne by students in the present and economic and social benefits
experienced in the future.  ~

In Chapter Two, Timothy Fidler examines the impact\ofc\)n(]mu-
nity college programs on business and industry through the preparation
of a tiained labor force. Although industry and education have long
been partners in the post-secondary education enterprise, he concludes
that new linkages between industry and education are necessary if com-
munity colleges are to provide leadership for change through programs
for labor and industrial development,

Assessment of the social and economic benefits of community
college education to the community is the topic addressed by James Gol-
lattscheck in Chapter Three. Case studies are presented for three col-
leges to provide concrete examples of how impact studies can be con-
ducted in the constantly changing environment of the community,

1
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Benefits are described as direct or indirect, depending on the relation-
ship between resources and outcomes generated by the college. Com-
munity colleges, with their unique commitment to serving the needs of
the community, must be concerned about the cost benefits of their pro-
grams to individuals and groups. Planned, coordinated programs that
assess the local social and economic impacts of community colleges con-
stityte an important tool for putting information into the hands of deci-
siom\makers. - ; i

The next two chapters consider impacts generated and experi-
enced by community colleges in relationship to agencies of state and
federal government. Impact, in these chapters, is examined froin a two-
fold perspective: (1) the benefits of two-year college programs and ser-
vices offset against state ahd federal agencies and (2) the impaet of state
and federal policies, programs, and initiatives on community colleges —
partl(uldrl) on the ability of thesc institutions to perform their unique
wmission. In Chapter Four, Paul Wing presents.a description of emerg-
ing relationships between community u)llcges and state agencies and
delincates a number of strategies that can be used by community col-
leges to improve their impact with state agencies. Joseph Cosand and
Mary Jane Calais consider the same problem in Chapter Five, but focus
‘on impacts at the federal lével. They suggest that community colleges
have been negligent in putting forward vital inforr:.ation that can be
used by agencies of the federal government to improve the allocation of
resources to college programs and functions and thereby to improve in-
stitutional impact.

The ability of a community college to generate meaningful dia-
logues with various constituencies is largely dependent on the morale
and commitment of its faculty and staff. A college opera ing with a
dispirited faculty, tired administrators, and disinterested board of trust-
ces cearly will not be able to achieve maximum impact in its relation-
ships with students, business and indus.ry, the community, and agen-
cies of government. Alfons Vean Wigk examines the relationship between
Job satisfaction and impact in Chapter Six. He concludes that changes
in the approach to management are necessary if community colleges are
to maximize impac* through imnproved levels of job satisfaction among
faculty and staff.

In Chapter Seven, I pull together the various threads that relate
to impact and present & model for assessment that can be used by faculty
and administrators to improve the program of the college as well as to
improve the positioning of the institution with multiple funding sources.
The volume concludes with a chapter by Jack Friedlander indicating

Q 12
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reference sources that can be consulted in relationship to the study of im-
pact in community colleges. ‘ )

Enabling faculty and administrators to weigh and sift the evi-
dence for various development alternatives, impact me res are a
critical ingredient in shaping the future of the institution. An institu-
tional data vacuum invites external intervention and domination cither
through an imposed plan or ad hoc legislative decisions. A carefully
defined plan for assessment of impact invit=s external support and coop-
eration rather than control. Community colleges should, at the very
least, know more about the impacts of their programs in relationship to
students, business and industry, the community, and government agen-
cies than external agencies do. At the same time, they should be cogni-
zant of the impacts of external agencies on the flow of resources to the
institution. The assessment of impact provides one method for collec-
tion of this information and ensures the continuing progress of commu-
nity colleges toward their stated mission and goals.

Richard L. Alfred is assoctate professor
of higher education and director of the
communily college program at the
University of Michigan
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Economic gains experienced by students .»
commtg_m"t}': colleges cutweigh the social benefits

of education, but the extent and direction of change
15 a function of student decisions in the realms of
education and career.

Does Community College
Education Produce
1 Students?

Dorothy S. Linthicum

In the college boom years of the 1960s and carly 1970s few questioned
the value of college attendance. A college degree was the passport to the
future, the good life that had escaped many who grew up during the De-
pressioft and war years. There were almost unlimited Job opportunities
and a high degree of social mobility for those with post-secondary edu-
cation credentials. Study after study showed that not only students but
also socicty reaped great rewards from the continued expansion of
higher education.

The 1980s arc a new decade characterized by a new set of
variables. A college degree is no longer an ironclad guarantee of a good
Job or social mobility. Students have exhibited their frustration by
demanding “relevance” in courses and programs as well as demonstrable
linkages between postsecondary education and the world of work. In a
depressed job market, traditional approaches to cost-benefit analysis are
no longer applicabl~ because the relationship between costs and benefits
are not always direct, especially for degree holders in the soft sciences.,

\‘1 U Ared b d Yy New Direetions for Communily Golleges  Insututional Impactt on Campuys, Communtty
l: lC‘m!Iluﬂun(numwln na 38 SmFranGwo Jouey Bass, June 1982 7
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One segn.ent of higher education, however, has been able to ad-
just readily to the new economic realities. The same flexibility that
allowed community colleges to open higher education *» new segments
of the pupulation has been used to alter programs and adjust priorities to
meet changing student demands. Factors of low cost and geographic
accessibility have kept the economic benefits of college attendance on
the plus side for most students. In addition, many students have bene-
fited directly or indirectly from the social and cultural aspect.. of commu-
nity college education. While acquiring skills in accounting, dental hy-
giene, automotive technology, and related technological programs, stu-
dents have broadened their cultural awareness and discovered new ways
to contribute time, energy, and knowledge to community affairs. The
objective of this chapter is to examine the economic and social changes
occurring in students as a result of, or in relationship to. college atten-
dance. The economic gains assoczated with community college enroll-
ment will be described as well as the social benefits to students through
interaction with the college environment. The chapter will conclude
with a statement of student and institutional roles in the educational
process if the two-year college is to have a positive impact on students in
the educational, social, cultural, and economic realms.

Economic Gainr znd Community College Attendance

The primary cconomic drawing cards of two-year colleges are
improyed employ ment opportunities and increased income. From these
two benefits derive other economic gains that directly or indirectly affect
students’ lives.

Better Employment Opportunities. The legions of new students
entering community colleges in the 1980s are mot ¢ pragmatic than their
counterpatts of the 1960s. The students of the 1970s and 1980s exhibit a
tendency to dite job-related reasons for college attendance in contrast to
personal goals. A statewide follow-up study of fall 1972 first-time
students in Maiyland cornmunity colleges (T'schechtelin, 1976) showed
that 34 percent of the student population entered college with job-
related goals. A related follow-up study of 1974 first-time students in
Maryland community college (Tschechtelin and MacLean, 1980) show-
ed similai results. These surveys are important because they indude not
only two-year college graduates, often a small percentage of the total
student population, but also nondegree students that may account for as
much as 80 to 90 percent of the student population in two-year colleges.

A similar trend in entering student goals can be observed in

-
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other states as well. A survey Ui 3,500 students enrolled in five Connecti-
cut Regional Comvuunity Colleges in fall 1981 showed that the primary
reasons for college attendance were to prepare for a new job (74 pereent)
or to upgrade skills to a present job (17 percent). Only 7 percent in-
dicated their primary reason for attendance was to obtain a general
education (Holt, 1981). Itis significant that students are able to achieve
both career and vocational goals through enrollment in community col-
lege prograrns. In a survey of 1977-78 two-year graduates in Hawaii,
approximately 88 percent of the respondents were either employed, in
— - school, or both (Survey of Fall 1974 Entering Students, 1979). Not surpris-
ingly, business attracted the greatest proportion (86 percent) of the -
graduates who were working, while liberal arts had the highest propor-
tion of graduates (73 percent) continuing their education. In addition,
| 23 percent of the graduates were working for the same company they
were employed by while they attended college, and half feit their jobs
were related to their major field of study.

In a related study, Tomsic (1979) found that 77 percent of a
responding samnple of 1978 graduates of Lorain County Conununity
Colleg in Ohio were employed, 28 percent were enrolled in a college or
university, and 15 percent were both employed and continuing their ed-

“ucation. Most of the employed graduates were working fulltime, and 6u
percent held positions directly related to their major field of study. A
study of the 1979 graduates of New Hampshire Technical Institute
revealed that 78 percent were employed fulltime, while 11 percent were
continuing their education fulltime. Only 5 percent of the graduates
were still sceking employment (1979 Graduates Placement Report, 1980).

Although numerous studies and reports can be cited in support
of the relationship between comnmnunity college education and improyed
employment opportunities, variations in this relationship can and do oc-
cur. A major reason cited by older students (twenty-five years old and
above) for college attendance is dissatisfaction with their present jobora
desire to learn skills appropriate for a new career. Approximately 85
pereent of the students reponding o a follow-up survey of 1978
graduates of Illinois community colleges expresscd satisfaction with cur-
rent jobs aftér community college attendance (Kirby, 1980a). Increas-
ing numbers of students are beginning to discover, however, that skills
Jearned for one area of employment are easily transferable to another.

’ While 60 percent of the Lorain County Community College graduates

9

o

held positions directly related to their major field of study, for exarmnple, -
3 40 percent found jobs in related or unrelated fields (Tomsic, 1979).
Students also question the need for additional education. Will

!
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atiendance at « two-year college open a new level of job opportunity?
Will the benefits of completing an assuciate degree program outweigh
the costs, fall short of the costs, or represent an even exchange? Will the
assouctate degree represent a dursble commodity un the career market or
will cunstant retraining become necessary in response to technological
change? Almost one half of the employers responding to an employer
fullow-up study at Howard Community College (Maryland) indicated
that the jubs held by comimunity college graduates required an associate
degree (Nespoli and Nair, 1979). An additional 23 percent of the
ciployers indicated an associate degree was preferred for employment
while 90 pereent rated the training of the graduates as adequate or more
than adequate. All employers said they would hire another Howard
Commumty College graduate. In a similar study at Moraine Valley
Community College (Illinois), regional employers rated graduates good
or excellent in skills, quality and quantity of work, and overall suitabili-
ty and attitude (Baratta, 1977). About 85 percent of employers also said
thev would hire future graduates.

Differences continue to exist between male and female commu-
nity coliege students in terms of their emnploy iment and earning potential

in spedific career fields. In a follow-up study comparing male and female
graduates of Gateway Technical Institute, DeVuyst (1978) found that
respondents tended to graduate from either nale or female intensive
fields. Women also averaged 25 percent less in wages than men and
started at lower salaries. In addition, fewer women were involved in the
job market than men usually because of family responsibilities. Com-
munity colleges seem to have only minimal impact in changing the tra-
ditivnal sex roles of some vecupations, especially in the health frelds, and
in steering students into unisex career paths.

Higher Income. Community college education is one way that
people can invest in themselves. By paying educational costs in the pre-
sent, students can general soctal and economic returns in the future.
Prebaccalaureate education s capable of teaching a person general
facts, the use of spedific tools, and general problem-solving techuiques.
Education can also influence human behavior by making people more
flexible, better leaders, and mentally more disciplined. All of these fac-
tors lead to the development of more productive workers who are able to
command better incomes. ’

There has been considerable study and much controversy about
how educ wion and carnings are causally linked. Although there may be
doubt about whether comrnunity college education is a sufficient condi-
tion for getting a higher paying job, it dues appear to be a necessary req-
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uisite for many individuals, The.main question to be answered in any
investment dedision is if the future returns will balance out present and
future costs. Prospective purchasers of any asset have their cyes on
future income or increased wealth from ownership of the asset. That is
why, for example, the stock of a corporation that has no net income at
present may still sell for a high price. The purchaser is willing to gamble
on the future. Itis also the reason why a growing number of students in-
vest in community college education even though there may be a net loss
in the present or immediate future.

" Fou many students entering traditional ficlds of study in four-
year colleges and universities, the initial cost of education is never offset
by the discounted values of future carnimgs. Future carnings and costs
are discounted because money that is av ailable today can begin to pay
dividends immediately ; while money available in the future cannot. Ed-
ucational costs incude transportation, student fees and tution, books
and supplies, and foregone student income. Foregone income alone can
be 50 to 90 percent of the costs, depending on the type of college at-
tendeds Benefits are the higher salaries commanded by those with addi-
tional education.

One reeson four-year college students may not sce a return on
their investment is the depressed job market. A depressed wiarket often
causes bachelor’s degree recipients to be underemployed ot to opt for
further education, which rarely results in positive rates of return (Bax-
ter, 1979, Freanan, 1976). Recent studies show that students in two-
year colleges can eapect a good teturnon their investment in higher edu-
cation. This can be attributed to the low cost of attending o two-year col-
tege and to the increasing numb- .« of programs (and students) i labor
ficlds where job opportunitics are stll available. For example, roughly
80 pereent of the respundents in the Maryland follow-up study of 1971
first-time students — a study that included graduates and nongraduates
—who indicated a goal of carcer development were employed
("T'schechteln and MacLean, 1980). Students in the tradittonal transfer
programs, however, evidenced, or can expect to experience, somewhat
lower rates of return.

Using census data and student information from Maryland’s
seventeen community  olleges, Linthicum (1978) found that the
average student who attended a Maryland community college duting
the full 1976 scester can expect to receisve ahmost a 27 percent return on
his or her investinent in Comiunity college education during a lifetiie.
The caleulated percentages varied widely according to the status of the
students, whether they were male or ferhale, enrolled full- or part-time,

{
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and employed or unemployed while in college. The réturn rates ranged
from a low of 3.6 percent for part-time female students who were em-
ployed while in college to more than 100 percent for full-time male
students who were employed full-time while in college. Two major
reasons account for the disparitics in the rates of return. (1) the foregone
earnings of unemployed students and (2) the tendency for women to
drop out of the labor foree for a portion of their career.

‘The Connecticut Regional Board of Community Colleges con-
ducted a similar study in 1980-81 using actual income data from local
firms and governimenta! offices instead of census data (Holt, 1980). Five

comnmunity colleges participated in the study, providing student data

and Income information from their respective cormmunities. Employers
in eighteen different career fields were asked to provide average salary
figures for job entrants with a high school diploma, one year of college,
and an associate degree. Rates of return were computed from average
college costs, incduding foregone earnings and benefits calculated from
income data Rates of return by career field ranged from zero for women
majoring in child care to over 200 percent for men graduating in ac-
counting. Most studeuts realized a significant return on their invest-
ment, with child care the notable exception. (Adjustments were made in
both Maryland and Connecticut community college studies for em-
ployment rates and ability differences among workers who attended col-
lege.) -

Earlier studics showed somewhat lower but nevertheless positive
rates of return. Kastner (1977) found that direct returns to students with
community college education represented an annually compounded in-
terest rate of 3.6 percent for males and 5.88 percent for females. Ray-
mond and Sesnowitz (1975) found rates of return for community college
students to range between 16.8 percent for white males to 2.2 percent for
nonwhite males. These and other studies support the conclusion that if
employment opportunities remain stable for students with community
college education, return rates should remain steady or increase over the
short range. This is partiali. duc to the changing mix of the student
population As the number of high school graduates continues to dedline
throughout the 1980s, older students will constitute an ever larger pro-
portion of the student body. The information contained in conmunity
college academic schedules shows that many colleges are offering as
many courses at night and on weekends as during the day to make work
and college compatible. Although itis true that the traditional student
population — cighteen- to nineteen-year-old high school graduates ~ will
have alonger time to earn higher salaries, they also will be more likely to
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be unemployed or underemployed while in college. The increasing |
number of older students has a significant impact on return rates
because foregone income will be neutralized or climinated altogether
through the tendency of these students to work fulltime while in college.

The issue of foregone income has an important impact on stu-
dents coming from low-income familics (Becker, 1975). Even with fow
tuition and easy geographic access, higher education has often been out
of reach for the'disadvantaged because many families experience finan-
cial difficulty without the carnings of college-age members. Financial
aid packages to a large extent have remedied this problem, and the flexi-
bility of course scheduling at two-year colleges has been a great
equalizer. Returning women students have experienced similar changes
in carning potential as a result of innovative policies of the two-year col-
leges. Often assigned the label of “returning housewives,” women who
have never been in the labor foree or who have dropped out of the labor
force before establishing careers have come to the two-year college in in-
creasing numbers to explore their goals and ambitions. Although they
may not plan to enter the job market initially. the confidence and skills
they achieve propel them into the labor force. Because they do not
toregoe any income to attend college, the costs are low and the return on
their investment 1s high.

The rate of return a two-year college student can expect on his or
her investment in education is tied dosely to the labor market, which is
currently in a state of flux. In the 1950s and 1960s, large increases in de-
mand for the labor force due to change in the industrial mix of jubs, the
growth of rescarch and development, and the expansion of the educat
tion scctor kept the demand high for persons with higher education, In
. the 19705, these forces weakened or actually declined in comparison to
the rest of the cconomy. At the same time, the number of students en-
rolled in community colleges and higher education as a whole kept in-
creasing Expansion in the number of career and occupational prograims
offered by two-year colleges has enabled students to compete effectively
in the job market, but oversaturation could lead to deterioration in the
market.

The advantage two-year college students have over their four-
yeai college counterparts is the flexibility of training and the low cost of
the initial investiment. The drop-in and drop-out phenomenon reported
by many two-year colleges becomes an advantage in a changing
cconomy as many students enroll in a two-year college for short-tenn
certificate programs ot a particular set of courses, apply the skills gained

in these courses to the job market, and then, as the market changes,
L4
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return to college o retool their skills. Because the initial investment is
low, changing jobs is a viable option. Four-year students, on the other
hand. who have invested much morc time and money into preparation

“for a career, may find it much more difficult 1o change careers.
Data are available in community colleges to document this phe-

for example, showed that one half of the responding students -were
employed by the same company they worked for while attending college
(Tschechtelin and Macl.can, 1980). This figure is approximately double
the percentage found in traditional graduate follow-up studies. The
high proportion of students continuing cmployment in the same firm in-
dicates that students arc using two-year colleges to upgrade skills in
response o changing work conditions, .

Although the rate of return to individuals may fluctuate with the
economy and the needs of the marketplace, those with college education
still tend to do better in the labor force than those with less education.
Numerous studics have shown that education, inconmie, and employ-
ment are positively related and interdependent. Employment rates by
level of education continue to increase, with the highest unemployment
rdtes attributed o the least skilled and the lowest uncmployment rates to
the most skilled. Still, many students persist in the belief that they can
obtain access to specific positions without further education, The more
educated individual in the job market usually reccives preferenual treat-
ment from employers (Alexander, 1976). Whether this is Justified is ir-
relevant if the market continues to respond to this trend. Employers ir -
dicate a belief that the more educated worker has favorable effects on
other workers and on the company in general. Certainly it is possible
that too much cducation tay be inefficient for the employer and for the
unde employed employee, but employers still seek to improve future
productivity by hiring more highly trained workers.

" Economig Benefits. Better employment and higher ¢arnings can
have a domino effect in other arcas of the economic hfe of students. Ma-
jor changes include increases in the availability of discretionary income
and improved purchasing power. Changes in family income produce
changes in individual purchasing patterns. As income rises, a smaller
portien of the total income is spend for basic necessities such as food and
clothing. In-» asing monies are available for disc retionary expenditures
such as leisure activities, improved housing, or savings, Studics have
shown that as family income rises, the percentage of family income des-
ignated for savings rises at disproportionate lev cls (Projector and Weiss,
1972) Improved purchasing power can present new problems such as
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increased local, state, and national taxes, but the gains to the individual
and the community at large appear to outweigh the liabilities.

One area of spending that has a major impact on students is
housing costs. Economists have shown that the percentage of total in-
come spent for housing will remain constant or slightly exceed changes
in carning power. In the past, the tendency of the American family to
upgrade housing in relationship to increased income has led to increased
property ownership. The presept econury has almost undermined this
well-researched theory. High interest rates and construction costs are
keeping many families from entering the housing market. In addition,
inflation has increased rental fees, utility costs, and related housing
costs at a pace that often outstrips the increased earning power of two-
year college students. If current trends continue, increased expenditures
for housing costs will reduce discretionary income and thercby change
the spending habits of students attending community colleges.

Despite changes in how money is spent by two-year college stu-
dents, there is still little change in terms of where it is spent. Two-year
college students tend to remain in the same community after finishing
their college education. The Tilinois Community College Board (1978)
found that more than 60 percent of the graduates of Hlinois community
colleges obtained jobs in the district in which they pursuced further cdu-
cation A similar study of first-time students entering Maryland com-
munity colleges in 1974 showed that 92 percent had remained in the
state or surrounding region after four years (Tschechtelin and
MacLean, 1980) Because the amount of money spent on nonhousing
items is inversely proportional to the distance of the point of purchase
(the gravity theory), students attending a two-year tollege are iikely to
pump their inacased earnings directly into the community of residence.,

A sccondary benefit experienced by students through enrollment
in community colleges is improvement in ¢mployment opportunitics
related to the role of the college as a training center for business and in-
dustry The Department of Economic and Community Development in
Maryland, for example, works closely with community colleges in
developing training programs to meet the needs of business. Althuugh
students may not profit directly from programs of this type, the im-
proved employment picture in local communities may later be impor-
tant. At the same time, new business lessens tax loads, especially those
borne by property owners.

Although the study of economic benefits has been greatly refined,
data obtained through rate-of-return analyses o1 by any other econon
tools currently in use fall short of providing an accurate deterniination of
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the benefits a student accrues from investment in education. This is
especially true in an economy undergoing rapid change due to spiraling
inflation, high interest rates, and a job market no longer able to absorb
an overtrained work force. Education is a lifelong investment, however,
and it is likely that the economic picture will stabilize over the long run.
Viewed from this perspective, investment in two-year college education
1s a sound economic policy for the individual,

Social Value of College Attendance
The noneconomic benefits of community college education
_clearly have become less important to today’s students, especially those
training for specific careers. In the past, higher education was revered
for its ability to impart skills of thinking and rcasoning. A liberal arts
background was designed to prepare students for life in a complex soci- -
cty The explosion of carcer and occupational programs in the two-year
colleges accompanied by the deerease in traditional transfer and liberal
arts ficlds has led to a deemphasis of noneconomic values. The relative
success of two-year colleges in meeting new student demands has re-
sulted in increasing pressure on four-year institutions to stress the eco-
nomic¢ and job-related benefits of curricula. '
The relative new emphasis on economic benefits does not neces-
sarily mean that community college students do not experience expan-
sion in social and cultural values. There arc many opportunities for stu-
dents to learn and appreciate new art or music forms or to expand idcas
and viewpoints. The community college provides an environment for
students to explore individual goals and sct future prioritics. Although
many students, especially the evening student population, do not parti-
cipate in college activities, counseling services have been designed in a
number of colleges to provide students with the opportunity to explore
new goals and to share feelings and beliefs. Graduates of Hawaii's com-
munity colleges in 1977-78, for example, gave favorable ratings to col-
lege as a vehicle for helping them identify and attain career and educa-
. tional goals (Sureey of Fall 1975 Entering Students, 1979). One third of the
1978 graduates of Oakton Community College (Ilinois) indicated that
the college was helpful in developing theit communication skills, im-
proving personal relationships, developing critical thinking, identifyg
and developing life goals, increasing self-understanding, and improving
time usage (Kirby, 1980b),
Two-year colleges have served akey role in enrolling and provid-
ing marketable skills to students with severe academic developmental
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needs. While these students often do not successsfully complete a college
curriculum, they do learn basic skills and the discipline needed to find
and keep a job Statistics bear out the fact that payments for welfare and
unemployment compensation are greatly reduced as education levels in-
crease (Hansen.and Weisbrod, 1969).

As noted carlier, two-year college graduates are sought by
eniployers because of their skills and overall suitability and attitude, as
well as their ability to do the quality and quantity of work required
(Baratta, 1977). Social skills can propel an employee to a better position
with more responsibility. Drop-in students, who constitute a large pro-
portion of the student body, may experience difficulty in acquiring these
skills. Community colleges are dealing with this problem by offering ex-
panded counseling programs, as wéll as a range of social and cultural ac-
tivities. This exposure may encourage some students to broaden their
educational goals to include more liberal arts and general education
courses. Students who are willing to expand their educational horizons
will not only be better workers, but will also be better ciuzens.

Hansen and Weisbrod (1969) argue that society receives several
significant noneconomic benefits from its investment in higher educa-
tion For example, higher education appears to make important con-
tributions to the quality of citizen and community life. It may also pro-
vide access to a range of options and opportunities that otherwise might
be restricted to spedific population groups. The aggregate result of in-
creased education may be to narrow the gulf in understanding between
population subgroups classified according to age, race, ethnicity, socio-
economic level, and literacy.

Some of the noneconomic benefits of community college educa-
tion are difficult to separate from the monetary benefits. The increased
likelihood of monetary difficulties associated with home ownership may
make students more concerned about and active in local politics. The
need to be a good citizen and taxpayer may encourage nore informed
involvemnent in the community. Many of the skills acquired as part of
job training also can be used by students to make their voices heard on
selected issues at every level of government.

Because many two-year college students maintain stable resi-
dence arrangements during and after college, they may have a vested in-
cerest in keeping the community economically viable. Research shows
that students tend to work and spend their earnings in the conmnunity of
residence and thercfore will devote time and energy to the development
of comnwnity organizations. Participation in community activities
becomes significant as those with higher education are most likely to
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take the lead in community and political activities, they haye the most to
gain and possess the skills to be leaders. .

Change and Individual Performance °

The extent to which community colleges produce change in stu-
dents is a funciion of the benefits experienced by students through col-
lege programs. Two-year colleges offer a varicty of career and transfer
programs that can change students’ earning power, their outlook on life,
and the way they interact in the world around thent. A choice on the part
of students to enter liberal arts majors instead of the more lucrative busi-
ness, health, or technical fields rsay decrease their future earning poten-
tial, but enhance their overall quality of life. At the same time, students
who enroll in a two-year college to gain specific job skills may come
away with abetter understanding of themselves because they engaged in
a personal growth course or attended an extracurricular activity.

Although numerous studies underway point to the development
of an instructional gap in the humanities in the next fifteen to twenty
years —when the need for faculty will be great but few trained people
will be available — the direct economic benefits of career programs are a
compelling force for students. Depending on the major field of study and
the initial costs of investment, the return rate for a particular student
canrange from zero to over 100 percent. The extent of change, however,
cven in the area of economic benefits, is a function of student choice.

Two-year colleges have a responsibility to their students and to
society at large to continue to meet demands for specific career training.
At the same time, social and cultural skills should be emphasized if
students are to become beteer citizens and to command better saiaries as
a result of their higher education expericnce. Community colleges also
have the responsibility of informing students about the ways 1 which
their educational and career choices will pattern the impact of college on
tiseir lives. The two-year college is many things to many people, but its
ability to produce social and economic change in students is now, and
will remain a matter of student choice.
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In an era of dramatic, fast-paced technological change,
community colleges can be a valuable partner of
business and industry in the preparation of a

trained labor force. This partnership will

mean keeping pace with change as well

as advancing change through leadership

Jor labor andindustrial development.

¢

Advancing Community College
Impact Through Business
and. Industry

Timothy A. Fidler

Community colleges exist in an ear of rapid, far-reaching change —
change that involves pressures and counter pressures that create “a pow-
erful tide surging across much of the wor'd today, leading to a new,
often bizarre, environment in which to work, play, marry, raise chil-
dren, an:d retive” (Toffler, 1980, p. 1). Toffler’s description of the “third
wave” of human development is an optimistic view of social evolution
that emphasizes both the difficulties that face institutions and individ-
uals and the potential costs of failing to ride the wave of change.
Consider the role of the community college during the decade of
the 1980s and beyond. Will the community college have a meaningful
role in society or will it be swept away with the tide of change? Myran
(1974) suggests that the community college has five major functions:
1. the transfer function — providing the first and second year of a
" four-year program of study
2. the vocational/technical . funttion—providing  programs
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through which the student can develop and upgrade voca-
tional skills
3. the student services function - providing educational, occu-
pational and other counseling, and student life services
4. the general education function - providing the student with
. educational opportunities to develop academic, vocational,
and avocational skills in relation to the outside world
the community services function — providing programs and
activities to meet the needs of the community in ways not best
served by traditional degree prograins.

Althongh this description of functions provides an excellent
foundation for examination of the community college mission, it is likely
that the realiti - of social change will mandate a redefiniion of some or
all of these functions. The 1980s will be a time for clarification of pur-
poses and goals, a period in which trustees, faculty, and administrators

_will need to reflect on the role of the community college in previous
decades, trace the development of mission and role in suciety today, and
plan for a new and different role in the future. When asked to assess the
likely direction of the community college movement in the 1980s and be-
yond, Dale Parnell, newly appointed president and chief executive offi-
cer of the American Association of Community and Junior Colleges, in-
dicated the following: “We will see a great emphasis upon excellence and
we will see a greater emphasis upon technical education. . . . Commu-
nity colleges will continue to fill a major role as an educational resource
for employment development. . . . Institutions will probably be doing
more training for business and industry, reversing the pattern of in-
plant training started many years ago. . .. They will become part of the
“new productivity” that we hear so much about” (Harper, 1981, p. 4).

While community colleges stand to play a crucial role as busi-
nesses and industries focus on eapansion of investment in human and
material capital, the field of labor development is changing at a rapid
pace. Lusterman summarizes this trend in a 1975 survey of the nation’s
largest private employers relative to the growth and development of em-
ployee education programs by noting: “During the single recession year
of 1975, the nation’s 7,500 largest private employers spent over $2
billion on cn;ployce education, as much as the annual total in recent
years of all contributions and grants to American colleges and universi-
ties from all sources. ... A substantial portion of this amount |about
$1.6 billion] was spent by these companies on ‘internal’ programs and on
‘existing” employees to prepare them to assume new responsibilitices, to
improve their performance in present jobs, and to maintain their com-
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petency in the face of changing knowledge, products, and technology”
(I\Justcrman, 1978, p. 475). Based on this trend, it is increasingly clear
that community college faculty and administrators Will need to devote
tnore attention to the goals and objectives of two-year college programs
to maximize impact in labor development. Provision of a trained labor
force to business and industry will serve as a challenge to the
resourcefulness of community colleges as they experience “third wave”
pressures of social and technulogical change —espedially if they hope to
remain at the cutting edge of higher education. '

The objective of this chapter is to examine the impact of com-
munity colleges on business and industry in terms of their ability to pro-
vide 4 trained labor force in an era of rapid social and technological
change. Three issues are identified for consideration. First, in light of
Toffler’s notion of a “third wave” of human development, what is the
status of education and industry relations today? Specifically, what ac-
tions have cominunity colleges taken to promote work force develop-
ment as central to industry and education relationships? S¢cond, based
on a discussion of past and present trends, what programs or actions will
community colleges need to initiate 1o provide a tiained labor force to
industry in the future? Third and finally, what conclusions can be
drawn from examination of current industry and education relation-
ships to project impacts that community colleges can reasonably expect
to generate with bysiness and industry in the future? What are the likely
benefits of suchrifnpacts in terms of generating resources, faculty devel-
opment, student growth and development, and institutional manage-
ment in the decade ahead?

Education and Industry Relations Today

Community colleges are in a unique position of having to estab-
lish new programs and services to satisfy emerging needs but having the
resources to achieve this goal through cooperative ventures with bust-
ness and industry. Glenny (1973) observed that higher education will no
longer be a growth industry unless an entirely new constituency can be
attracted toits institutions, and unless continuing education becomes an
accepted pattern in society. Provision of a trained labor foree to business
and industry clearly represents an avenue for growth for community
ol ws in enrollments, programs, services, and staff. The problem
will be to match institutional resources with the needs of business and
industry.

There is a growing anomaly in community college education that
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there is plenty of work, but not enough jobs to satisfy the career needs of
a growing number of adult learners. Degree programs for adults offered
by coinmunity colleges jointly with noneducational organizations such
as business, industry, unions, hospitals, local government agencies, and
community organizations are now comunonplace. Also common are a
variety of management practices to prevent career programs from drift-,
mg away from industry requirements: rescarch on student outcomes
and graduate placement trends, placement of industry representatives
on program adlvisory committees, consultation by the faculty with busi-
ness and industry, part-time ddy and evening instruction provided by
practicing professionals, provision of facilities by the college to business
and industrial groups, and cconomic development programs, courses,
and workshops conducted by the college for practicing professionals.
The outcomes of these, programs and practices and their impacts or co-
operating organizations and individuals are largely unknown. Commu-
nity colleges must develop a new, deeper level of compatibility between
work and learning, keeping both systems flexible if they are to expand
their impact on learners and business and industrial organizations. Yet
faculty and administrators tend to think of carcer programs as an
. isoldted entity in the transition from learning to work rather than as a
: continuum.

Kruger (1978) ohserves that there should be a bridge of under- :
standing and cdose cooperation between educational mstitutions and
private-sector employers but that this bridge has not descloped because
o dhe focus of educators on the educational process rather than on out-
comes. Employers, for the most part, need employces who can read,

" write, do arithmetic, have good communications skills, analyze and
solve problems, and who possess demonstrated occupational skills.
 Part of the problem in bridging the gap between college re-
sources and employer needs is a fundamental problem of product and
production. Educators experience difficulty in understanding the per-
sonnel needs of business and industry, and business and industrial
leaders often fail to recognize that a direct relationship does not readily
exist between supply and demand in specific job categories. Before the
gap between business needs and institutional resources can be bridged,
educators wili need to le irn more about business operations and the im-
pactof a trained labor force on economic development in the college ser-
vice region. What impact, for examnple, do trained workers have on the
ceonomy of the service region? How does the mobility of population
groups impact on sociocconomic indicators such as income, job place-

ment, home ownership, and disposable carnings? Do community col-
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lege labor development programs contribute to or follow economic de-
velopment initiatives at the state and local level? Do community colleges
working to bridge the gap between labor needs and institutional re-
sources through cooperative industry and educaticn programs receive
direct benefits from these programs such as growth in enrollment, new
staff, and additional operating revenues?

Answers to these questions are not readily available in docu-
ments and reports published by community colleges, but a review of ex-
emplary programs in several institutions is useful for analysis of the ben-
efits of industry and education programs. Hagerstown Junior College
(Maryland) implemented a staff development program in 1978 to place
faculty in business and industrial work and lcarn situations. Based on
the premise that a cultural lag exists between expectations of students
and the faculty who teach them, the objective of the program was to
assist_ career programn faculty in developing new or renewed relation-
ships with business and industry. Using data obtained through a survey
of local industry, the college obtained a grant to place, over a five-year
period, all career faculty in a business or industrial setting to validate
theory, study current practice, or apply problem-solving techniques. By
the second year of the program, ten of the college’s fourteen occupa-
tional programs were being diiected by faculty who had participated in
the program. The result was improved understanding of the regional
Jjobeconomy by faculty and greater understanding demonstrated by stu-
dents of the relationship between work force needs and regional labor
conditions. ‘

Another program designed to improve industry and education
relationships is the curriculum assessment program of Gateway Techni-
cal Institute (Wisconsin). In the program 215 college faculty and staff
werc  surveyed to obtain information about their professional
background, their participation in professional de clopment programs,
their views about educational programs the institute should climinate,
and strategies that should be adopted to deal with the problem of declin-
ingenrollments These data were matched with the results of a survey of
199 businesses and industries in which regional employers were asked to
provide demographic data about their firm, the types of in-service em-
ployee training programs they offered, and methods that Gateway
Technical Institute could use to improve their labor training programs.
Data from both sources were then used to modity institutional progras
to ensure greater relevance to the l'cgi()r;.nl labor market and to enhance
student and institutional outcomes. )

These are but two examples of institutional attempts to improve
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industry and education relationships. Many community colleges have
launched asszssméent programs of employer needs such as those at Par-
kersburg Community College (West Virginia), Broward Community
College (Florid.,, and Atlantic Community College (New Jersey) in
which regional employers are asked to provide information about em-
ployee training needs, in-house educational prograns, business recruit-
ment practices, job trends, employee turnover rates, szlary prospects by
Job category, and employment projections one to two years into the
future by job category. Employers are also asked to describe the carcer
interests and mobility patterns of employees, tuition incentive polidies,
knowledge about and use of college services, satisfaction with employed
graduates of college programs, and willingness to assist the college in
program planning (Fidler and others, 1978). Needs assessment pro-
grams of this type hdve been designed to assist colleges secking to match
college resources to identified training needs of regional employers.

A myriad of problems are experienced by community colleges at-
temptiny to assess business and industrial needs for employee training.
Chief among them are the frustrations experie zed by staffin relationship
to the inability of business organizations to define traning needs, the re-
luctance of faculty to cope with the immediacy and changing nature of
expressed training needs, difficulty with corporate jargon, and matching
appropriate faculty and administraiive personnel to the training task.
Jackson (1981) provides six principles for establishing good working re-
lationships with business and industry. College staff should be flexible
in their attitudes and thinking, listen and learn, insist on a corporate
contact person, avoid “edu-speak,” adapt teaching methods to the cor-
porate structure, and summarize work plans and outcomes in a final
report to both the corporation and the college. Four possible ady antages
should accrue to the college inits efforts to train employces for industry:

¢ professional growth on the part of administrators and instrue -

tors

¢ initial training programs that serve to stimulate requests for

further training

¢ incresed respect displayed by business and industry person-

nel toward community college faculty and staff

s - fficiency and productivity in business that translate into more

tax support and tuition for community colleges.

Program Needs, Impacts, and Costs
One outgrowth of increasing concern over the role of community col-

leges in employce training for business and industry is a new focus on
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the cost benefits of college programs in relationship to institutional con-
stituencies, There is ample evidence to suggest that employment train-
ing directed at improving the quality of life at work and the overall
productivity of business and industry is more than a fad. World social
and economic forces are causing industries to permanently realign their
production expectations through the use of robot-controlled production
techniques and statistical quality control techniques. Quality and pro-
ductivity are only one dimension of the issue, however, in that attitudes
toward work among individuals who are at odds with organizaticnal
needs for collective behavior take on added importance in a society
undergoing rapid technological change. If, as numerous authors con-
tend, the community college must undergo continuous change to re-
main vital in higher education, techniques and methods will need to be
developed for assessment of the needs of business and industry for labor
force development and training programs, as well as for the impacts of

such programs on employces, regional business, and the community a

large. .

Imipacts, as related to labor development and training, can be
defined in terms of the relationship between three factors: business and-
industrial needs for labor foree development and training programs,
outcomes generated by institutional programs in response to identified
needs, and the costs of training programs offered by postsecondary insti-
tutions. Table 1 presents a description of indicators that can be used to
evaluate the impacts of community college development and training
programs for the work force. Based on this table, programs that (1) mect
expressed needs through production of terms benefits for business em-
ployees and college staff, (2) operate at moderate or low cost, and 8]
generate unanticipated long-term benefits to the college through addi-
tional revenue, equipment, staff, or surplus enrollment can be said to be
effective in terms of a positive relationship between needs, impacts, and
COSLS.

The relationship between business needs, program outcomes,
and costs is not always direct m tegard to impact assessment. McClen-
ney (1980, p 2) questions the quality of techniques used by community

- college faculty and staff 0 obtain accurate information relative to
business and industrial needs: “If the community college intends to
structure its programming anc manage its resources produg tively to sat-
isfy the needs of its constituencies, it must necessarily concern itself with
obtaining the proper input’.” Phillips and Tucker (1975) conclude that
the process of assessing the educational needs of business and industry
in the area the college serves can, if properly conducted, reduce the im-
balance between what is currently offered by the college and what ought

Q N
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Table 1. Impact Measures for Coz;nmunity College Manpower Dcvelopnient and Training Programs

Business and Industrial Needs

Community College Program Outcomes/Impacts

Program Costs

Cooperative work/education programs for
prospective employees (job entry)

Degree and nondegree credit programs for
currene employees (job improvement/
upgrading/retraining)

Short courses for employee development
of new job skills

Seminars and workshops for management
- .
development

Program oflerings to improve busmess and
JAndustry responsiveness to technological
- change

Conderences and workshops to miprove
ctuployee job performance and productivaty

Faciities sharing with community cofleges
to achieve common goals at reduced cost

Cooprrative arrangements with colamunity
colleges w purchase equipment and
supplics

Consulting arrangements with community

college faculty andd staff on short- and

long-tern projects for organizational
]:lil\(:‘mcnl
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Job placement rates and entry salary levels of carcer
program graduates

Improved job skills of employees measured by mdicators
of improved productivity, more cfficient work habits,
constancy in worker output, involvement in mdanagement
decisions, and so on

Improvement in management skills of cinployces
measured by indicators of promation from entry level to
mid-management positions, expansion in job
responsibilities, and so on

Improverent in salary levels of employees due o
cnrollment in college programs

Enhancement of busimess and ihdustrial capacity to
compete suceessfully tor federal, state, and local
contracts due to staft expertise provided by college

Reduction in staff development and training costs boine
by business and industry due to labor development and
training programs ptovided by the college

Increased awareness of business and industry to trends
in economic development and technological change as a
resuit of college-sponsored seminars and workshops

Reduction in capital outlay and personnel costs for
business and industry duc to cooperative purchasing and
staff development programs with community colleges

Cost of faculty and support
personnei o operate piograms

Cost of facilitics (1ental and/or
utility costs)

Cost of equipment and
supplies

Iinpact

Impact 15 determined through
examining business and
industrial needs in relationship
0 Prograis outcomnes and
program cost




to be offered in terms of employment and training needs, needed special
\skills, emerging educatonal and economic trends, and understanding of
the economic balance that is likely to result from these trends.

Examples of properly conducted business and industrial needs
assessments are those conducted by Johnson County Community Col-
lege' (Kansas) and Muskegon Community College (Michigan). John-
son County’s needs assessment program was directed at acquainting
Johnson County employers with' the programs available at the college.
Employers were requested to identify programs in which they would like
to have their employees enrolled. The areas of programming. men-
tioned most often by the employers were management skii s, salesman-
ship, business skills, job-related skills, human r\elatigns, co‘mmuriica-
tions, secrétarial skills, business writing, technical skills, and data pro-
cessing (Johnson County Community Collége, 1978). Muskegon Com-
munity College surveyed 489 salaried and 1,041 hourly employces at
the Sealed Power Corporation of Muskegon to determine how familiar
the employees were with the college and its programs, program topics
they preferred, and logistical preferences regarding the time and loca-
tion of programs. Respondents indicated a strong desire for courses de-
signed to upgrade job skills and help them understand new technologies
(Wilson, 1978).

Comparative data are a useful tool for assessment of the cost
benefits of community college labor dévelopmcnt and training pro-
grams. Knowledge obtained from rivatg industry related to the inter-
nal costs of operating staff development i)rogram:; can be used to com-
pare the advantage of operating such programs in the educational sector
with the business sector. . Training magazine (“How Do You Com-
pare. . ..” i980) reported the results of a survey conducted by Prentice-
Hall in which more than 1,000 employers examined the cost benefits of
their training programs. Survey results indicated the following:

I All respondents indicated they had some form of employee training
program. More often than not, it was described as an informal, un-
structured program,

2 "The median training cost per cinployee was about 1 percent of the
company payroll (approximately 875 to $100).

3. Approximately 85 percent of the respondents had training prograins
available for line supervisors. “The most prevalent topic was commu-
nication, )

4 "The most popular training method reported was that of group dis-
cussion, with classroom lectures second in popularity.

Community colleges can make a major contribution to employ-
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ment development and will need o focus on new approaches to work
described by Toffler (1980). Training programs designed to develop
cmployee job skills, to improve communication between superiors and
subordinates, and to encourage partiapative management practices will
be in great demand as business aod industrial organizations adjust to
“third wave” changes in their approach to production. Untold program-
ming challenges in the technologies remain to be addressed as employ-
ers prepare for a new era of work. In the section that follows, recommen-
daiions are made about specific programs that community colleges can
implement to maximize ther impact on business and industry in the
changing decade of the 1980s,

Advancing Impact Through New Programs

Rapid social and technological change during this decade will ve-
quire cinpioyers to keep pace by providing the necessary tools to meet
new production standards. The community college will serye as a major
resvurce for educational programming and will provide employees with
the skills needed to work with the new tools of business and industry.
Providing a trained labot furce through employ ment develspment pro-
gramming will mean increased emphasis on one of the primary o'
tributes of the community (ollege — flexibility. Employers will look to
community colleges to provide timely, special putpose programs that re-

spond to tapidly changing systems of operation. They will also expect

that carcer program graduates will have up-to-date technical skills and
will be well versed in interpersonai relations and basic skills in the areas
of teading, writing, and mathematics. Table 2 provides some recom-
mendations for enhancement of the role of community colleges in labor
devddopment and taining in the decade ahead. Each recommendation
i accompanied by a statement of the potential impact for business and
industry and the Iikely vutcomes of such impacts for community colleges.
In an era of dramatic, fast-paced technological change, commu-
nity colleges can be a valuable partner of business and industry in the
prepatation of a tained labor force. This partnership will mean keeping
pace with change, as well as advanding change through leadership for
tabor and industrial development. The community college must aceept
responsibility for meeting changes in technology and the economy. To

do less would be to sacnfice the role of the community college as the in-
stitution most likely to accept and mect the challenge of the “third wave”
in buman development.

yn
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Table 2. Recommendations for Improving Impact of Community Colleges
in Relation to Business and Industry

Recommendation

Business and Industrial Impact

Cormumity College Impact/Outcomes

1

. Develop research models to reduce deleterious
mmbalances between regional labor requirements
and college programs and courses through
collecuion of data related to- area job needs and
related training requirenents, gaps and
shortages in the regional labor market, capacity
of college prograins 10 meet skill requisttes of
business and mdustry, educational and economic
trends in the community, and the conditton of
the regronal cconomy given the continuaton of
present trends

Undertake masketing programs 1o acquannt
regional business and mdustry with college
prograuns and courses directed toward business
an’ adustrial development, employee traimng,
management developntent, communications, and
related, high-mterest wpics

Implement an annuat or brannual assessment of
the traiming needs of employers desigaed to
provide the following wforimation for program
planning specific traumng needs of vegional
business and mdustry, dentficauon of
educational agencies that can fulfill trammng
needs, quabfications for employment m specific
jobs, average wage by job ude, anticipated job
openmgs at specified mtervaly of tme o the
future, specific programs and course otferings
required by 1ndustry, and ¢valuation of
occupations difficult to fill because of a
disproportonate balaoce between laboy supply
Q nand
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lmproved responsiveness of college o
business and industry training needs,
due to accurate information abowt
short- and long-term developments m
regional cconomy

Increased knowledge of college pto-
grams and better information on which
to base decisions about the approach
and format for employee development
and wraimng programs in relationship
o current and anticipated needs

Advantages offset to mdustry through

college provision of employee

development and traming programs

that meet industry specifications while

reducing the costs of personnel

deselopment to business and industry
g

o3

LW B

Enhanced ciedibility of insutution as
an agency for labor development and
tamng with 1esulung mmpact on
program and cowse offerings,
enollment, staff and « duc atronal
1esourees

Improvement in the market postion of
the matration as an ageney for
employee taming for regional business
and indusury

Improvement m college program
planning with direct benetits i area of
mstitutional resoutces due o rising
cnvollment, imptovement 1 ndustry/
cducaton relatonships, and mproved
postiomng with fundmg agencies due
to busmess and indusury support for
institutional budget 1equests

-




Table 2. Recommendations for Improving Impact of Community Colleges
in Relation to Business and Industry (continued)

N

Recommendation - Business and Industrial Impact Communty College Impact/Outcomes
1

4 Provide workshops, conferences, and seminiars Up-m-da(cﬂ\fg\rmmion on emerging Recogninion of the institution as a
to regional business and industiy on emerging economic frendly which can be used m resource cemter for busiess and
high mterest topics such as changing technology,  short- and long-range planning for mdustial dey elopiment
econoni development. uends i management mdustnal growth and development .

5 Involve busmess and industry m cooperative Access to mformation from college Enhancement of industty and
programs for short- and long-term wdustrial stall which can be used to unprove educanon relauonships though
development with the ollege serving as a strategie and operanonal plannmg recogmuon accorded to college staff in
resoutce center for kev decisions about mdustial terms of leadership tor industrial

godls and developiment vis { vis employee

» planmng and development
traming. labor availabibiey | product exploration

6. Scek comparative data fromn mdustry and other Possible 1eduction of employee tmprovement i the cost benelit, of
cducanonal organizanons on the costs and » development and taiming costs employee development and wramng
objectnes of emplovee development and tammg through substitution of lower cost progras with resulung benefits
programns use such data as a trame of reference community college programs ot tefated to the atracuveness of such
tos the evaluanon and nuprovement of labor mdustry-sponsored programns programs to 1egronal busiess and
tamng programs provided through the college mdustry

7 Auempt to blend the reaching te hugues ot Improvement m the job shills and hmprovement m stadent outcomes
career and technical facults with the production- tranung of employees hired duectly evidenced through data 1elated
onented strategres of mdustiy as a means fon from community colleges decreased nproved placement rates, highest
unprovement of the hnkage between education need tor ttammng or retranmg of new entty salattes, and raprd movernem
and work, develop faculty exchange programs cmployees with resulting <ost savings between posttions by commmunity
swith industry to ensure greater refevance to busmess and industy college graduates

- 0} LAreer Programs t1-ones and construe s,
aurrent practiees, pr()blwn-sulvmq t('(hmqm-s.
and new technologies and equipiient in
hiranew and industry

[€)
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8.

Encourage direct involvement of faculty with
regronal business and industrv through in-service
consuhtation, service on program advisory
commuttees, tesearch and planning studies for
mdustrial growrh amd development

- Develop contract courses with business and

industry to provide employee de clopinent and
tratming as well as to address pressing
ommunity problems such as unemployment,
underemployment, economic development,
transition in the regional cconomy

ldentidv and mnplement cooperatve
arrangements with regional business and
mdustry for sharing of facilines and learning
resources (audio visual materials, pertodicals,
references, resource speakers) toward the goal of
emplovee development and trainmg

hmplement & management de clopment and
tratning program for regional bugiess and
wndustry to provide skills trainigE:for workers
merested in mobility mto midmanagement or
executive Inanagenent positions

Document the cost benefits and impacts of
college prograins and courses with business and
industry through research on worker outcomes
(salary. promotions), improved performanee and
Job skills. reduced cost of training to industry,
increased competitiveness of business and
industry for federal, state, and local contracts,
Q  «d benefits

Direct benefits to business and industry
vis 4 vis long- and short-term develop-
ment through counsel and guidance
provided by expert consultants; savings
accumulated through reduction in costs
associated with utilization of
geographically nearby resource persons

Industry and education alliance to
solve pressing comnunity problems,
duect benefits to the community in
terms of economic development,
teduction in unemployment; indirect
benefits to industry in terms of in-
provement i the capacity of the com-
munity to provide political support and
trained labor for business operations

Cost savings to business and industry
through lower costs for energy,
materials, supplics, and personnel
associated with stalf development
activities

Direct improvement m job skills and
morale of employees thiough provision
of mternal channels tor mobility, (ost
savings to organization through use of
community college for statt
development programs

Improvement in cost benefits of
employee development and training
programis to business and industry

‘ 14
v

Recognition of the college as a
provider of resources for business :und
industrial development, resuling
benefits in areas of programs and
courses, emollment, stafl, and
educational resources

Recognition of the college w5 a
resource for communny development

Cost savings to cotlege due to reduced
outlay for facilities, energy, personnel,
and equipment and supplies through
cooperative arrangements with
business and industry

Recogmtion and use of the mstitution
as a resource for management
development; long-term impact on
enrollment and market attactiveness
of the institution to business and
mdustry

tmprovement in cost benefits of
employee development and training
programs for community colleges
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Competition for shnnking dollars ha: - ~de it imperative for all

public institutions to be able to pr -+ - malue to taxpayers;
analysis of the soctoeconomic’imp- + .+ . . llege on its community
is.on¢ stralegy for demonstration .n value. -

Assessing Social and Economic
Benefits to the Community

’ James E Gollattscheck

In the context of sharply diminished support for higher education in the
1980s, community colleges will not be able to meet the legitimate needs
> offaculty and staff, students, and the commu . atlarge for constantly
ificreasing resources to programs and services. Although the basic ob-
Jectives of most colleges remain unchanged, continued progress toward
their full achievement will require difficult adjustments 1. programs and
activities. A number of institutions are beginning to respond to the
changing economic context through critical self-examination and
gradual movement from programs that may have served well in the past
to programs that bode well for the future. Institutional goals and objec-
tives are being redefined, staff retrained and relocated in response to
changing needs, resources examined as part of decisions on reallocation
and redeployment, and staff reviewed to determine long- and short-
term benefits for the institution, ° ’
Although self-assessment is a necessary and important activity
under a variety of circumstances, it may not be sufficient to guarantee
continued vitality for community colleges in the face of changing

)
v © Alfeed thd ) Naw Dvations for Community Colleges Instututional Impacts on Campus, Communty,
E l C o Busingss Constituencies, no 38 San Franaso Jossey-Bass, Junc 1982 35
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cconomic conditions. From a purely administrative point of view, re-

sponsiveness to changing economic conditions through balancing insti-

tutional revenues and expenditures is not difficult — no matter how large

or small the volume. But in the context of a situation in which purchas-
. ing power is falling, it is difficult to maintain institutional vitality with
current resources. New resources are needed if community colleges are
to pursue their mission and goals with a sense of direction and purpose.
Assessment of the socioeconomic impact of a college on the community
is « requisite task for community colleges interested in developing new
resources to support new and existing programs.

The concept of suctoeconomic impact — its focus, modalities, and
uses — is the focus of this chapter. The obiective is to identify the forms of
impact that a cemmunity college can generate in relationship to its com-
muntty, the rescarch variables and procedures that can be used to ex-
amine impact, and the outcornes —negative o1 positive — that are likely
to be forthcoming through impact assessment.

What Is Socioeconomic Impact?

Sociocconomic impact as a concept joins together measures of
direct économic impact, indiect cconomic impact, and social impact to
examine the impact of a college on its community. A college pursuing a
singular mission of education of students may need only to evaluate its
suceess by assessing the impact of its programs upon students. A college
whose mussion indudes oot only the education of students but comnmu-
nity develupment as well must assess the impact of its programs fromm a
multiple perspective. students and community. Most colleges have de-
veloped extensive prograins for assessment of impact on students since
such assessment is, built into the awarding of grades, credits, and
degrees even though these processes do not always feed back wto pro-

grau components Assesstient of the impact of college programs on the
community is seldom done in a planned, coordinated caanner. Appro-
“priate models are not available, faculty and administrators lack skills in
this arca, and the costs of such assessment are gh., Although agree-
ment is evident regarding the need for and importance of this process,
the methods and procedures that should be used are a matter of continu-
ing dchate.
Economic and social impacts of the college on the community
have been the focus of most impact studies in community colleges. The

cconomic effects of college programs and services on the community are
| most frequently considered in terms of direct and indwect impacts,
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Direct cconomc unpact is the dollar effect on the community of the col-
lege located in its environs—dollars spent by the college for salarices,
expenditures by college personnel for living expenses, business revenue
generated by the college through equipmentand supply purchases, and
state and federal taxes brought into the district because of the college, to
name a few of the factors considered. Indirect cconomic impact is the ef-
fect on the economy of the community resulting from the education of
students and indudes suth factors as better educated citizens who carn
better salaries and attraction of business and industry because of the
availability of training programs for empléyees.

The social impact of colleges on their communities is generally
considered in term: of the value of the i institution to the community in
service to the socal, personal, and cultural needs of inhabitants. The
method of assessment most frequently used is determination of the pre-
vailing pereeptions that community residents have of the performance
of the college in mecting individual and communuty needs. A second
type of social impact assessment 1s evaluation of the extent to which
change or improvement has occurred in the community because of thie
programs and services offered by the college. This type of assessment,
when conducted at all, has usually focused on a specific program or
activity and its target constituency.

Assessing Direct Econemic Impact

Individual community colleges and sclected state systems have
undertaken efforts in recent years to measure and publicize the ways in
which two-year institutions have brought econonuic benefits to their dis-
tricts by virtue of their presence. Such studies have usually dismissed
with a disclaimier intent to measure indirect benefits to the conmmunity
such as a better educated ditizenry, they have concentiated on direct
dollar benefits. Ttis not difficult to understand the rationale underlying
publication of such measutes, They are relatively casy to obtain and
they provide positive remforcement to taxpayers who are increasingly
conscious of costs. Ttis considered a positive stanee on the part of com-
munity colleges o asswre the public that investment in community
college education is good business even when one holds constant the ob-
vious benefits of education

" Mostof the published studies of direct economic immpact have fol-
lowed the work of Caftrey and Isaacs (1971) published by the American
Coundil on Education This publication was dearly intended to be a
guide and has apparenty achieved the desived effect. Analyses of eqo-
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nomic impact in the community college routinely begin with the as-
sumption that impact exists and that it is very large — clearly returning
revenues to the community many times the costs of education. The
approach to rescarch includes an examination of such items as expendi-
tures by the college as a corporation, by faculty and stalf as private indi-
viduals, by students as private individuals, and by visitors to the college
as private individuals. These broad data are considered to have a multi-
plier effect since dollars spent in the community may be spent four or
five imes over with a decrease in value each time. Rockland Conimu-
nity College (New Y.ok), using a saultiplicr of 1.9, considered that $1
spent in the community was decreased to 51 cents in the first respend-
ing, 26 centsir. second, 13 cents in the third, and thus by the fourth
transaction had amounted to a total value of $1.90 (Poris and Eskow,
1978) In a related study, Mohawk Valley Community College (New
York), found <imilar results, although a multiplicr of 1.8 was used be-
cause of differences in spending patterns characteristic of the commu-
nity (Sotherdern and others, 1978). Most studics have been careful to
subtract iteins such as tax revenue lost to the district because of land oc-
cupicd by the public cotnmunity college.

In addition to showing that Rockland Community College re-
turned economic benefits tanging from $24 million to $29.5 million in
exchange for Rockland County s contribution of $2 million to the college
budget, the Rocklan I Commumity College study answered such specific
questions as How would the economic impact to the county be affected
if esooliment at Rockland Community College were toincrease, remain
the same, or decrease” What would the effect on economic impact to the
county He it 109 Rockland Comnmunity College students were to go else-
where? How would such impact be affected if additional students at-
tended Rocklend Community College from other counties wathin New
York State, from out of state, and from abroad? [f the college did not ex-
ist and the Land it ccupied could be used to gene rate taa revenue, what
would the differences be with regard to economic impact on Rockland
County?

Based on data collected in response to these questions, the
Rockland cconomic impactstudy verified a general precept reported by
Poris and Eskow in thei pioncering work. “A rule-of-thumb estimnate of
the cconomic imipact of a college on its local environs. . is approxi-
mately twice the college budget. A large university will gencrate more
business that is directly college related, such as bookstores ard support =
services for students who live on campus. Twice the budget as a quick
stumate has been deternuned as appropriate to the univasity condi-
'inn For the local community college, however, based on this study and
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others, the best estimate is still twice the budget. However, in view of the
difficulty in obtaining money currently, it might be politically prudent
for a college to do an in-depth analysis of economic impact to ensure ac-
curacy and relevance of data.” (1978, pp. 27-28).

Assessing Indirect Economic Impact

The indirect impact of a copununity college on the ceonomy of its
service region is more difficult to assess because the necessary data gen-
erally are not available. It is, therefore, less frequently measured by in-
dividuai community colleges. Areas of indirect impact most often
studied are the income levels of graduates, uccupations of graduates, lev-
els of job responsibility assumed by graduates, the effect of the college’s
programs in holding or attracting business and industry, and the role
played by the college in reducing local unemployment. Information re-
lated to indirect impact is of great worth in demonstrating the value of
the college to taxpayers because it relates directly to the educational pur-
poses of the institution while information descriptive of direct economic
impact places the emphasis on the college solely as a business and 1s of
limited value. When direct economic impact is considered in isolation,
the college is vulncrable to the charge that perhaps a business or in-
dustrial installation on the same site would bring a similar dollar return
and pay taxes rather than consume them

In assessment of an indirect impact — that of the income levels of
two-year college graduates, for example —it is possible to apply prin-
ciples derived from previous research to the analysis of impact n a
speaific institutional setting. The Hlinois Community College Board
(1978) found that comtnunity college graduates carned a median salary
$90 per month higher than students completing one year of college or
less Rescarch on indirect economic impact in California counnunity
colleges revealed that the mean income of a male with one to three years
of college was 82,118 higher than that of a high school graduate (Gooder
and MacMillan, 1979). In Maryland, it was found that community col-
lege students could expect o receive a lifetime return of 26 percent on
their investnent in a college education (Linthicum, 1978a, 1978h).
These and other studies provide information that community colleges
can use to undertake studies of indirect economic impact. Gaution

should be exerdsed in the interpretation of data colleg ted by other inst-
tutions, butitis possible to apply indicators developed th rough previous
research to the mcasurement, prediction, and estimation of indirect ¢co-
nomic impact in a number of different institutional settings,
Organizing and conducting research pertaining to indiect
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economic impact is not beyond the capability of most community col-
leges Colleges with a regular program of follow-up research on students
invariably collect such data. Basic impact data that should be collected
from graduates include indicators of occupation, level of job responsi-
bility, personal income, value of home if owned, rental cost if renting,
year and rhake of automobile, major purchases in the past year, and the
amount spent monthly in basic expenditure categories, such as clothing,
foed, gasoline, utilities, and entertainment. Itis also important to know
the year of graduation in order that data can be organized according to
specilic periods of time following graduation. Parallel information col-
lected from citizens with a high school education or less can and should
be used for comparative purposes, although such information may be
difficult to obtain. Regional businesses and industries that cemploy high
school graduaies and two-year college graduates are also a source of
comparative data for research on indirect economic itnpact. Data from
these sources can be organized to demonstrate the impact of community
college graduates on the community compared to those with less educa-
tion in terms of income levels, types of job held, expenditures in the
commmunity, and the ratio of employed to unemployed.

[nfurmation concerning income levels of college graduates is v al-
uable in assessing community impact for at least two reasons. First, a
higher level of taxable income means more revenue to the community,

“second. a higher level of income results in more purchasing power and

thereby higher levels of expenditure for housing and durable and non-
durable goods. In a recentissue of Junior College Resource Review, Allred
(1980) presented a formula for organizing income data, sumimaiized as
follows “Asincome tises, individual expenditures for goods and services
increase proportionally and cconomic benefits accrue to the conmuni-
ty In other words, cconomic deselopment is a direct outcome of ¢ hange
in the socioeconomic status of the individual which, m turn, is influenc-
ed by college attendance ™ (p. 1).

Data pertaining to othet forms of indirect economic impact such
as those related to business and mdustry may be derived from informa-
tion supplicd by former students about the types of jobs held, patterns of
promotion, and levels of inanagement responsibility, For example, if it
can be shown that graduates of the college Bold a high percentage of
superyvisor§ positions in a given industry, then the relative importance
of the college to that industry can be inferred. Questionnaires can be
used to gather opinions from regional employers regarding such issucs
as awareness of the college before dediding to locate in the area, effect of
college location on the decision to locate, perceprion of the college as a
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drawing card for other business and industry, satisfaction with college”
graduates as employees, and importance of the college to business and
industrial operations. Variations of these issues can be examined in re-
lationship to human service organizations, such as fire and police de-
partments, hospitals, and governmental agencies, to assess the impact
of the institution on public organizations.

Obviously, if a college is able to show 4 positive relationship to
regional business and industry in terms of responsiveness o regional
labor needs, attraction of regional business and industry through provi-
sion of a trained labor force, and reduction of unemployment, then im-
pact will be considecable (Alfred, 1980). The majority of data should be
obtainable through survey techniques. Specific data can be collected
through interviews and on-site investigation with key business and in-
dustry personnel. The presentation of data should be in narrative and
quantified form with a high degree: of creativity and skill reflected in
treatment of information.

Assessing Social Impact

Included in the mission of most community colleges is develop-
ment of the community through edu  donal prograins that irmprove the
quality of life for resideiits and bring agencies, institutions, and organi-
zations together for the purpose of community renewal through identifi-
cation of solutions to pressing problems. Progress toward these social
goals may be ineasured by determining the impact of the college’s pro-
grams upon its individual students through traditional means of student
outcomes assessment. A second method of assessment of progress in this
dimension is examination of the perceptions vatious groups and constii-
tuencies have of the college and its programs. Such data can be gathered
by survey techniques and are relatively casy @ obtain. Among the most
uscful information av ailable related to social impact s that published in
a case study and handbook format by the National Center for Higher
Education Management Systems (NCH EMS). dssessing Commumty Col-
lege Impacts  Three Case Studies (Lake, McClenney, and Gollattscheek,
1979) provides an overview of the impact assessment programs under-
taken by three community colleges in 1977-78. A companion docu-
ment, Conducting Community Impact Studies. A Handbook Jor Communuty Col-
leges (Armijo, Micek, and Cooper, 1978), 1s a detailed how-to manual
for the college serously interested in conducting impact studies. It con-
tains not only procedures and results of the three case studies but also
copies of the instruments used in surveys of three communities.
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The colleges induded in the NCHEMS study were carefully se-

lected to represent a differentiated typology of colleges and commuaities.

o Kalamazoo Valley Community College is a single- C'xmpu,s
institution located in Kalamazoo, Michigan, with an enroll-
ment of 14,000 students in credit caurses in 1979 and the same
number in noncredit activities. KVCC serves a geographical
region with a relatively stable population and is representative
of single campus institutions located in geographical regions
in which growth rates have leveled. )

o Eastfizld College iz one of seven colleges in the Dallas Com-
munity College District. In 1978 Eastficld College had an
enrollment of 8,000 students in credit courses and an addi-

. tional 4,000 in noncredit programs The population of East-
fields district, including most of suburban cast Dallas
County, increased from 300,000 10 400,000 residents between
1970 and 1977. Eastfield College is representative of commus-
mty college in arcas of rapid growth as well as those in
multreollege districts in large metropolitan arcas.

o Valencia Community College, located in Orlando, Florida, is
« multicarnpus institution, which had an enrollment of 7,000
credit students and 15,000 noncredit students in 1979, It
serves a 2,500 square mile service segion characterized by a
highly mobile population of approximately 500.000 residents.
Valendia is representative of those colleges which, in addition
to offering “traditional” programs, emphasize noncredit com-
munity service courses and programs offered in « “campus
without walls” arrangement in multiple locations throughout
the service region. .

While each of the three colleges planned and conducted its own

study 1n aceord with speaific categortes of inforation required by insti-

_tutional staff, the studies were more similar than dissimilar. Each insti-

O
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tuton began with a task force or committee charged with pldnnmq and
overseeing the study. At Kalamazoo Valley Community Collége, the
proeside nt selected seventeen individuals to serve on the advisory cont-

mittee, including supenintendents of local school districts, members of

local school boards, and representatives of business, industry, indlocal
government. The president of Eastfield College appoiited a task force of
five staff members with special expertise in research, counseling, com-
munity involsement, and professional and vocational programming. At
Valendia Comumunity College, the president established a coordinating
committee compused of fourteen members of the administrative staff
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astisted by task forces established for specific target populations in the

community. Each task force induded representatives from the target
group to be surveyed.

The goals esteblished by cach college in the planning phase for
the sodial impact study reflected institutional dircumstances and con-
cerns - Kalamazoo Valley Community College was approaching its
tenth anniversary and wished to evaluate the impact of its progiams,
policies, ond services inrelationship w the community. Specifically, the
college wan.ed to examine: (1) how well it was achieving its goal of im-
parting knowledge and skills necessary for students’ career ads ance-
ment, personal development, and personal recreation and enjoy ment,
2, e level of communuy awareness and satistaction with the college’s
programs and services; (3) the number,and types of unniet community
needs, and () the types of information systems needed for measuring
future changes in the impact of the college on its commumty. Eastfield
College used the impactstudy to further institutional knowledge about
the degree of community awareness of the college, the degree of in-
dividual participation in college programs, the level of satisfac tion with
programs and facilities of the college. eapected use of college facilities
and unmet conmmunity needs. The objectiv e underlying Valencia Com-
munity College’s participation in the study was to determine th - success
ofits programs n achieving institutional goals and objectives. Of partie-
ular intgrest+ - re procedures for the development of a model for assess-
ing communi , impacts and needs that the college could usce in future
surveys, the design and administration of survey instruments that
would provide a data base for the college to assess its futuie impact, and
the development of a pilot program o refine research techmques for
conducting simil e studies at other institations.

Each college used different techniques to identily the constituent
groups to be sunveyed i the impact assessnient. At Kalamazoo Valley
Community College, the study included registered voters, ciployers,
cducators, social agency directors, civic leaders, and the faculty and
staff of the college. At Eastfield College, the target groups for study in-
duded residents of Fastfield’s arca of service, selected employers
throughout the county, teachers and counselors et feeder schools, grad-
uating scniors of feeder schools, and Eastfield faculty and students. At
Valenaa Comnnunity College, the study induded citizens, students,
faculty and stalf, educators, cmployers, social agene y directors, and
avic leaders.

Atthough the consitutenaies surveyed were similar among the
U )
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colleges, the approach used for research on sodial impact did vary. Staff
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at Kalamazoo Valley Comnnuniy College, for example, determined
that the service area population could best be surveyed by using lists of
registered voters. Registation hists conforied to the college service re-
gion since institutional and v oting district boundaries were deternnned
conjuintly by school distiicts, At the same time, persons who had voted
on previous millage ncreases would constitute @ useful target popula-.
tion because the mix of posttis ¢ and negative preferences toward educa-
tion reflected in the voters would probably be representative of the total
population A suaufied sample of 1.6 percent of the population (2,001
persons) was drawn from the 122,270 voters registered in the ten school
districes of the college service region.

Eastfield Ce Hege used a stratified sample of 2,913 persons, 2 per-
cent of the registered vouets diawn proportionately from seventy -cight
preancts within the college’s service area. Buyers of newly constiucted
homes were also induded to produce a sample of 225 persons. A total ol
3,138 tesidents received survey instruments,

At Valenaa Community College, local cuzens proved 1o be a
chificult pepulation o survey . Recognizing the mobihits of the 500,000
central Flonda inhabitants m the college’s senvace region, stalf a Valen-
crtanticipated difficulty in procuring up-to-date mailing lists. Alter in-
sesigating several methods, a dedision was made to use a private mail-
g service The Office of nstitutional Research identificd appropriate
samphing” procediives wind worked with o mwail processing firm to
dhstribute surveys o approaumatels 11,000 houscholds, 23 percent of
those in the service regron. A computerized list, organized according to
mnal courier routes, allowed every fifth residential unit w receive the
sunvey insttutnent along swith aleteer from the president and a stamped,
retarn ensclope

To deternune social mpact m relationstup o business and
mdustyan the community, a variety of tesearch tedhiques was used.
K damazoo Valley Connnunity College conducied a survey of all e-
plovers histed in the Kalamazoo County Chaiaber of Gommmerce mem-
bership directory s the Kadamazoo Area Diectory of Manufacturers and
Processor, and the Kalamazoo Valley Gommunity College Placemnent
Office hst of anployers: Bastfield College selected a tandons sample of
20 percent of 505 employers from a hist of cmiplovers in Fast Dallas
County Valenaa Comtnunity College surveyed 490 busimess firms
the districtidentiticd through aomailing hst of the 200 Lagest hustiesses
in central Flonda from the Greater Otlando Arca Chamber of Con-
merce, a listof 200 smaller indusaal finms from the Florida Industiial
Gurde (Departiment of Cominerce). and o list of 90 local personnel
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:
managers Information concerning the success of each college in gather-
ing data from each of its target popwations is presented in Tables 1, 2,
and 3 (Lake, McClenney, and Gollattscheck, 1979).

All three of the colleges attempted to survey a sample of residents
in the service area with regard to the degree to which the college was per-
ceived as meeting its mission, goals, and purposes. In the Kalamazoo
Valley Community College survey, the overall purpose of the college
was stated and then the question was asked, “Given this overall purpose
of KVCC, how well is KVCC achieving this goal?” At Eastfield College
the first item in ghe citizen’s survey was the following. “One of the goals
of Eastfield College 1s to develop and maintain variety in program offer-
ings and to endeavor to respond to dey eloping community needs. How
well is Eastfield College achieving this goal?” In the Valencia Cormmu-
nity College survey of citizens, the institutional mission was stated and
then eight objeciives that had been dey cloped from the mission state-
ment were explained. The respondents were asked to idicate how well
they felt Valencia was achieving each objective.

Other items in the institutiontal surveys of (itizens indutled ques-
tions about the educational needs m d ¢ comnunity that the college was
not meeting: community awareness of various types of college educa-
tional programs; individual enrollment in a course or prograin at the
college; the degree of satisfaction with the college, college facilines and

Table 1. Survey Populations and Samples for
Kalamazoo Valley Community College

{ sahle
Questimnnares

Target Population Sample Pereent of Pereentage
Loprdation Size Siz Lotal Poprlation Nomber Returned
Registered 122279 2.001 16 0 23,
Votcrs
Faculty and 7 7 190 196 1.
Stati
Fanplovas ¢ 335 555 100 193 I
I ducators 3.7 10 935 e} 398 12
Socal \genoy ’ 23 ’ 16 [
Drectors
Conn Lcadors ¢ 0 ’ ) 0l

l‘: -
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Table 2. Survey Populations and Samples for Eastficld College

i Usable
Questionnarres

Target Poprlation Sample Percent of [’fr?gntagf
Population Swze Size Total Population Number chhb"ﬁ&[
Eastficld 337 108 200 67 63%
Faculny
Eastiield 7975 1.595 200 1.062 68%¢
Studenss
Service atea 118,850 2,937 20 267 G
Residents
Lmplovery 2.2 197 197 78 165
Fecdor school a1 975 198 708 724
Netsons
Feeder school 1296 326 250 800 375%

feachors and
Clounsclors

Sample size e oo adjastments for oy mstramends rowrned as unde s able

"Populanion defined o« those cplosers an Ganland and Moquitc Tesas and o the Pleasant
Grove dintiict of Dallas, fexas

Thiec feeder schools chose not 1o patti ipate m the studs

services used by the respondent, types of courses that the respondent
would prefer to take at the college. particular problems that woald make
iditficultfor the respondent o attend the college, how the individual had
gearned about the courses. programs. and facilities of the college, and
awareness of the various campuses or centers of the college. In cach
case, respondents were asked to give such background information as
age, sex. marital status, racal and ethaic bachground, category of in-
come of total houschold. and, in the case of the Valendia survey, the
location of home residence and place of employiment according to a map
divided into five zones. Background data received frém individual
respondents enabled cach college to categorize responses in a variety of
ways to determine whether some population groups had been better
served than others and whether specific geographic regions in the com-
munity were underserved.
All three colleges reported that the social impactstudy had been
of considerable value in terms of planning for the future: At cach college
tmpact data was used to improve mstitutional programs and seivices.

O
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Table 3. Survey Populations and Samples
for Valencia Community College
Usable
Questionnatres

Target Population Sample Percent of Percentage
Population Size Size Total Population Number Returned.
Educators 4,944 4,944 100 929 18%
Employers 490 490 100 91 19%
Faculty and 453 453 100 294 65%
Staff ) .
Social Agency 238 238 100 294 5%
Ducctors
Students 8,242 3,000 BN 1,870 629
Crtizens 174,000 41.000 23 1945 3%
Civic Leaders 200 - 100 - -

Note “Target population categorics were described as follows

Educators Public school faculty and adimmistrators

Ewmployers, Selected categones (large o1 siall)

Faculty and Staff- Full-tune Valenca employecs

Sontal Aganey Directors Agendies hsted i inforntation and sctcral dircctony of Otange Gounty
Students Credi students -

Cutizens Residences m distnct

Chvic Leadurs Selected indiaduals by category

For example, Eastficld College described its use of impact data as
follows:

Fastficld College has alrcady used the results of the study to im-
prove planning and to enhance its public relations. For example,
since the study revealed that transportation to and from Eastficld
was a problem for only a few persons, the college eliminated its
request to the local transit authority for a feasibility study to de-
termine whether spedial bus routes to the college should be estab-
lished. As a result of the study, Eastficld decided to:

o offer more occupational-technical and  community-service

courses at off-campus locations requested by employers
¢ schedule meetings between Eastlield counselors and seniors at

local mgh schools and provide information about Eastficld to
juniors at those schools
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¢ develop spedial courses in health, human services, transporta-
tion, law and public administration, and business manage-,
ment for students.graduating from local schools

o refine its support services and evaluate the college’s Learning
Resources Center

* increase its public relations budget by 30 percent and concen-
trate on increasing awareness of the collége in those precincts

in which its visibility is relatively low,

Impact in Retrospect ;

The studies just described examined perceptions of college im-
pact through survey research techniques. While cach college felt the
process was worthwhile, each récognized weaknesses in sampling,
biases in terms of the se who chose o respond, and difficulty in wrmng
dlear, conase questions The quah() of the data was only as good as the
skill and ability of the institution 1o plan, conduct, and fund the study.

For the most part, a survey of conununity perceptions provides
opinions about the college’s impact and not, in most cases, an actual
measure of impact. Community -based institutions should examine their
impact on the community in more detail by using cinpirical measures.
More attention should be given o quantitative measures of impact as «
focus of rescarch, and reliance on perceptual measures should be cur-
tailed The NCHEMS and the Alfred inodels cted earlier provide excel-
lent outhines of impactcritena needing examination. Alfred, for exam-
ple. presents five components —social mobility, cost benefits, economic
development. commumty senewal, and social contiols — and provides
measurable indicators for cach. While the Alfred model comes dosest to
providing a guide for ditect examinauon of impact, i requires
documented case study wtilization to be of more assistance to commu-
nity colleges.

Whatever model of community impact assessment a college
decides to use, it will have a choice of techniques and procedures. ap-
plication of the findings of other studies to the current study, rule-of-
thumb cestimates, gathering data from institutional files, conducting
surveys of community perceptions, and investigation of impact through
direct quantitative measures. The appropriate model for assessiment of a
college’s mmpact on s community 1s one involving a combination of
methods since cach mcthod has advantages and disadvantages.
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Fendings of other studhey and rule-gf-thumb estonates pros ide useful insight
Jnareas where Hinited vesources or problems in research might pro-.
hibit the college trom cofl(,lucling its own study. For example, few
colleges are able to st incame levels of their gradu *es and com-
pare them to a noncollege population with any degree of statistical

‘reliability. Detailed studies such as those by Goodiman (1979), Quat-

trociocchi (1980), and others mentioned carlier in this chapter pro-
vide exeellent data to help the college understand and report its puoh-
able impact on the community. .
Data from the institutional files are basic and useful. A considerable
amount of information is available within any college. Much ot the
information presented in studices of direct economic impact are de-
rived from college records. Other types of impact studies begin with,
and are based on, careful examination of data av ailable in the college.
Data gathered via survey are necessary and useful. Surs ey data may as-
sume the formof experiential o1 perceptual data depending upon the
nature of the questions asked. Both types of data are essential in de-
termunng impact Itis inrportant to ccllect data related to quantita-
tive measures of impactsuch as how many employees in various jobs
have attended the college, It is also useful to vbtain perceptual evi-
dence of impact such as employer opinions of the college and its pro-
grams :
Data gathered from direct investigations will be time consuming and
expensive to the mstitution, but must be collected as part of a com-
prehensive assessment - Direct investigation through  interviews,
review of communiny agency records, or micetings with represen-
tatives of a target pupulation is needed to enhance the relability and
credibility of the impact study. Survey techpiques can help wlentify
arcas needing more direct inyestigation so tine is not wasted and the
college receives the most for its rescarch dollar.

Assessment of the impac tof a community college on the commu-

nity through its programs. activities, and relationships with indiy iduals,

agendies, and organizations in the community should be an integial
component of managenment in a community-based college. The press for

accountability in higher education made acute by mcreased conipetition

for shrinking tas dollars ntand.ates instituttonal attention to the impacts

of programs and scrvices o the conmunity. Institutions need 1o

become more concerned with finding way s to prove their doliar value o

taxpayers o to those elccted officals who contiol those dollars,

Communi' - olleges, with thelt unique commitment to provide for the

O
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needs of the comumunit, as well as the needs of individual students, must
be concerned about their success in both arcas. Community colleges
with a heavy concentration of community education prograrns, already
poorly funded by many local governments and st .te legislatures, are in
even greater need of proving their worth. Planned, coordinated pro-
grams that assess the sociud and economic impact of community colleges
on the community constitute an important tool for putting information
in the hands of decision makers.
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Few colleges can expect to succeed in the 19805 by being all things
to all people. Community colleges, like all other institutions,

must consider their goals and impact in the larger higher

education system when developing plans for the future.

P

Emerging Relationships
Between Community Colleges
and State and Local Agencies

Laul Wing

State agencies play an important role in higher educ ation. Then precse
activities vary depending on legal mandates and historic al precedents,
but in most states coordinating ouncils and governing boards are re-
sponsible for planning and setting goals and objectves, allocating re-
sources 1o programs and institutions, approving capital projects and
new instructional programs, monitoring institutional petformance and
review of programs, and prov iding information and guidelines for cam-
pus planners These functions correspond o a varicty of relationships
that exist between colleges and universities and the different consti-
tuents they serve that provide finandial support. They represent the

Segments of this chapter are based on work completed under o planning gram
from the Ford Foundation The deas and sugge stions prosented do not reflect otfical
postions of the Ford Foundation, the New York State Edu atton Department, or the
Board of Regents
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mechanisins that have cvolve
education enterprise,
In recent years state and

in})uniun ing and cunuolling the highg

al agenaies have exerted a growing
influence on community colleges. Fiscal pressures spurred by inflation
have necessitated gosernmient agencies at all levels w review major pro-
grams, induding commiuni'y college education, as potential areas for
spending cuts. Driven by public pressure and unanswered questions
about the value of a community college degree, state ageneies are ashing
college administrators probing questions about the outcomes, impacts,
and cost benefits of therr programs. These questions reflect in large part
the concerns of planners and policy mahers to locate and idenufy the
best ways to tllocate scarce tesources o serve the needs of society.
Very often the questions posed by state planners and policy
mahers arc pootly coordinated and inconsistent Questions come from
agencies and individuals with different interests, agendas, and

prionities Even more iinportant. community college edacation is a comn-
plex antarprse, and ats programs and their relationship w state goals
and funding prioriues are notwell undgrstood. Howeser, policy niahers
can readily understand dements of this relationship — for example, the
nopact of labor dovdopment programs in conunumty colleges on state
neads tor traincd workers —and resulting impacts on the achievement of
ageney andinstitutional goal. The obyectis e of this Chapten is o explore
emerging relationships and torms of unpact between community col-
leges and state agendies The linkage between institutional goals and
ageney needs s emphasizad and strategies are ovtlined for mproved
understanding of nnpact thoough sharing of infonmation, The rauonale
15 that impact can be bewer understoodhf communty colleges and state
agenaes dentfy consensual goals and exchange salient information.
Together thase dements are a nuceus for cooperatine planning and
decision making refatn e o the allocation of resources,

Community Colleges ahd the Expanding Market
. .

Commuuty colleges arc an imcreasingly mportant element in
the hroad spectum of higher education m states and localities. Stiessing
entty-level access for mass audiences, they have provided the major
thrust toward making highar ceducauon available w all segments of
soctety Comnunity colleges have a sttong tradiuon of community ser-
vice, danved mamly from then local fundimg base  In addidon, ihen
geoutaphic dispasionand diversdficd sources of revenue have combined

to provide thenwith aosigmficant price advantage i the rearuitient of
14
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- Table t. Relationships Among Postsecondary Education
Goals and Providers
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Remedial Educauon NiX[e|e L X .
Graduate Ediucation * X|{ X
Professional Lducaaon X{X]|e
Bask & Apphed Research . NI®)
Aduit Pducation OiX|NINININIXIX
faberal Ares Educanon N O XiX]e
Noncredit Studies MNiX . NIXIX| X

O
O
v
y
~

Occupanonal Traming

. \Lov d Labor Market Support Xi|N - Nl e I XI'X
Support for Local Businesses XX .

b
/.
S
A
b
.
.

+ iNatonal'State Labot Mathet Suppore [ o [

Career Counseling l\ NININXIXIXIXIX .
Job Placement NINXIXIXMPXIX]X]N

Kev QO N Central godd of most prosadeors
X \n unportant woal of most providers
®  \ goal of some providers

students. In combination with then tradition of open access, these fac-
tors have led to what inany enterprise would be considered phenonienal
srowth over the past two decades.

Over this period, in response to g variety of needs and encour-
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aged by increased funding, commumty colleges have developed new
programs to serve new denteles. Remedial and compensatory pro-
grams have become essential elements in the academic prograimns of
many students Programs for adults have flourished as colleges have
taken programs to the community, in terms of content, location, and
time  In developing these new thrusts, community colleges have been
quick to take advantage of the possibilines for integrating and coor-
dinating their dual goals of academic and vocational preparation,
Although community colleges have achieved a comparative
advantage over other types of colleges in the competition for students,
they do not maintain a menopoly with respect to key program arcas.
Table 1 shows that there are market contenders, or partners, across a
broad range of service goals. In recent years there 1s evidence of erosion
of the dominant position of community colleges in several of the goal
arcas “This is parucularly true in geographical regions such as the Notth-
“ast where institutions of all types have initiated intensive efforts to
adjust o changing demographic conditions. Two-year and four-year
colleges ahike have begun w diversity internally by eapanding thewr pro-
gram offerings and by grafting successful procedures and strategies of
other insututions into their own institutions For example, open admis-
sions has become the rule at a growing number of institutions, and i
survival were at stake, many others would quickly move in that direction
if the benefits could be demonstrated to outweigh the costs. Occupa-
nonal training, once known primatily as o characteristic of conumunity
colleges, is now a characteristic of vittally all mstitutons, Few pro-
grams in the 19805 are devoid of Imkages to the job market.
Communits colleges, oo, have been diversifying. Fxpanded
program offerings. new off-campus locations, and new chenteles are in-
creasigly common in many two-year institutions. Expansion of mis-
sion, along with natural demographic changes, have contributed 1o a
growth in enrothment greater than ayerage for community colleges m re-
cent years. Pohcy mahers must understand, howeser, that dis ersific a-
ton strategies can undercut the competitive position of the mstitution,
Any enterprise that overestends itself by trying to be all things o all peo-
ple can quickly become vulnerable o ler, more specialized competi-
tors This could be a critical factor © _onnmunity college development
i the 1980s where sy stemwide diversity is decreasing as more CAnmpuses
diverafy mternally (Moran, 1981). This means that communuy col-
leges will become less vmique in the years ahead, thereby dimimshing
the cffeciveness of the argument that they are the best mstitations to
provide a particular type of education or trainmg.
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Geograptncal and price advantages will likely guarantee a cer-

tun baseline dicntele for commumty coleges. However, this clientele
will be subject to dermographic changes, so that community colleges may
become more sulnerable o factons beyond their control. To succeed in
the tuture, community colleges will need to carefully examine tien goals
and imipactin the Lirger state sy stem of education, This will taean coop-
cratve elforts with state agendies to assess and articulate goals for highier
education and to determinge the capadity of conmunity colleges to satisty
these goals thiough benefits they produce withi spedific constituens ies.

Agency and College Relations

Good relaions between « community college and its various
state and local agetoies can mean the difference hetween success and
sursival for any institwton. When relatons are good, funding is
generally adcquate. There are fewer uncertaintics and unanssered
auestions: Communication is open and timely Thereis catlier warng
of changmg patcrns, and the institution has the potential w produce
lavorable impacts with state and local agencies.

[n a period of dedlining resources, many factonrs may itmpede the
devclopment obideal working relations. Pressures and counterpressutnes
assodiated with shrinking rosowees may create an envitonment ot suspi-
dion and nzstust Personalities may doud otherwise sound relaton-
ships - Informaton may be incomplete or unreliable. Ditferent obyec-
tives may ben contlict with one another, creating iterpretation prob-
lems and makimg chowes difficult. Phore may be jurisdictional disputes
that make problens resoluton difficutt. None of these problems tiahkes
good agency and college relations any less important ouly more difficudt
o attan

Good relauons arc ultnmately 1ooted i common infornmation
about goals and outcomes. Several factors are mtegral o this miormea-
tion network wll defined goals and objectives, timely institunonal
respotses o inguiries and requests for mfotmaton, accurate and rele-
vant mformation about outcomes and cost benefits, and precise es-
planations of acnons and requests. Al of these factors, of course,
assumne consistency between college and agency objectives, that is, o
foundaton o work together

The growth of community colleges inrecent years mdicates that
working relationships have boon oacellent, and there s no 1cason to
believe that they will not continue i the sare s e m the future, Revies
of the foar antena i the preceding patagraph, howoser andicates that
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improvements are possible in most agency and institution relationships
today . Few state o1 local agendies have dealt effectively with the task of
identifving spLClﬁ( measurable goals and objectives. Few colleges are
able to describe and document adequately their i impacts on socicty and
the costs of their various programs. Some community colleges, par-
ticularly those that have been successful in ubldmmg support through
political processes and rhetoric, may resist moveent toward the more
quantitative and \s)sum(mt analyses necessary to specify. goals and
estimate impacts. It scems inevitable, "however, that state and Jocal
agencies will expoct better documentation of program outcomes and
costs as part of their regular resource allocation process..Since maneu-
vering in political arengs is usually most successful when desired out-
conies are consistent with common understandings of the needs of in-
\  stitutions, there is alwayvs room for better information.

The efforts of state and local agencies at quantitative analysis
and i m(upumtmn, although often imperfect, have improved in recent
years to the point where a more systematic and numerical approach o
information sharing is both desirable and feasible. The remainder of

this chapter assumes that there will be a trend toward more systematic
and quantitative communication between community colleges and state
Improvement in comnrunication should lead o
improvement in the allocation of resources as public two-year colleges
expericnee benefits associated with improved funding formulas, com-
mon understanding of institutiongl mission and goals, and understand-
ing of the role of community college education in the development of the
state and local economy,

agencies in the future,

Matching Institutional Goals with Agency Nceds .

Community colleges have a number of incentives for cooper-

ating with state agendies in providing information about institutional
goals and program outcomes. Changes in society and higher education
will be nuierdus during the next decade. Table 2 presents exanmples of
special issues that community colleges must examine in the future to en-
sure a close match between institutional goals and agency needs. Fhe
issues cited are designed to show institutions that, in formulating goals
for the future, faculty and administrators should not overlook the fact

that the regional, state, and national environment for higher education

. is likely to be quite different in 1990 than itis today. This will certainly
) | ) )

be true in selected subjects and disciplines, for example, robotics, com-
nunications, and information management, it is likely to be true in the

Q £+
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Table 2, Issues for Commun_i,_ty Colleges Scrving Specific Necds

, Needs

Special Issues

1 Provide access w hicher educaton
g

|

Serve local businesses and mdistiies
*

3 Provide alternatives o local
unemployment

4 Provide low cost, local opuons fn
access to higher educnion

[

Provide retuedial education

“

6 Provide educanon for aduls

7 Fraining and reteaining for
business, indusus . Labor

8 Provide high quality in whatever
mission and progeam mix selected

*

9 Provide occupational rainmg

Enrollment base is dechining, New chentele
to maintain enrollment levels will 1equire
new progiams and stiategies,

o

Tailor-made progranss may require talor- .
made finanding  arrangémems for both
colleges and students . -

bndividualy debatmg-between_job and col-
lege will choose college in times of WieE—-- o
ployment ’

N

Commuter options are a g advantage for
communtty colleges. This option may be-
come increasingly impoptant, . .

Lack of dasity eaists about whete vemedia-
tion should take place: secondary progrians
may be more cost effective. Caution ninst
be exercised not o undercut higher educa-
tion standards., \'::3

Avacational and nonaedit programs will
move toward sell-suificiency, naitiopror-fucs -
will cover direct costs,

Close working relatouships with focal bus-
ness may provide crcd markets fon come-
minity colleges in the 1980,

Poor o1 good quality will eventuatly come 1o
the attention of students and prospective
students and cause entollment decreases or
increases, :

New technologies, patncalarly i elecnon-
18, will canse significant Changes i bath
cunticulnn content and teaching methads,

N

make-up of the population as well. If community colleges do not take
such changes into account, significant mismatches could occun between

institutional goals and agency needs that could result in massive enroll-
ment and finance problems for colleges in the future.
To formulate meaningful goals for the future, community col-

leges will need accurate and detailed information about state and local
needs: Unfortunately, information of this type is seldom readily avail-

-
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able. Agencics in some states have angmpted o document goals and
objectives of higher cducation, but for the most part the results tend to
be mainly rhetoric” Astute administrators, through conversation and
careful observation, can determine political priorities and administra-
tive preferences, although there is the risk these will change rapidly with
litle advance warning. Change in agency priorities is likely to oceur on
a regular basis, however, and those dose to the political process will

gencrally have carly knowledge of change, which can be very usclul in
developing strategies for the future. ) -~
With or without information on state and local needs and
prioritics, a community college can take additional steps to pinpoint
goals and establisly funding priorities. Detailed knowledge of other ac-
tual or potential providers of educational programs and services related
to institutional gouals and objectives can be ins aluable for effective plan-
ning and resource allocation, Table 1 suggests one way of dhpld\mg the
infonmation, although more detail would be necessary in the goal and
provides dnuumunsiur clfective use at the college level. For example, a
community college may have an objective of providing occupational
retraining for cmployees in outdated career fields. College staff would
nead to collectinformation related o other institutions or organizations
that provide similar o1 identical services. If therg is an actual or potential
competitor, the institution should attempt to determine the advantages
and disadvantages of cach provider for use in statc-lesel planning and
resource allocation dedisions, This Kind of information could provide
the Gritical ingredicnt that would shape the allocation of resources to in-
stitutions with competing programs.
A more important example might be the provision of initial ac-
cess to higher education for recent high school graduates and adult
citizens in g particular service regon. For many community colleges

these are pritnary target groups for cmollment. Heis vital, therefore, to

>

O

know whether, wheno and in what ways other institutions expand their
recruitment cforts or alier thein progsams o attiact these students. Iis
also important w hnow how changes in student aid programs at the
federal and state Ievels change the relative costs of the programs offered
in different institution, A

* o Ultimately, this kind of information is critical in making the case
for improved o stable lunding, If stat- agendies are faced with questions
of rctrenchiment o survivald, they will certainly want evidence about the
cost effcctivencss of programs in different institutions. Gombined with
clfectuve communication about institational goals and objectives, an ap-
proach based on information aboat outcomes and impacts can provide a
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strong stimulus to funding agencies to outline their goals for higher
“education. If agency objectives remain elusive or unspecified, this ap-
proach can be useful to identify what an agency is willing to pay for. In-
ferences can be made about the programs and services that will receive
attention from funding agencies and plans developed for institutional

- operations in these arcas. lé,cncﬁl’s accrue to community colleges that
develop an understanding of'agency initiatives and translate this under-
~ standing into accurate assessments of activitics that should be planned

- and budgeted in response to state and local needs.

Another step that could prove useful to community collegesin es-
tablishing goals congruent with state needs and funding priorities is the
use of surveys to identify matches and mismatches between services s
desired and services actually provided. Comparisons of this type can be
done for a variety of diffefent facets of a college 1o provide data for re-
source decisions. College staff might conduct a follow-up study of recent

* graduates and nongraduates to assess the usefulness of the courses they
- took Currently. enrolled students can be surveyed to gauge their
satisfaction with various services offered by the college. Institutions
might adapt the ap; oach used by Cross (1981) in a recent national
survey of community college goals. Faculty, administrators, trustees,
students, and community leaders were asked to cite differences between
what community college goals are and what they ought to be. The
resulting data furnished important insights into how well comnunity
colleges are conceptualizing and implementing various goals. Cast in
* specific terms related to a particular college, such a survey could provide
invaluable information to establish priorities for goal achievemént, re-
source allocation, and program development. If the survey was ex-
panded to include representatives of state and local agencies, che results
could be used to document consistencigs and inconsistencies between
college and agency goals.

To the extent that a community college is able to accurately
predict the nature and direction of change in state and local condi-
tions—and is willing to take risks by adjusting programs and services
accordingly — it has the opportunity to enhance its position significantly.
The converse is also true: if predictions made by community college
faculty and adininistrators are inaccurate or if inappropriate responses
arc chosen, the issue (for the institution) may be one of solvency or sur-
vival. Each college must decide whether the best course of action is pur-
suit ofsuch risks  Recognize, however, that Jjust as likely there are
significant risks involved in passive acceptance of change while compet-
ing institutions take »ctive 1isks to enhance their positions.
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Assessing Institutional Impact

. -

A pr()blcm that arises in implementing the systcmam approach
to goal assessment and formulation just outlined is the identification of
appropriate indicators for determination of_thc perforinance of commu-
nity colleges in serving state and local needs. If identified needs have
becen translated into institutional goals, what types ofeperformance in-
dicators can community colleges usc to examine the impact of their pro-
grams and services in relationship to these goals? Although it is not
possible in this chapter to provide a comprehensive account of indicators
of community college impact, it is possible to illustrate the kinds of indi-
cqtors that might be usetul in providing information about the impacts
of corhmunity college education to state and local agencies.

Table 3 provides a series of measures corresponding to different
constituent groups in the community college. Each group is divided into
unpact categories in which specific measures of institutional impact can
be tabulated. In the constituent group of students, for example, it is pos-
sible to measure institutional impact in four categories. Similar mea-
sures (an examine institutional impact in relationship to constituent
groups of faculty and state and local agencies. In cach case a suggestion
is prov ided concerning the direction of change necessary to improve the
perfurmance of the institution. Change will generally be advantageous
to the constituent group.

The constituent group of state and local agencies will be of
particular interest o community college faculty and administrators
because it contains impact measures that can be used to support
budgetary requests to state legislatures and coordinating boards. Each
of the three impadt categories hase a unique relationship to institutional
goals and agendy cneeria for decisions about the allocation of resourees,
In the category of resource requirements, it is important to measure
chiange over time in @ conmmmuunity college’s resource needs as an indica-
tion of the extent to which programmatic adjustiments has ¢ been made
by the institution in response to changing state resoutrs ¢ conditions, Fac-

“ing a condition of austerity, state and local agendies will respond posi-
tively to measures of reduced institutional resource requirements evident
in data reflecting a dedline in the level of faculty and staff, reduced ex-
penditdres per full-time equivalent student, increasing student to faculty
1atios, and dedining expenditure per student and degree. Community
colleges that can produce quantitatis e data to show change in resource re-
quirements, aifd the programmatic and budgetary impacts thereof,
should be able to make a strong case for improved support if and when
“regional cconomic conditions dictate a change in funding policies.

en
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. Table 3. Measures of Impact for Commumty Colleges

Constituent Group
- lmpact Category

Desirable
Direction

Students 3
“Student Development

. Curricudum

-

s Instruction

Support Services

- Kaculty
« Comnpensation

State and Local Agencies
Resource Requirements

Attractivencss
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Suggested fmpact Measures

Scores on achievement tests °

Transfer performance.in 4- -year prograims

Suceess on job (via follow-up survey)
Cohort survival rates N
Performance on licensing exam
(in appropriate fields)
Job placement performance
(via follow-up survey)
Match with job market as m(hmu.d by
placement rates
Deletion, modification, or addition Qf
courses and programs
Student opinions of program quality
Courses per full-time cquivalent faculty

Existence of faculty du,dopmcm pxoq rain

Student/Faculty ratios

Match of student needs and modes of
instruction used by ﬁcully

Instruction dollars per full-time
equivalent student

Libary voluines and utilization rates

Resources for and wtilization of
counscling services

Resources for and utilization of remedial
services

Salary levels
Salary per course equivalent

Promotion oo
romote sppe

niles

Tenure provisions
Travel allowances
Courses per faculty

I

Total budget
Change in budget
Salary levels of faculty and staff .

; lixpenditares per full-time equivalent,

student
Student/Faculty ratio
Expenditures per student and degiee
Numbers of applicants divided by local
high school graduates
Test scores of enterng students
Market share of enrollments
Admissions yicld rate

JChange in enrolhuent relative o ali
- community colleges

€7
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' *  Table 3. Measures of Impact for Community Colleges (continued)

Constituent Group ) ' ) N Desirable
Impact Category Suggested Impact MMeasuses Direction
State and Local Agencies . -
Atractiveness {continued)  Number or percentage of out-of-district’ !
students
Organizational Health Clarty of mstiutional plans and budgch |
Average tenure of chief executive officer |

Shufts in shares of enrollinent for key
student categories

Faculty and staff mbrale (via survey or r -
expert opinion)
: Availability of information |
) Condition of physical plant !

The attractiveness and organizational health categories require a
different format for impact data than that described in resource require-
merits. Fhese categories contain data that can be used by two-year col-
leges in o healthy state economy to improv e their competitive position in
the qucsl for public resources. For example, if community college fac-
ullv\tmd administrators can show that a rising proportion of regional
high sd\t)ul gmdu.uu are ‘entering the college, Test scores of entering
students arc on the tise, increasing numbers of out-of-district students
are enrolling in the college, changing patterns of enrollment are evident
in relationship to other colleges, and the market share of enrollment is
high, then a case for !mpm\e(l funding can be put forward in com-
parisont to other colléges.

A similar trend can be observed in the organizational hcallh
category. Commmunity colleges that operate on the basis of precise plans
and budgets, coliect and maintain data that demonstrate high morale
among faculty and staff, operate an cfficient physical plant, document
shifts in the share of enrollment in key student categoties, and regularly

collect and disseminate information on the impacts and cost bhenetits of

college programs and services can develop an advantage over other
types of-institutions in appropriations decisions. Caution should be
exerdised in the use of impact data with state agendies because wnﬂn( ts
can arise within and between institutions regarding the interpretation of
such data. The measures in Table 3 suggest, for example, that state and
local agencies will generally be better served by higher student-faculty
ratios. The ability of various higher education institutions to achieve
desired ratios depends heavily on the mission and iypes of programs
offered by a particular institution, with some institutions better able to




. { .
. A .
* 9
’ - ki
@ - =
- ' 63
. achieve hight ratios than others. Such conflicts are ultimately addréssed

and resolved in the political process in which resource decisions are

made. All factors being equal, it is better t6 collect impact data for use in.

resource allocation” decisions than to ignore such data and rely on

political rhetoric and sympathetic staff to_resolve problems.

When working with impact. measures, it is generaily not suffi-

~ cient to place sole reliance on one set of valies. A good strategy is to use

comparative statistics indicating change over time for a single commu-

nity college, comparabie statistics for several Co..umunity colleges, and

aggregate comparisons of community colleges with other types of in-
stituaons. Presently, information is not sufficient about these indicators -

> and how they relate to cach other to determine that an absolute value of

-30-percent on a particular measure is good or bad. It is casier tojustify

an increase in the value from 48 percent to 52 percent as good, or that

improvtment has occurréd in the progression from 48 percent to 52 per-

cent. Comparative strategics of this type should be used with caution,

- however; since statistics are not always valid and reliable.

Summary and Conclusion

A lhndafncnml.prcmisc of this chapter is that the availability of a
wide range of indicators of the extent to which certain goals — goals with
adefinitive relationship to state and local needs — are achieved by a com-

B} munity college will improve planning and resouree allocation decisions.
The 1980s and 1990s are going to be periods of significant change for
higher education. Community colleges, like all other institutions, must
be prepared to make changes and take risks to ensure success and sur-
vival. One arca that nceds more attention is the rclationship of higher .
edi-cation institutions to state and local agencies. This is particularly
important for commuriity colleges because they receive support {rom
both levels of government. Driven by general eoncerns aber t excessive
government spending, state and local agencices are strutinizing funding
requests more carefully and are asking for more information abow the

*  outcomes -and impacts gencrated by community colleges. College
lraders must understand the various goals and impacts of community .
college education in the state and locality both now and in the future.
Ideally, these goals should reflect not only the mission of the colle.ye but
those of actual and potential competitors as well. A carefully developed
statenent of goals should provide a basis for assessing the advantages s
and disadvantages a specific community college has in ach® ving cach
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goal. Only with comparative inrmatipn will it be possible to develop
“thc programs and strategics necessary to.adapt the institution to its en-
vironment-and identified competitors.

Of signal importance in developing strategies for the future is the
precept that a college should do well whatever it sets out to accomplish,
even if this means scaling dow n or phasing out peripheral programs and
activities. If community college faculty,and administrators cannot make
the case clearly to state and local agendies and to the community at ldxgc
that programs and services ace effective and efficient, they will risk los-

.ing funds and enrollment to those institutions that can.
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Understanding the impact of federal policies and programs
on community colleges and a statement of the benefits of
commuriity college programs to the community, the siate, - o
and the nation are prerequisites for shaping federal policies )
lo meet institutional needs. State boards, trustees and
administrators, and national organizations must work
together-to improve community college impact through
expanded awareness of institutional needs.

. s
5 ‘

Shaping Federal Policy to -

Maximaze Institutional Impact

’*‘_ _ Joseph P. Cosand ‘
 Mary _Jane Calais -

Recent discussions with staff members of the American Association of

Community and Junior Colleges (AAC]C) ~in particular, a discussion
on October 2, 1981 —indicate agreement on the fact that community
and junior colleges have not examined and analyzed the impact of their
programs, services, and political strategies on federal policies and pro-
grams. However, there is also agreement that over the past thirty-five
years, since the end of World War I1, there has been an increasing de-
pendence of these colleges on fdderal financial aid and entitlement pro-
grams The failure to examine community colleges’ impact upon federal
policy does not inean that there is an absence of impact. Colege presi-
dents are informed of pending and actual legislative activities by AAC-

JC through a vice-president for legislation and are encouraged to main-
tain close and continuous liaison with their respective representatives,
senators, and congressional aides and with members of the pertinent
congressional committees. [t does mean, however, that there is little, if
dny, ongoing analysis of the impact or cffectiveness of the actions taken
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.
by the AACJC staft 1 by the college presidents in relationship to the
development or opération of federal policy and programs.

During fourteen months in office as deputy commissioner of
higher education in the U.S. Office of Education and in countless dis-
cussions over the past twenty years with representatives and their aides,
especially Al Quie, John Brademas, Edith Green, William Ford, and
Tom Wolannin, we have noted harsh criticism ofcollcge presidents and
staff for their negligence in contacting and informing congressional per-
sonnel and aides about colleges’ needs, programs, and services. There is
considerable ignorance among federal officials about the total educa-
tional program of the community college in relationship to its multifat-
eted mission. There is also bewilderment as to why institutions neglect
to make contac t with representatives in the local service region and why
they seem disinterested in federal contacts dusing various conferences
and meetings in Washington, D.C. There is complete agreement that
contacts with congressional personnel should not be the exclusive or pri-
mary respansibility of AAGJC staff, but that the representatives, sena-
tors, and aides need to maintain direct contact with college presidents
.and staff in the field, -

There are similarities between the views of goserning bodies in
Washington, D.C., and the views of the gos erning bodies in the s arious
states. The general feeling is that federal and state officials are contacted
only when’ wmclhmg is wanted, and, as one would expect, this feeling
can casily turn into a negative reaction toward any request for support
or assistance. There is also a feeling that institutional staflf maintain a
strong concern about the revenues and resources asailable to supportin-
stitutional programs, but fail to exhibit a similar concern about the out-
comes or impacts generated by these resources. A high percentage of
telephone calls and visits from the fickd to one of the authors during ser-
vice as deputy conmissioncr of higher education concerned only re-
quests for assistance to a spedific institution. There was little or no input
from the field of a broader nature descriptive of educational probigms or
needs fading community colleges at the state ot regional tevel. Fduca-
tion of the federal bureauciacy was left almost exclusively to the staff of
AACJC and ) the grossly understaffed Office of Comm ity Culleges
in the U.S. Office of Education. Previous directors of the Office of Com-
munity Colleges. Marie Martin and later Helena Howe, were faced
with an almost nnpusslbl(' task of communication between the federal
burcaucracy and conumunity colleges throughout the United States,

In order to comprehend the enormity of this task, one has only to
understand that there is little knowledge and understanding in the fed-
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cral burcaucracy and in the exetutive and legislative branches of
government about community colleges. T'o most (.l(.(,ll(,d officials or sup-
port staff, community collegess are understood not in terms of the totality
of their mission but rather in a narrow, simplistic sense. AACJC and
community college personnel must accept responsibility for the educa-
tion of federal officials and in doing so should advocate full understand-
ing and support of the comprehensive mission of the community college,
At the same time AACJC and institutional officials should be prepared
to document — through systematic collection, analysis, and organization
of date—the specific impacts of community colleges on students,
business and industry, the community, state and local agencies, and
federal programs and policies in relationship to resources generated
through local taxes, state aid, and federal financial aid and entidement
programs Only through an approach combining elements of advocacy
and selective use of data can community colleges expect to educate fed-
cral age ncies and officials and gain undcrslandmg and support for the
total mission of the college. .

National Indicators for Community Colleges

The exccutive and legislative branches of government and the
various elements of federal bureaucracy that have an impact on com-
munity colleges through policy, funding, and regulation must be made
and kept aware of the scope and outcomes 6f the comprehensive institu-
tional mission Data such as the following (Yarrington, 1981b) are fun- .
damenal for their education and understanding if community colleges
are to expect continued, and perhaps growing, support:

ey

A Number of Community, Jumor. and Techmeal Colleges (Fall, 1980).
1,231 wotal
1,049 pubhc insaunions
182 puvate mstitutions

B Enrollment in Commumty, Jumor, and Technical Colleges (fall 1980),
4 8 mithon total students
30 mallion pare-ume students
I & umllion full-ume students
6 milhon students enrolled in public colleges
16 tlhon seadents enrolled i prvate colleges
10 millon addinonal students enrolled m noncredit programns
£

¢ Pocentage of Adults Eighican Yaars and Older Envolled in Commanuy,_Juniot, o
Techncal Colleges (1980-81 Acadennd Year).
7 1 pereent of adults erghteen years and older i U8, population were ennolled in
community, junior, or techmeal colleges in 1980-81
e

ERIC | X

Aruitoxt provided by Eic:




.68 - . ‘ TS

- s 2
3

11 2 million=adults cighteen years and older enrolled of a otal population of 150
milliongadult learners

+.8 million‘fégular credit enrollment (fall 1981) .

2.4 million ¢nrollment in nonregular semesters, trimester., sutnner sessions

4.0 million noncredit programs,

D Perceniage of College Student Population in Umnited States Enrolled m Connnumty,

Junior, and Technical Colleges (1979): v .
“ 53% of all first and second | year U.S. college students were un'ul‘ul 1 two year msti-
tutions (1979)

3,487,214 (53 percent) first and second year students i two-year mstitutions
3,065,903 (47 percent) fist and second year students in four-year institutions.

E  Percentage of Credit Students Enrolled m Communiwy, Iluuur. and-Technic. i
Calleges over the Traditional College Ages of 18-21 (1080)

Full Tune Fart Time Total
z 17 and below 37,000 12,0()(2 i 69,000 ( 2 pereent
18-19 828.000 182,000 1.010,000 (33 pereent)
20-21 287,000 163.000 450.000 (15 percent)
- (50 pereeny)
. ) (50 pereeny)
22-24 . 160,000 256,000 416,000 (13 percent)
25-29 7 107,000 320.000 427,000 (14 percent)
30-34 . 60,000 233,000 293,000 { 9 percent)
f 35 and over {est ) 76,000 346.000 422,000 (14 percent)

F Percentage of Women Students Enrolled for Credit in Community, Jumor, and
Fechnical Colleges (1980):

AACIC NCES
Men 2,211,112 T47 percent) Men 1,994,426 (44 percent)
v\\'omcn 25141 (53 perceny Women 2,493,502 (56 pereent)

G Black and Hispanic Enroliment in Commumty, Jumor and Techmeal Colleges
. {1980):

Pk and HlSp ni uuullm( ‘non twd year collegos i 1980 cxcccded tho represen-
tation in thc U8 population (by percentage of enrollinent and peicentage of total
populationy

Blacks were 10 pecent and Hispanics Tess than 5 percent ot the U8, population
cightcen years and over in 1980

Enrollment Percentagé of

Category (Two-Year College) Enrollment

White (non-Hispanic) 3,160 790 (79 percent)
Black (non-Hispanic) 122,616 {11 percent)
Hispani 226,918 ( 6 perceny)
Astan or Pacific hlander 97,223 ( 2 pereent)
American Indian/Alaskan Native 42,881 ( 1 percent)

Nonresident Ahen 52,038 ( I"percent)

O
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H. Average Cost Por Full "Fune Credit Student Enrallmentin Commumity, Junior, and
 Technical Colleges (1980)

Average cost per full-tinc equivalent (FTE) / $2,048 per FTE
1980 Full-time credit enrollment / 1,795,422 FI'E
1980 Part-time credit enrollment / 2,794,197.FTE
1980 Education and general expenditures / $6,727.784,000 .

"Volume 1 of the U.S. Office of Education’s annual evaluation
report for fiscal year 1981 states that the primary goal of postsecondary
education programs in the Department of Education is to increase edu-
cational opportunity. This statement, with variations, is reflected in the
mission statements of most community colleges. However, the data in
Table 1 reveal that postsccondary institutions, including community
colleges, are not increasing educational opportunity for low-income stu-

" dents mcasurcd over the five-year period of 197421978. Students from

O

f'umlu,s with incomes over $25 thousand were three times as likely to en-
roll in college wmpdrcd to those from families with incomes under $10
thousand. This statistic stands out when community colleges give
homage to the stated philosophy of increasing educational opportunity.

Note chat there is a clear trend toward declining enrollment rates
in the $15 thousand and vver family income categories—a trend that is
in contrast to the relatively stable enrollment rates for dependent stu-
dents from lower-income families. However, it should be emphasized
that the low-income student enrolls in a ratio of approximately 1:3 with
the highcr-income student. This is a fact of major significance for com-
munity colleges committed to a principle of low or no student tuition.
The question must be asked: Do community colleges generate impacts
and benefits that closely comply with statements of institutional mission
as well as with the stated goals of governinent agendies such as thc U.S.
Oftice of Education?

Community college officials. especially student financial aid offi-
cers, are well aware of the various forms of student financial aidl pro-
grams and the implications for such programs of initiatives currently
proposed by the Reagan administration. Table 2 (U.S. Department of
Education, 1980a) presents data that show a much lower percentage of
community college students receiving federelly funded financial assis-
tance than students attending four-year colleges and proprictary
schools. Perhaps this can be explained by the lower cost of attending a
cominunity college, by commuting from home, or by working part time.
However, one must question whether the community colleges have pro-
vided sufficient and dear information to state and local constituencies
and to the federal government to better serve the finandial needs of the
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Table 1. Percentage of Eighteen to Twenty-Four-Year-Old Dcpendent
Family Members Enrolled in College, by Sex and Family Income

Family Income Percentage 18~24 Enrolled
All Students 1974 1975 1976 1977 1978
$ 0- 4,999 13.0% 14.3% 14.5% 13.1% 13.1%

5,000- 9,999 14.9 " 15.6 3.1 13,5 15.1
10,000-14,999 20.7 221 214 19.3 18.4

15,000-19 999 30.5 29,2 32.8 26.4 23.2 T
20,000-24,999 43.3 41 4 44 1 38.2 32,6
23,000 + - 38.8 58.1 53 2 34.6 48.1

’ Muale .

$ 0~ 4,999 16 29 16.7 % 17 2% 1445 16.6%

5,000- 9999 18.0 17.7 17.1 17.4 17.2
10,000-14,999 27T 29 22.6 20.4 19.6
15,000-19 994 P 340 331 27.2 5.1
20,000-24,4%4 b7 43.8 i1y 401 32.9-

25,000 « 58 1 5.2 529 30" 47.0

Female

S 0- 4.999 10 65 14.35 12 65 1215 10.8%

3.000- 9,990 121 15.6 135 1.0 13.4

10,000- 14,999 188 21 20,4 18,4 17.3
15,000-19 994 287 2095 32,5 257 21.7
20.000-2.4 999 t1 6 1.4 40 4 36 3 322 .
25,000 4+ . 349.7 38.1 57 9 533 49.6 :

5
Source Caloudated from U S Busgau ot Consus, Gensus Population Heprts Senes P-20

students in order o provide increasing educational opportunity. One
must also ask whether the community college is affordable in terms of
the burden a student must bear “The data in "Table 2 show that a high
percentage of low-income studeats enrolled in four-y car colleges receive
student assistance This is not true for community colleges. College fac-
ulty and administrators need to impress upon the federal government
the fact the underenrollment of low-income students in comnunity (ol
thgcs‘ is a tragic waste of human resources at the regional and national
levels, ’

Improving Federal Assistance Through Impact Analysis
. .

The U S. Departinent of Education’s Annual Evaluation Report
(1980b) includes various tables itemizing federal assistance to comnu-
nity colleges under spedific federal proggams and compares such assis-
tance with that provided to other types of postsecondary institutions.
Data are provided for fourteen programs of assistance:.

Q T —
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Table 2. Pércentage of Undergraduates Enrolled at Least Half-Time
Receiving Aid from One or More Student Assistance Proarams®
(Unduplicated Count) 1978-79

By Famly Income Groups Lercent

Dipendent 8 (-3.999 76%
6.000-11.999 67
12.000-17,999 47
18,000-24 999 27
25.000-29 999 . 21
30.000 o1 more 8
Independent 37
All Swudents 30

<

By Insttutional Category
4-Year Public 364
+-Year Private 45
2-Year-Public 26
2-Year Private 37
Propricrary 63

“Ehese statintsos metuede ondy Basie Bducanonal ()m%rmmt) Grans, Supplomental Educational
Opportamts G Nanonal Direct Studont Loan, Guaranteed Student Loan, and the College
Wark-Study finanal avsistance programs The State Stadent Ind entives Grant Proytam s not
mefuded R

“Considersd mdepeident of parental support lor student and distnbunion purposes

Soure U5 Departimen of Lducation, 149804

Basic Educational Opportunity Grant (BEOG) Programs
(Pell Grants) .
Supplemental Educational Opportunity Grants Program
State Student Incentive Grant Program

College Work-Study Program -

National Direct Student Loan Program

Guaranteed Student Loan Program

Upward Bound Programn

Talent Scarch Program

Special Services for Disadvgn(agcd Students

Developing Institution Program

Cooperative Education Progiam

Community Service Program

e Vocational Programns for Disadvantaged Students

¢ College Library Resources .

Analyses should be made of the actual assistance provided to
community colleges thiough these federal programs in comparison (o
stated. argued, and defensible needs for assistance to two-yedr institu-
tions  In addition, rescarch should be .andertaken to compare the
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amounts and porcentages of federal assistance provided o community
colleges with that provided to uther ty pes of postsecondary institutions.
Data from such analyses are essential if community colleges are to argue
and lobby for increased support from a position of strength rather than
from the more common emotional position of *we must have more”
regardless of whether substantive data are available t support such re-
quests in relationship w legislatis ¢ committees, administrative depart-
ments, and regulatory offices. An approach based on hard data could
and should have measurable | ipact upon the federal assistance pro-
vided to community colleges. _

To generate positive outcomes and impacts with federal agencies

in relationship 1o connnunity college programs, administrators will
need w employ technigues other than simplistic analyses concerning
various programs of federal assistance. Data should be represented ina
dlear, condise format free from jargon .and equisocal language. There is
agreater nead today for voluntary cooperation through understanding
aid shared . formation than eVer before in the history of the community
college movanent. The antonomy that individual colleges, presidents,
boards of trustees, faculty members, and state systems of community
colleges have Ul,l)\( d for more than three decades is being replaced by a
code of self- Cstwith resultant conflicts and divisiveness. To hdve a
dear and < \ll)lc impact upon federal agendies responsible for establish-
ment of policics and provision of funds, community colleges will need o
present 4 united position impenvious o attack, Faaggerated daims and
requests advanced in discussions and ‘hearings” will be challenged and
will Create a dimate of saspicion with re spectto the overall presentation,
The positive impact desired by community college staff will hecome a
negative impact with the accompanying danger of loss of influence and
financial resonrcess. .

The following are spedific examples of recent federal legislation
including comaunity colleges and agency perceptions of the mlssmn
and mmpacts of these mstitutions:

The increase i the half cost of BEOG or Pell Grants although the ingrease
falls short of the communts college goals of 100 percent support. The Lailure to
reach to 100 percent ligures for BEOG and Pell Ghants, which would
have "increased the opportunity for postsecondary education™ was a
political cotpromise amonyg institutions of higher education in accord
with thair own st mterests. Tt did not provide maximum benefits o
students from dow ot banilies who hase dedidedly less opporumin
to go on to collcge compared o students from more alfluent familics.,
Several questions must he raised. Did the legis.ators understand the real
phl!u\()ph\ of fm.uu ial need and human resou ¢ deselopment for lh(‘
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bencfit of our total socicty 2 Did the community college presidents and
state board directors support the AACJC presentations and lobby.cf-
forts? Was a unified position put forward by college and association per-
sonnel based on sttong, factual, understandable, and ddumblc argu-
ment? ’ .

The increase tn the amount of vocational education ﬁm(ls Jor community
colleges Vocational education funds for community colleges historically
have been a subject of debate among agencies at both the federal and
state levels Federal and state agencies concerned with the allocation
and use of such funds have been doninated by secondary education
philosophics along with a conviction that community colleges were in-
terested only in academic programs or perhaps in a diluted forin of voca-
tional education. Attitudes of this type are still prevalent in federal and
state agencies today. Such attitudes have been detrimental to the expan-
ston of vacational and technical prograins in community colleges. In
1972, a statement was made by a highly placed federal official involved
in vocational education, that there were_few s if any, cominunity colleges
in the United States with acceptable vocational-technical programs and
that there should be twenty exemplary vocational-technical centers
established as examples for cammunity colleges'to study and o emulate.
Scveral questions need to be raised: Are community ollege boards.
presidents, and faculties committed to a comprehensive philosophy of
education and therefore to the coneept of vocational-technical educa-
tion> Are vocational programs, when offered, given the sanie status and
finandial support as the academic programs? Are the faculty 1 embers in
vocational programs paid on a basis commensurate with their “shill” and
“work™ experience just as “academic program” faculty are paid for
rraduate work and teaching experience? In other words, have comniu-
nity colleges put forward a united position in support of this facet of the
education program in state capitals and in Washington, D.C., before
the Congress and federal burcaucracy?

Specific examples of accomplishinent, partial accomplishment,

and failure can be described in relationship to cach of the fourteen assis-
tance programs mentioned earlicr in the chapter. Addinonal examples
could be described in relationship w the Comprehensive Employmient
and Training Act (CETA) program, Grants for the Construction of
Fadilities, and Nursing Education Assistance programs. All of thesc
programs are part of present and past histpry . The petformance of com-
munity colleges in terms of success and failure in these programs needs
to be dissected and scrutinized in order to more cleatly understand the
reasons underlying institutional impact, or lack thereof, apon federal
policy and funding On the basis of such scrutiny, community colleges
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as a totality must plan for the immediate and long-range future. Com-
munity colleges are much different today thai in 1970 and wiil beeven
more different in 1990 than they are today. What role will the federal
govermnent play in student and institutional assistance, and will such
assistance be tategorical or noncategorical? What is the role of com-
munity colleges in influencing and determining federal policies and
funding — both philosophically and, materially? Community colleges
must devote time and resources o the analysis of possible a1 pmb.xbk
changes in federal policies, funding, and regulations. Perhaps by in-
creasing awareness through (m.xlx.sls of impact, community college of-
ficials at the national level (AAC J() state level (courdinating boaids),
and local fevel (institutions) will understand the need for proactive strat-
cgies, rather than reactive strategies, and the fact that advocacy is fun-

_damental to the impact that institutions have on federal policy and -

fundling. - -
Emecrging Federal Program and Policy Initiatives

The following federal program and policy mitiatives and arcas of
interest are probabilities, possibilities, ot eventualitics in the near future
unless community colleges can agree to preferred actions and convinee
appropriate agendies that institutional preference is heneficial, notonly
o staff and students but also o local communities, states, and the nation
as a whole. o

Lo Campus-based student aid in the form of “block” grants. Do com-
munity college faculty and administrators have an opmion as to what is
the best and most equitable form of student and finandial ard for the col-
leges and the students? i

’ 2 College “tax credit™ Wil a tax credit or a voucher system alfect
community college enroltment, the types of students enrgled, and
therefore the educational program in totality?

State commussions assigned the responsibility for distribution of smaller
amounts of federal funds Will such comnissions be 1epresentative of post-
sccondary education! Will commmunity colleges he able to compete on
cqual footing with fout-year colleges and the universities for diminish?
ing amounts of federal aid? Would such an action exacerbate the grow-
ing trend toward what Riesman (1980) has called in his recentwork, On
Higher Education, the haule of “all against afl” for surival putposes?

Lo Constantly increasing tuttion at commaunity wlleges tv compensate for
dimantshed financal support at the local, state, and federal lecels. Will i increasing
tuition climinate almost entirely the opportunity for hundieds of thou-
sands of potential students to further their education? Increasing educa-
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tional opportunity is a ngtional goal supported by the Department of Ed-
ucation. Is it the responsibility of the federal government t guarantee
an entitlement to educational opportunity through the provision of stu-
dent aid programs? It is the responsibility of community college
trustees, administrators, and national organizations to create a chmate
in Washington, D C.. where such support becomes an actuality, not
just a hope.
5. Emphasis on quality. Lip service is given to the i importance of
quality in programs, but do institutional actions match institutional
rhetoric? Are community colleges in real danger of drifting into “cduca-
tional slums™ as have so many public schools? Are community collegey
turning out illiterate students with the result that the image of the insti-
tutior il not support requests for assistance loc ally, statewide, or na-
tionally” Are faculty and administrators too concerned with keeping
scats filled to vealize that the lack of a quality program is a financial
waste to l'wpaycrs at all levels?

Concern with fraud and misuse of federal funds. The OHl(c of the

Imputm Genetal in the Department of Education was established to
investigate irresponsibility and pussible fraud in the expenditure of fed-
eral funds. Claims of ignorance. and therefore innocence are an
unacceptable excuse for slipshod business procedures in the manage-
ment of federal funds whether these funds are for student aid, Titde I11,
or miscellaneous programs. Each case of mismanagenient is a negative

commentary on the image of conununity colleges in general, The com-
bination of several cases of mismanagement will have an impact, a nega-
tive impact, on the image of two-year colleges and their mission in a
changing socicty,

Marketing or salesmanship. By offering anything and every-
thing, regardless of how the program or course may appear to the
public, are community colleges losing support among constituents who
iy influence individuals and agendies in Washington o1 in state capi-
tals responsible for establishment of policy and provision of funds?
Marketing 1s a positive approach when used to expand an educational
program inresponse to ajustifiabl - ced. Salesmanship s notworthy of
community colleges when it is used to envoll students to Gl seats to

maintain assistance. The image created through the market pastute of
theinstitution,, or lack thereof, will have a major impact upon puhz y and
funding initiatives put forward by higher education institutions com-
peting for policy and financial support.

8. New media for teaching and leapung. Are community colleges te
be competitive in the use of presently available and soon-to-be available
media 1or learning and teaching? Is the image of the institution, through

. -
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mtramnstitutional research and development, to be one of creativity and

mnovation directed toward improvement of the educational program
and therefore toward improvement in the benefits for students? Will
such an image create an impact in Washington cirdes that may lead to
support for assistance through the National Institute of Education and
the Fund for the Improvement of Postsecondary Education? Will com-
munity colleges allocate funds for innov ation and creatis ity within their
own budgets or will outside soutces be expected to provide all the funds
or mostof the resources for faculty development and cducational ghange?
. Many other examples of impact-related federal initiatives could
be listed and described. Of looming importance is a legislative brief re-
cently issucd by Richard Wilson (1981), vice-president for governmen-
tal relations at AAC]JC. requesting assistance from community colleges
concerning a forthcoming legislatis e proposal. Assurance has heen pro-
sided by federal officials that information will be subnitted to the presi-
dent related o the impact of the proposal on community colleges. Im-
portant questions emerge, however: Is the president sufficiently conver-
sant with the topic to respond? Ifnot, will the topic and related informa-
tion be refetred to a subordinate for response? Will the infortation be
reviewed carefully, or will it be given only token consideration due to a
lack of time and interest? -
The legislative brief issucd through AACJC reads as follows:

Attention: Student Financial Aid Qfficers .
The Department of Education has submitted a preliminary pro-
posal to the Office of Managenient and Budget (OMB) at the
White House that would consolidate three campus-based stu-
“dent financial aid programs into a block grant. The three af-
fected programs are. the College Work-Study program (CWS),
the Natonal Direct Student Loan program (NDSL), and the
Supplemental  Educational Opportunity  Grant  program
(SEOG) The department expects to subinit a final proposal to
Congress in January and has asked the higher education com-
munity to help shape the legislation, "The Olfice of Goyernmen-
tal Relations at AACJC neecs your assistance in determining the
impact of this p"iopusal on community colleges and their
students. We would appreciate yout comments on the lollowing
questions, Please send reactions to Richard E. Wilson, vice-
president tor governnental relations at AAGJC. K

1. Should institutions have asingle pot of money to use at their

discretion? .
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2. Should all institutions be required to parucnpate in all three
componcnts if eligible?
3. Should the department encourage institutional partncnpa- \
tion in the self- help components?
4. Should the department be concerned about institutions put-
- ting all T ’*h‘e\‘fundmg into one program;’ -
3. Should new sthools bc accepted at a umc of declining fund-
ing? .
- 6. If funds are reduce-, should institutions shoulder the bur-
) den equally, regardiess of efirollment or need patterns?
7. Should the secretary have dizcretion over a minimal per-
.centage of the funds? If so, to what cnd should this funding
“ % be directed?
8. What funding protec'lon if any, should be given to institu-
. tions? State allotments, conditional guarantees, or fair sharc?’
9. Should institutions be required to -match any or all of the
" programs? Which ones?
10. }f matches are desirable, should they be matches as in
NDSL (when it goes into the fund) or as in CWS (whcn it
. goes to the student)?
". "11. Should the NDSL default rate be the sole criterion for

x

deteninining if an institution’s NDSL program should be
limited?
12. Should cancellation benefits for NDSL be reduced or elimi-
“ . nated? '
' 13. Should the institutional year/calendar year [Y-CY separa-

v tion ke maintained? ) )
14, Should the administrative allowance, reflect administrative
costs? x
15. Has the mairitenance of effort (MOE) been a useful concept?
16. Are there benefits to having subprograms within a program,
such as JLD (Job Location and Development) and CSL
: (Cominunity Scrvice Learning) within CWS (College
Work-Study)? '
17. Have the carry-over, carry-back fi.. ures of CWS been a
", significant benefit to the majority of participating institu-
tions? Would the flexibility afforded by a consolidated pro-
. gram be of greater benefit?

LS

H e .
Wilson's brief is a good example of communication and of how
AACJC and the community colleges can work together to improve
¥
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understanding of federal initiatives and, through unified action, shape «
these ihitiatives to meet‘current and future nceds of two-year colleges.
Neither organization can function cffectively without the full knowl-
edge, understanding and support of the other. Ignorance or arrogance
on the part of community college boards, presidents, faculty members,
AAC]C staff, or a state chancellor, cither by accident or design, is un-
conscionable. If Riesman is correct in his prediction of a “battle of all
against all” within higher education, there can be no room for sclf-
interest and self-aggrandizement within and among parties to the com-
munity colleg> enterprise. Dual forces of declining resources an‘gi press-
ing federal initiatives present a compelling mandate to community col-
lege administrators and agency heads to provide cenlightened leadership
for the immediate and long-range future of two-year colleges, Examina-
tion and understanding ‘of thé‘al impact of federal policies and programs
on community colleges, combined with clear demonstration of the
benefits of college programs to the commuriity, the state, and the natuon
will prevent the federal government — the Congress, the administration,
and the Department of Education — from imposing arbitrary <ontrols on
community colleges. '
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Job satisfaction among faculty and dlaff is essential if a
commurily college is to maximize its impact in relationship

to internal and external constituencies. Sound managemen! is

a requisile for job satisfaction. Community colleges need to make
improveents in management in order to maximize impact.

st
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* Orgamizing Management to |
Maximize Community
College Impact

Alfons Van Wik

"\\ - - -
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Tolay the idea that the faculty and stalf of a college are its single most
imphrtant résource has gained wide acceptance. Ifa college is to achieve
— - — its géals and generate maximum impact in relationship to multiple con-

stituencies, a strong index of job satisfaction is essential, Faculty and

staff who lack motivation and commitment clearly will not be able to

(:untrib\@tc in a meaningful way to the educational developtment of stu-

‘ dents, tl\c establishment of new linkages with busipess and industry,

and the provision of economic and social benefits to the community

through teaching and <ervice. Job satisfaction is a determinant of im-

pact. It is the single most important factor guiding decisions by the in-

dividual with respect to the commitment of energy and resources tothe
achievement of institutional goals.

In this (‘huptcPiQ_p_m' s examined in terms of its status as a pro-

duct of faculty and staff job satisfaction. Incentives are described thit

motivate faculty and staff to expand or contract cfforts toward goal

“
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achievement. and a relationship is established between job satisfaction
and impact in specific categories of activity. The chapter concludes with
an examination of causative factors related o job satisfaction and
presents.a scﬁns of recommendations that can be unpicmcnlcd in com-
munity colleges to improse managanent and thereby to maximize im-
pact through improvement of faculty and staff job satisfaction.

Job Satisfaction and Impact .

Community colleges presumably exist to meet student needs and
those-of vrganizatiuns and groups in the community at large. The con-
cept of need imphes some form of impact that the college will discharge
Jan relationship to wdentified individuals, groups, and organizations.
Impact is a driving force within community college education because it
is a yardstick by which need satisfaction, or the lack thereof, can be
mecasured. For impact o occur—that is, the needs of individuals,
groups, and viganizations scrved by the college are satisfied — faculty
and staff must achies ¢ satisfaction thiough performanee. Satisfaction is
an important influence on individual behavior, and itis a major deter-
ntinant of impact, Atcinpts o maximize or umprose institutional im-
pact in relationship to students, business and industry, community
groups, and other constituencies without considering behavioral effects
of thre existing yeward system on proposed changes in the rewaid system
can result in outcomes that are cither unintended or undesirable.

Community college faculty and staff base their actions largely on
therr own selbingerest. An individuals self-intcrested behavior is goy-
“erned by personal needs and the constraints pusul by the college, Fac-
uln and statt will be able o satisfy personal needs subject to the limits
posed by resotices available and policies imposed in the work environ-
ment. For a faculty member, for example, constyaints indude profes-
stonal asswenments. the resourges made availe ihle, and the reward and
penalty structure. Professional assignments indude (caching responsi-
bilities. committee work, advising students, and other responsibilities
related to course, program, and institutional objectives, The resaurces
available indude such items as equipment and supplies, space, labora-
tory and computer sypport, and hbrary materials. The yeward and
penalty structure includes the approval and disapproyal of colleaguces)
the availability of resoutces w be use, by faculty members w achieve
personal needs, and monetary and fringe berfefic compensation, In a
genetral sense, penalties and rewards connect the performance of the

. individual with the achievement of personal objectives,
) Amonyg the factors that enter into job satisfaction for community

O ‘ c
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college faculty and statf are the interests of administraters who have au-
thority to allncare resources. to determune rewards and penalties, and to
assign responsibilities All these factors combine to influence the degree
of satisfaction, including whether or not they relate to the personal needs
of the individual. For example. job satistaction achieved through ¢n-
hancement of student outcones will be stronger when promotion and
salary decisions are made in accord with published evaluation criteria
that closely follow indicators of effective teaching. 1€ administrators in
charge of salary and promotion criteria have'a strong interest in com-
munity developent, job- satisfaction achicved by faculty and staff
through involvement in the community will be correspohdingly strongr™
As another éxample, since cach faculty member contributes in only a
small way' to student outcomes in the world of work and further educa-
tion, and since these outcomnes are difficult and cos‘ﬁ? 10 measure, a
faculty member does not ofdinayily achieve satisfaction through ¢n-
hancement of the overall impact of the institution on students. Job

“satisfaction achieved by faculty and staff in relationship to institutional

ithpact relates to only particular aspects of this impact and does so selec-
tively. ’

Spedific elements of the relationship between job satisfaction and .
impact can be examined across a wide Spectrum of institutional activ-
ities Table | presents four dinensions of institutional activity in which
varying levels of faculty and staff job satisfaction can have a positive or
negative impact on institutional performance. A brief review of.the ac-
tivity indicators in cach dimension and associated indicators of faculty
and staff job satsfaction and dissatisfaction will show the range and
degree of change that job satisfaction can proside in relationship o im-
pict I the student development dimension, for example, measures of
attrition, academic performance, success in employment and contmu-
ing cducation, and perceptions of educational quality will vary in accord
with the degree of faculty and staff job satisfaction. Attrition can be ex-
pected to rise, “academic performance to dedine, and further education
to fall below an acceptable standard as faculty and staff show low jobsat-
isfaction through reduced commitment o instructional mnos ation.
Simular analyses can be performed for cach of the remaining dimensions
with job satistaction yiewed as a predictor or determinant of impact.

) L
Rescarch on Job Satisfaction

Because job satisfaction may have a distinctive relationship to
impact—a relationshit that can be examined in terms of institutional
[{Prforman(:c— what are the factors that contribute to or diminish faculty
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Tablc 1. lmpa..ts Associated with Faculty and Staff Job Satisfaction and Dissatisfaction in Sd(.ctcd Areas of Activity
LY
Avtaty Faculty and Staff Job Satisfaction/Disatisfaction . Impact
Student Develop. went Faculty and sl satistacnon/dissatisficion with Increasing/derteasimg rates of student awition
® teachiag” — job and re .l(u} cifeets of involvement/ ”
® counseling/advisemnent nonnvolvement in instructional innovagon Posts e/negatis  student acadensic
® structional suppur! 4 pettonance oulcomes
service organization Faculty and staff provision of effective/metiecave
* student placement counseling, placement, and tworial senvices to Postisernegatis e student performance
® ttoring/indivighal assistance students as a function of job satisfac ton outcomes i employmett and further educaton
4
Postsse/negative student percepions of
“yuahn” of education
Business and Industrial Liason Faculty and stafd satisfaction/dissatisfac tion with Functional/nonfune on.il tclgtonships wadh
® program developiiient Jjob and eflorts undertaken/not undertaken ta Lusmess and industry mantlested in cooperative
® program review and inodificanon explore anfd develop programs with business prograns, m-plant cducation, and jomt
* lason/commanicaton industry pPartcpaton i programatic decision
® professional developent -
® development and reiraming Faculty and saff mamtenance/nonmamntenance of Up-to-dare/our-of-date career and techmeal
proguams for curtent employvees cantinuing compumcations with busmess and progfuns duc o frequentinfrequent facaly
- mdustry vis i vis program needs and mnprovemont commutncation with business and industiy
. Faculty and stall itteres/nonmterest in Faculty and staft parucipation in *
d professional devclopment opporwmunes with professional development programs fi’fb
s ) industry as o function of Jobs satisfaction/ tesubung benefis for tmprovetnent m
dissatisfac tion : perfotange -
5 - ~
. - 5.
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Community Development -
® services (o community agencies
® assessinent o, comimunity
cducation nceds
. * outreach to comunity groups
thfotigh proyision of instruction
and educational services in off-
campus Jecations

=
i

Faculty and staff satisfaction/dissatisfaction with
Jjob and involvement/noninyvolvement in
assesstient activities designed to identify
community edueational needs ,

Faculty and staff invols cment/noninvols ement in
community activities with benefits for the
college in recruitment. admissions. wmmunl()
support of college programs

Faculty and stalf service/nonservice 10
community, agencies

Involvement/nonmvolvement of college in
communiy affiurs with resulung impact on
recruitment, enrollment, and community
support o college programs

Relevance/nontelevance of college programs
and scrvices to community needs 7

State and Federal Relations

® plannimg and assessment
achwinies to identify emerging
state and federal policies,
reventie trends, and funding
prioritics

Faculty and staff satisfaction/dissatisfaction with

Jjob and involvement/noninvolvement in

institutional activitics relited to assessinent of
state and federal trends in policy desclopment,
programs, and funding prioritics

Superior/inferior *positiomng” of the college
vis d vis mformation about federal and state
trends related 1o comtnunity college education
due Oy involvement/ne-tinvolvement of college,
faculty and staff in external affairs

<
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and stalf job satisfaction? Why is job satisfac n an important element
in individual argl igstitutional performance? Along what dimensions
can job satisfaction be measured, and what changes can be made in in-
stitutional management to improye job satisfaction and thereby to im-
prove institutional performance? :

For the past five years the Higher Education Management Insti-
tute (HEMI) of the American Councii on Education has been working
with approximately 200 colleges and universities throughout the United
States and Canada on the improvement of incentives faced by faculty and
staff through management ‘development and training. As an integral
part of this effort, the institute has surveyed over 75,00 board members,
presidents, administracors, faculty, staff and students to determine therr
attitudes and perceptions of management at their institutions. These
surveys have resulted in the des elopment of a set of relatively indepen-
dent and reiiable factors for examination of incentives and job satisfac-
tion among faculty and staff. The goal of survey data is to improve in- -
stitutional performance, that is, impact, through management develop-
ment and training direcied toward the enhancement of job satisfaction.

The job satisfaction factor in the needs assessment survey as-
sesses the satisfaction of faculty and staff with their position, salary, em-
ployee bepefits, opportunitics for personal grow th, and carcer advance-
ment Job satisfaction scores increase diseetly in accord s ith increases in
responsibility at ascending levels in the organizational hicrare hy. Ona
Likert-type scale that ranges from 1 10 8. where 1is the lowest score and
815 the highest score, presidents score highest (6.6) on job satisfac tion,
followed by vice-presidents, deans and dircctons (3.4), acadermc depart-
ment and division heads (5.1), faculy (4.8), and college stalf (+.8),

Tabke 2 below provides di((nxl|)(wi.‘s‘m) of job satisfaction scores among
different types of institutions for five major groups:

“Note that job satisfacaon scores for respondents in ommunity col-
leges are higher for every group than those recorded respondents in
public and private four-vear institutions.

Table 2. Job Satisfaction iri Higher Education

All Communtty Public Prizate
onstituttons Collrges untenstltes iz onstfies
Stall 18 ] 17 o1
Facuin, i 8 it I 48
Acadenne Departnent Heads . 31 32 31 18
Admmistators Ht 0 52 3.1
Presidents 66 (O] ) 69
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In addition o identilying factors valid for examination of Job
satisfaction and assessment of training and des clopinent needs of com-
munity coliege faculty and staff, subscquent analyses were performed to
identify, correlations between factors. Factors identified as having a sig-
nificant correlation with faculty job satisfaction we presented here in
order of significance. A brief deséription of each of these factors follows,
along with suppartive findings ol other rescarchers.

Perceived Reputation of the Institution. This factor relates 1o fac-
ulty_and stall perceptions of the overall reputation of the institution in
accord with job satisfaction. Reputation is a function ofinternal and ex-
ternal perceptions of program quality, staff performance and creden-
tals, and the capacity of the institution to produce desired outcomes.,
The HEMI data base shows that board members and presidents of comn-
munity colleges (6.3) score these questions considerably higher than col-
lege faculty and staff. vice-presidents/deans/directors (5.4), academic
department heads (5.4). faculty (5.1), staff (5.3), and students (3.2). It
is surpsising to note a strong relationship between perceived reputation
of the institution and faculty_job satisfaction, for few rescatch studies
identily institutional reputation as an important factor in job satisfac-
tion Institutional reputation, however, may relate 1o the concept of or-

~ganizational saga or that of a special sense of mission, introduced by
. Clark (1970). In his study of Antioch College, Reed College, and
Swarthmore College, Clagk found that differences in job saiisfaction
and organizational effectiveness in higher education institutions are, in
pait, historically based. Organizational saga was found to be a causal
criterion for variance in student career dev elopment in colleges and uni-
versities (Cameron, 1978),

Quality and Frequency of Performance Feedback. ‘This factor as-
sesses faculty satisfaction with the frequency and methods of feedback
on their performance. Satisfaction with peformance feedback is scored
relatively low in the HEMI data base by all community college respon-
dents, ranging from presidents (5.1) to faculty (£.3) and staff (4.2). Al-
though perfofmance feedback he 15 been the subject of lmmcd attention
by faculty and administrators in conmnunity colleges. it can contribute

bl

significantly to laculty job satisfaction as evidenced in a study by May
(1978). He examined the quality and frequendy of performance feed-
back using Herzbery's theory of job satisfaction. Lack of performance
feedback and recognition were found o be among the most hthl» rank-
ed dissatisficrs indicated by faculty. Dissatisfaction with performance
feedback is ¢ major torce injob satisfaction among faculty in olleges
and universities.

O
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Perceived Influence of Farulty on Educational Activities. This fac-
tor assesses the pereeptions comnunity college faculty have of their
potential and actual influence on cducational activities, The HEMI
data base shows that there is a discrepancy between faculty perceptions
‘ of their influence (+.6) and those of presidents (5.8). Academic depart-
ment heads and other community college administrators have pereep-
tions of faculty influence that are more closely aligned with those of the
faculty (4 7) Numerous studies have supported the thesis that when fac-
ulty and staft ar2 invohy ed in making dedisions that affect them, the in-
stitution is more productive. The Carnegie Commission on Higher Ed-
ucation (1972) found that participation by faculty and staff in the
decision-making process contributes significantly o improved effective-
ness in colleges and universities. In a study of Florida « ommunity col-
lege. Scigliano (1971) found that colleges that encouragé faculty par-
~ticipanion in dedision making are more productive. Productivi 1y, in this
contexts is defined in terms of efficienc, production of graduates, and
adaptation” tosocal and economic needs in comparison with similar in-
stitutions, .
Iustitutional Concern for Education Excellence and Efficient Use
of Financial Resources. "I'his factor relates to faculty pereeptions of the,
extent to which exccutive administration displays concern for cdum-”

tional excellence and finandial efficiency. Factor analysis teveals that
community ollege facalty and staft do not difterentiate between con-
cern for financial efficiency and concern for educational excellence.
They do, however, show ditferences in then ratings of administtation on
this factor. Ratings range from 5.0 for facults to 6.8 for presidents and
suggest that, in the view of coomnunity college faculty, there is room lor
| tnprovement ininstitutional standards for cducational excellence and
financial elficiency. Since litde rescarch has been conducted on the

- question of management standards for excellence and effici eney, it iy
ditficult to establish a conclusive relationship with job satista tion. H ad-
ministrators are ty improve job satisfaction and performa..ce of fac ulty

in relationship to institutional goals, such rescarch would be valuable.
Institutional Responsiveness to the Environment. This factor as-

sesses faculty and statt perceptions of the extent to which the college is
aware of the education-related needs of the cormnunity and the eatent to

which nontraditional programs and ins cuctional techniques ate g
used to meet these needs. Community college scores for thigka o range
from 6.3 for board members to 5.2 for faculty. Cameref(1978) discos -
ered a high correlation between institutional responsiseness to the envi-
ronment and indigators of student educational satisfaction, student
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acadernic development, student career deselopent, facalty and ad-

ministrator job satsfaction, and the institution’s ability o acquire re-

~

sources. Inarelated study, Bowers (1976) also discov ered a strong cor-
telation between taculty job satisfag tion and institutional responsiveness
to the external environment. Data from these nd other studies provide
condlusise evidence in support of a relationship between institational
responsiveness to the external environment and facalty job satistaction.

.

Suggestions for Action
.

Il the five factors just described have a definite influence on
faculty job mush(lmn—dml the data and suppot ting research indicate
that lhe\ (lu——\sh(ﬁ tan, (ummuml\ (ull(.qc adniinistrators do to iin-
prove the incentives facing faculty and thereby improve the impact of
the institution in relationship to its multiple constituendcies?

One step that can be taken is o improve the reputation of the
institution. In the short run, a more effective public rélations program
on campus. as well as off campus. may help. Butin the long run, the on-
Iy way to improve the reputation of the institution is to improve the

quality of programs, faculty, and students. Faculty and staf achieve

satisfaction and strong working relationships in the context of high-
quality programs Programs can be improved only through careful eval-
uation on a regular basis. Evaluation efforts need o be tied to planning

aad budgeting processes inorder to achieve effective implementation of

O

RI

program improvements. In many colleges this will require special cf-
ment heads and faculty in the use of these te hniques.— -
Program improv ement can alsobeaccomplished through defini-

tion of program objectives and ongoing development of cutticula and
stafi in »fmn’t’_t: changing needs of students and the labor market.
cauitment and sclection of new faculty can result m divedt -
p-overent in program quality as faculty with shills related w the matket
inject new vitality into educational programs. The recruitment of fac-
ulty, of course, is dependent on the reputation ot the institution and its
« ademic programs. Weak programs do not attractstrong faculty . since
wosernent of facuity hetween positions and institutions has slowed con-
siderably in recent years, renewed elforts will need o be undertahgn
with curientstatt to improse instructional and program quality . Higher
education is one of the few arcas in which professionals are hired tor
posttions for which they have not received any spedific wraining.
Hospitals would not think of hiring physicians who had not obtained

C
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forts to develop appropriate evaluation techniques and o train_depart:
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practical expertcnce as part of their training. Teaching ability is a skill
that can be learned or improved through training. -

Improvement in the quality of students follows naturally from
improvement of programs and faculty, I the college achicy ¢y a reputa-
tion for superb programs that meetreal and current needs and for fac-
ulty that demonstrate an unusual effectiveness in teaching, it will attract
high quality studlents who, in turn, reinforce the quality of the pro-
grams. Graduaies communicate the reputation of the college and its
programs to employers, ditizens, and elected officials through their oc-
cupational success and satisfaction with their education. Higl-quality
students achieving demonstrated success in the world of work and fur--
thet education provide importantincentives to faculty for improvement
of teaching because they provide direct evidence of the linkage between
learning and social and economic mobility. .

I community college gdininistrators are interested § melmpm\mg
tmpact through improved faculty job satisfaction they “will need w im-
prove the quality of performgance feedback provided to faculty. O a for-
tal basis, faculty ret@ive performance feedback through periodic per-
/[u#fnriﬁ( ¢ evaluations. The quality of these evaluations is subject to
question. Administrators in many colleges should discard existing

methods of perforinance evaluation because they are ineffective and
: contribute to Tow faculty job satisfaction. New or improv ed evaluation

procedures are needed in community colleges. Academic department

N heads should monitor faculty performance on a regular basis — not just

once o year—and should provide frequent and informal feedback to fac-

ulty Faculty sliould be trained to participate in perforniance evaluation

s ussions ty ensute that their eapectations of the process are the same

as those of u(hmmslmuns Perfornmance feedback is crucial if commu-

* nity colleges are to achieve their goals. Teheightens faculty (nnnm?f)f

student and institutionai outcones, thereby leading to improved faculty

Jjob satisfaction and enhancement of the impact of an mstitution on its
constituencies. .

An iimportant step that community colfeges can take to improve
faculty job satisfaction is to incease the influence of laculty on educa-
tional activities. Faculty involvement in dedision making should expand
at the department level. Faculty membership on institution-wide coms-
mittees that seldom have directimpact on day-to-day activities is more
likely to detract from job satisfaction than add to it. Academic depart-
ment heads need o be convinced that their leadership style is probably
the single most important determinant of faculty job satisfaction. They
need to be trained for departient managemant positions so that they
.
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can recognize which leadership style is most effe tive in a given situation
and the conditions under which participation in dedision making can
lead to improvement in faculty job satisfaction.

The relationship between standards for educational exeellence
and financial cfficiency and faculty job satisfaction needs 10 be better
understood | Available rescarch indicates that administrators should not
hesitate 1o demand the best. The motivation theories of Maslow (1962)
and Herzberg (1966) provide support for the thesis that high levels of
achievement lead to high Job satisfaction. Mediocre achievement,
resulting from faculty adherence to marginal standards for educational
excellence and financial efficiency, leads to mediocre Job satisfaction.
The result for community colleges interested in demonstrating the effec-
tiveness ol their prograins and services in an increasingly competitive
educational market is a marginal impact on student and comnunity
constituencies generated by a tired and disinterested faculty, Academic
department heads should be trained to set specilic, realistic, and mea-
surable objectives that will jead’ to high levels of achievement. They
+hould monitor performance and provide feedback to laculty 1o make
sure that high levels of achievement are attaindd. Strict standards for
financial performance, budget control, and purchasing should be set

and enforeed. Contrary to prevailing thought, the effective use of

available resources will contribute to faculty job satislaction.

The incentives implicit in advancing institutional impact
thiough iniprovement in the responsiveness of the institution to chang-
ing needs in the service region should be the subject of increasing atten-

tion by community collége faculty and administrators. The institution

should design a system to monitor changing needs of students and the
comnunity on an annual and systematic basis. Rescarch of this type
contributes not only to faculty job satisfaction but o institutional survi-
val as well. Questions to be asked include: How many new programs
have been launched at the college in the past five years? How many
costly or inelfective programs have been eliminated m the same period
oftime? Are teaching methods in use at the institution today with chang-
ing student constituencies the same as those in use ten vears ago? What
mnovative instructional techniques are projected for use in the college in
the next year, in ten years. and so on? What other instructional techni-
ques might be appropriate for application to today’s programs and stu-
dents? A product of improved iastitutional responsiveness to student

and community needs is increased pressure on college faculty and stall

to implement fiew techniques to thereby maximize the impace of pro-
grams and services of institutional constituendies.

-
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Conclusion ] :
When communm college faculty and administrators p]an for thc
*7_, future, they usually think of enrollment projections, programs.and ser-
vices tobe offered, and staff'to be hired or let go. Seldom is the improve-

ment of faculty and staff job satisfaction a topic for top management in a

- community college. . .
Incentives for faculty performance and job satisfaction are.pres-

ent in the operations of every college. Ar. understanding of the rela-
tionship of incentives to faculty job satisfaction is cracial to improve-
ment of the impact of a community college in relationship to its consti-

L

"y

tuencies The lack of attention (o job satisfaction inevitably will resuttin
unintended and often undesirable outcoines as satisfaction declines and
institutional impact wanes in the face of mounting faculty and staff
pressuse for a better work ¢nvironment, .
Five factors hay e been examined that have an impact on faculty
Job satistaction Each facfor can be managed by college administrators — L
that is, adminstrators can significantly influence factors that influence
faculty joby satistaction. Available data show that facilty job satisfaction
can’be measured, key factors influencing job satisfaction ¢an be manag-
ed, facalty job satisfaction techniques can be lmplumnlcd by acadeinic
‘d(p(nnm it heads independent of the rest of the college, improvement
in management can lead to higher facalty job satistaction, and impact
can be enhanced through improvemeat in job satistaction. ]
Programs to improve ficulty jobr satisfaction ave a «ritical in-
- gredient in faculty and administrative cfforts to improve the impact of
community coflege cduullmn The effect of job satistaction on impact
deseryes more study than it has received to date. Unless this | problent is
L»‘"l\ en more attention in the future, (ommumly U)ll(gc dcullv and ad-
ministrators will have developed more and better devices to nmpxow
productivity in the face of dedlining vesources, but will not have in-
creased.the level of job satisfaction and may ha\'c unwittingly dimin-
ished the impact of the institution on its constituencies. o -
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. Table 2.
" COMPONENT: SOCIAL MOBILITY COMPONENT: COST BENEFITS H
DEFINITION ’ DEFINITION i
‘ Comparatjvc mobility on measures of income and employment aniong Cost of institutional programs and services in relationship to the
-, individuals classified into threc patterns of interaction with two-ycar market value of students upon exit from collcge,
institutions: 1) high school graduates/no record of college attendance,
2) curreatly enrolled students, and 3) two-year college graduates, INPUT FACTORS
Cost per FTE
INCOME - } * instruction (cost per FTE)
* personal income of: high school graduates, currently enrolled sty. * non-instructional support services (cost per FTE) -
dents, and two-ycar collcge taduates
. pr:pcrty owncré);xip of - ge gracy Market Value of Students Upen Entry to College .
<4 availability of discre- : ¢ regional labor market needs
tionary income to: * student qualifications for jcb entry on basis of current fevel of
* spending patterns of: . cducation and experience

¢ personal income of students at point of college entry
) - * purchasing power in community (discretionary income)
EMPLOYMENT -
¢ types of positions held on regional fabor market by: high schoot

i graduites, currently enrolled students, and two-year college OUTCOMES
graduates . o Revenue per FTE ) ) .
« number of job offers at point of entry to regional fabor market ¢ revenue generated in the community (local taxes. property renfat———__
received by: ' personal expenditures, ctc.) per FTE enroliment in cellege
: z:?r::::tgssaal?r? :fr i Market Value of Students Upon Exit from College
s supervisor osil}on(s} . o student capaelty to fill critical jobs in regional labor market
heﬁf by: P * personal income of students at point of exit from college

. * purchasing power in the communiy

COMPARISON OF INPUT FACTORS TO OUTCOMES ON ALL
. -OF ABOVE ITEMS :
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Table 2 (continued)

COMPONENT: ECONOMIC DEVELOPMENT

DEFINITION

Status of the two-year college as a ¢« ntributor to community eco-

nomic development through providing trained manpower for the
. regional fabor market.

INSTITUTIONAL PRODUCTIVITY IN RESPONDING TO
REGIONAL MANPOWER NEEDS -
« job titles required by regional business and industry in specific
""" occupational categories/next year, next two years, next five vears
college programs available to meet manpower requircments of
regional business -and industry
number of students currently enrolled in college programs tearing
a direct relationship to manpower needs of regional business and
. industry
number of graduates employed in key job titles
job mobi/lity of graduates in regional labor market

CAPACITY OF COLLEGE TO ATTRACT AND RETAIN

-~ ___INDUSTRY. IN SERVICE REGION _

. training programs available to attract new industry
o cost bencefits of college training to, business and industry °

industry training costs wirh college programs
industry training costs without college programs

CAPACITY OF COLLEGE TO IMPROVE COMPETITIVENESS
,OF REGIONAL BUSINESS AND INDUSTRIAL ORGANIZA-
TIONS FOR FEDERAL, STATE AND LOCAL CONTRACTS
¢ availability of “trained faculty to, build skills_ m sansl‘actory
performance-of competitive bid contracts —~

o aya:lablhty of*faculty with unique trade shills to servé in a consult o

Q “1pagity mTh regional industry on competitive bid contracrs

ERIC i

,

STATUS OF COLLEGE AS A FORUM FOR COMMUNITY
DEVELOPMENT
o off-campus educational programs offered by collcge
o college services in response to community needs
health services
career and vocational guidance
ramily counscling
business and industnal development
financial planning .
« community use of college facilities

OUTCOMES GENERATED 8Y COLLEGE LEADING TO
COMMUNITY RENEWAL -

o reduction of unemployment

« reduction 1n out-migration of population

o improvement in family organization

« attraction anid retention of business and industry

- improved consumer spending patterns

COMPONENT: SOC;AL CONTROL

DEFIN!TION

Status of the college as a contributor to community development
through ausorption and conversion of undeveloped manpower into
human capital to meet community needs.

ABSORPTION OF UNDEVELOPED LEARNERS INTO

COLLEGE PROGRAMS

» number of new learners with no immediate careef. potential
enrolled in college programs

* projected entry into regional economy of undeveloped learners

e cost cconamy of two-year ¢ollege in prepanng undeveloped
learniers far entry into cconomy as compared 4o other institutions
(e.g.. munieipal and federal traimng prugrams, apprenticeship

— rograms, four-ycar colleges, industry training programs, pro-
1 '%Tﬁi ions, etc.) . .
A A &




MARKET CONTROL

o selective funding of new workers into job market with appropriate
job skills \

« bridging of gap between socioeconomic aspirations~and individual
limitations of mew learners .

« reduction of frustration n undeveloped learners as eviden\ccg in
data related to indicators of social organizationdisorganization’
the community {c.g., critninal activity, broken famities, large pro-
portion of population on public assistance, abandened property,
etc.)

REDUCTION OF HUMAN AND FINANCIAL WASTFE
¢ reduction of financial waste throughabsorption of undeveloped
learners into college programs and relief of taxpayer costs for in-
dividual processing in social institutions (municipal or state, and
federal court systems; penal institutions, municipal assistunce pro.
_grams, welfare programs, ¢ic.) i
-e~reduction of human waste through provision of marketablc skills
to individaals for entry into the regional labor marke

CAPACITY OF COLLEGE TO REDUCE UNEMPLOYMENT

AND IMFROVE ECONOMY OF SERVICE REGION

« absorption of unemployed into college progranis

* employinent record of previously unemployed after contact with
coliege programs

» changes in income and spending patterns of unemployed after col-
lege attendance -

COMPONENT: COMMUNITY RENEWAL

DEFINITION

-Impact of the college on the community in relationship to key indica-

tors of economic development: commumity demography, ¢mploy-
ment, secial orgamization, and taxable property,

STATUS OF COMMUNITY ON KEY DEMOCGRAPHIC
INDICATORS
¢ unemployment

ut-migration of population

~
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Commaunity colleges can ill afford to function in isolation

JSrom the political and economic base provided by external

constituencies. Impact assessment. strategies are needed

to guidde resource allocation and genératioy decisions .
____In pursuit of selective gogls with constituencies. - - -

H

/

Imlbroving College Resources
Through Impact Assessment

‘Richard L, Alfred:

Assessment of the benefits of college programs and services in return for
investment in education is a subject of mounting interest among com-
munity college faculty and administrators, The challenge s, in part, one
of examining the impact of college on external constituencies while cop-
ing with a decline in resources. In the 1960s and 1970s, studies of impact .
~ - wercrare as constantly increasing resources focused the attention of ad-
: ministrators on accommodation to growth. Many, if not most adminis- - —
trators, during this period were conditioned 1o cvaluate institutional
performance and resources in terms of growth. Faced with a prospect of
decline in the 1980s, the tendency (among administrators) has been to
initiate measures to stem the decline and, as this trend persists, to
employ proactive strategies to improve the flow of resources. Given this °
condition, impact assessment is likely to become a prominent feature of
community college management in the 1980s. .

The concept of impact—as described in my preface to this vol-
ume—can be examined through consideration of six questions: What

R. Alfred (Ed 'y New Donctions for Commumty Collres Insttutional Dapacts on Campus, Communty, ; =
and Bustness Gonstituencaes, no 38 San Franeiwo JosseveBasy June 1982 - 93
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are the effects of two-ycar college degree and nondegree prograims on in-
dividual carnings, employment, and social development? What are the
cost benefits to business and industry of labor dey clopment programs of-
fered in community colleges? Do states and localitics experience direct
economic benelits as a resultof community college prograims? What are
the social and economic benefits to agendies of government — national,
state, and local —associated with imestment in « emmunity college

education? Does community college education improve the quality of

life through absorption of unemployed and indigent groups in the popu-
lation? What is the relationship of community college programs to
cconomic development in a recessionary ec ononiy? In addressing these

* questions, the authors in this sourcebook ha ¢ presented a common

theme relative (o impact assessment— namely, that the major issue sur-
rounding the study of impact is the absence of tested, practical models 1o
guide management practices. research processes, and information gath-
ering techniques. A second theme is the need for an organizational strat-
egy te guide the use of impact data with internal and eaternal constitu-
encies depending on the needs and characteristics of the institution en-
gaged in such inquiry.

This chapter presents a model for the assessment ol impact based
on concepts presented in the preceding chapters. The chapter is de-
signed to demonstrate the utility of impact data in resource decisions
and includes a statement of the variables that should be examined in im-
pact studies, as well as the uses of data forthcoming through rescarch,

Model for Impact Assessment

The fundamental problem that must be addressed through im-
pact assessment is the relationship between resources and benefits
community college education. Specifically . what are the benefits of two-
year college programs, the costs associated with such benefits, and the

implications of cost benefit information for resource allocation and gen-

cration? As part of this design, the focus of assessment can be-on three
dimensions of impact in the college environment. (1) strategic condi-
tions that facilitate or constrain institutional dey clopment - demo-
graphic transition, condition of the cconomy. public attitudes toward
education; (2) outcornes produced by the college in relationship o exter -
“nal constituendics — soc jal mobility, cconomic development, labor de-
velopment and training: (3) resource allocation decisions to v prove the
position of the college with external constituendies — program enrich-
ment, elimination of nonproductive programs and seivices, establish-

-
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ment of new programs. Assessment of impact in each dimension is
important if faculty and administrators are to improve the benefits of
community college programs and thereby improve the resource base of
the institution through expanded impact with funding sources.

A three-dimensional model for impact assessinent in cominunity
colleges is presented in Figure 1. In this model, assessment takes the
form of rescarch and analysis on_strategic conditions and outcomes for
the purpose of examining different formes of impact created or ex-
perienced by the college in relationship to external constituencies. These
two dimensions favorably or unfavorably have an impact on a third
dimension — the resource dimension, which invol es decisions made by

the college in the generation and allocation of resources based on pro=

Jjected zonditons.

Understanding of the Strategic conditions that nfluence the alloca-
tion of resources to the college is a key element in understanding the po-
tential of the institution™o preduce useful outcomes in relationship to
constituencies. Clearly an institutiof undergoing reduction in resources
duc to changing federal policies, econornic recession, pressure for tax re-
lief, or declining publie interest in higher education will experience a re-
sidual reduction in its capacity to generate outcomes. Data showing the

impact of strategic conditions on institutional resources may sigpifi- .-

cantly facilitate understanding of the role of IMpac L assessment i coin-
munity college management. I
Assessment in the outcomes dimension involves the casurement

of impacts created by the-college in relationship to identific ! constj-

tuencies such asstudents, business and industry comumunity organiza-

tionsTand state and federal agencies. The information in Figure 1 is not

sufficiently detailed to provide a description of the fuil range of outcomes
produced by community colleges. However, (lumg descriptive of out-
comes can be used o demonstrate the effect of resource allocation deci-
sions in a wide sphere of activitics. What. for examiple. is the return on
investment in education for community college graduates? What are the
social and economic benefits offset 0 the conm)upi[y through college
programs and services? What are the cost benefits to business and in-
dustry of labor force training programs provklcdf by community col-
leges? What is the impact of community college programs on econonic
development and diversification programs in states and localitics? What
are the direct and indirect benefits (o the feder al government of commu-
nity college programs for training the imemployed and under einployed?
Itis important o consider the outcomes produced by college programs
in resource dedisions. Resources are finite. and priorities must be
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Figure 1. Impact Assessment Model
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dcv‘clopcqu;)gsa(i on logical criteria as to which vatcomes and which con-
stituencies should be accorded major, minor, or no attention by the
*’j‘i!nstitmiqn,. Poor management in the area of resource allocation can
damage the resource base of a college and thereby hamper its ability 1o
serve constituencics. . L. T . .
The model presented iz Figiire 1. dividing_impact_into_two____--
dimensions. can provide a useful framework for analysis of impactin-the
didy-to-day context of college operations. In the pages that folldw, crite—-
ria for the assessment of impact in%trategic and'outcome dimensions are_
presented and questions ard/ posed that require answers if community
*college are to allocate resourtes more effectively and improve their posi-
_tion with funding sources. ‘ :
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- As'sc’ssnﬁféntrbf Strategic Conditions

In orderto plan the allocation of resources, faculty and adminis-
trators necd” concise information on factors in the environment that
shape the flow of resources to the college. Two-year colleges musgﬁgycf;

nerate impact. The flow of resources to the college

from extefnal constituencies will meet, exceed, or fall short of the level of

~ support necessary to forge positive impacts. As such, strate. « condi-
~ tions=conditions that influcnce enher negatively or positively the flow

_of resources to the college --are u form of impact experienced by the col-

lege incontrast (6 one that is gencrated through its programs and ser-~— -
“vices. Changing strategic conditions can translaic into changing finan-
‘cial support if such conditions are not caggfully analyzed and antici-
pated. Faculty and administrators need to des ote time and energy to the
E identification of strategic conditions if the ¢ ollege is to developa resource
base sufficient for the generation of fivorable outcomes with external
- . constituencies. i ) ) 7
“There is a data base comnion to all institutions. involved in as-
sessment of strategic conditions, Table 1 presents five categories of stra-
tegic conditions that have an impact on the resource base of the commu-
_nity college. These categories depict a range of indicators that link ex-
ternal conditions with processes of resource allocation and generation,
Information related to strategic conditions can be useful to faculty and
administrators in the following types of decisions: .
e mission definition: cxpansion or contraction of the institutional
mission in relationship te emerging conditions
Definiton of cliontele: modification of enrollment and retention
strategies to meet the needs of new learners entering the college




Table 1. Strategic Conditions in the Community College

Strategre Conditrons

Impact on College

Demographic

Change in the size and composition of the
regional population

Change in population size through replaccment

= (or 'llonrqil.’cumcm) of “wraditional™groups-by -
| uew” grougs

Change in population composition through
increasing representa ion of subgroups dassificd
according 10 age, race, cthnicity, sex,
occupational status, income, level of education,
cemployment status

Change in enrollment stee and
omposition of the college with
resulting impheations tor
change m. (1) the program/
service mix to accomodate hew
learners and (2) the 1esource
base o finance new or
expanded programs and
services o mect the educational
needs of “new” learners

Economic
General condition of the cconomy reflected in
such indicators as gross nnuonnl product-
prunc rate, rate of un(-mpio) ment, rate of
inflation, industrial growth and devclopment
Economic development and div ersific ation of
the college service region and state
Change (or projected change) in service segion
cconomy from a manufacturing economy to a
service cconomy
Change in“labor market needs reflected m
busmcss and industrial projections ofy
replacement positions and new hmngs in
wific occupational categories
ol inflation on cquipment, supplies, and
tabor costs in the service region and state
Projected growth and development of regional
“business and industty in relationship o plant
closings, attraction of new industy, layofl
of emnployces
Federal p()h(us for ppeddding reflected in budget
appropriations for defense, social programs,
health, edutation, covironment
Nadional, state, and local initiatives for tax rehef
with resulting implications for public support
of higher education
!’m]cuc(. trends in collective bargaining and
cost esthnates in 1cfationship o future collective
bargaintng agrecments

Change mi the 10 enue and
expenditure patterns of the
college (.m\cd by one or more
ol the following conditions:
~—change in lowal tax revenues
—change in the pattern of .
dependence on state agencies
as & 1evenuce source
—change in the pattern of
federal support for higher
education
— change 1 the proportion of
the institutional budget
available for (hs(r(lmn.lr)
puiposes due to
increasing fixed costs

Political

Emerging federal policies with a d\r( ct impact on
community colleges (entitlement grants and
financial u|d)

Federal initiatives, programs and policics with an
indireet impact on conmmunity colleges
{proposed tax poliaes, postage regulations,
regulation/deregulation of energy costs)

10p ¢
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Change in the resource base of
the college due to ancreasing
competiion for public monices
and ceniralizaton of dediston
mahing for programs and
resonrces with state fedesal
agencics




Table 1. Strategic Conditions in the Community College (continued)

Strategic Conditions

Impact on College

. Political (continued)
Emerging patterns of state coordination and
firancial support of public higher education

B Patterns of competition bhetween higher education

s JRStILGIONS. a0d huinan services ofganizations
(mental health, hospitals, courts, correctional
institutions) for timited publi¢ resources

Emerging relationships with business and

industry and trends in private sector

- support for community college programs and
services

Soctal
Status of higher éducation in the cyes of the
public as an organization worthy of support in
; cotparison 1o other types of not-for-profit
organizations
Perception of community college education as an
avenue for social and economie mobility among
subgroup in the general population
. Pereeption of *hecommunity college as an
organization for community rencewal thiough
labor development, absorption of the,
uncmployed, community development

Change in the pattein of local
support for community college
educationsduc to rising or
declining perceptions of the =
capacity of the college to
provide teadership for social
and cconomic mobility,
economic development. social
change

Technological .

Trends in energy development resulting fiom
investiment in new energy sources, fossil fu-ls,
and energy conscrvation techniques

Change in educational delivery systems mvolving
advances in computer technology,
telecommunications, media systems

Natural resource development in the college
service region (cnergy, minerals, forestry)

i resulting in financial benefits to the college

Changing technology in informanon production
and retrieval systems i

-~ = “Technological advances thar change the
compunsition of the labor forc e through labor-
saving techniques (robotics, advanced computer
systems, telecommunications)

Advances in medicine and biologrcal research thay
improve life expectancy and health

Changing technology leaaing to the creation of
new labor development ficlds and industrial
specializations

Advances in the science of management,

.. business technolpgy, and business
| tommunications

Change in the program/ser ice
mix of the college 1esulting
from changing labor niarket
needs. Secondary changes in
the expenditure and revenge
parernseof the college due 1o
expanding requirements for
new technology and the advent
of profit-based orgunizations us
asource of financial support

ERIC
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o Program/service mix. change in the distribution and mix of ser-
vices and programs to serve the educational needs of new
learners within the limits of fiscal resources ’

o Resource allocation. change in the allocation of resources to pro-
grams and services based on change in demogri.phic, eco-
nomic, political, social, or technological conditiuns in the col-

: - lege service region

o Resource generation. der clopment of new strategies for resource
generation based on the amount of resources available to the
college from funding sources.

Identifying and monitoring the strategic conditions that have an

impact on the resource base of the college is eritical to the effective alloca-
tion of resources to programs and services. Data descriptive of strategic

.. . I
conditions can be used by management to predict the flow of resources |
and thereby to inprove the benefits and vutcomes of community college

education in relationship to important constituencies.
Assessment of Outcomes

It is not enough for a community college to commit itself to
assessment of strategic conditions as the only source of data for resource
allocation and generation decisions. Asséssment must also indude ex-
amination of the impacts nroduced by wll%c programs and services in

- relationship to identified constituencies. Impact, in this perspective, isa
function of the outcomes and benefits generated by college programs in
identified arcas of activity with external constituencics.

The objective of outcomes asscssment is to provide a strategy for”

the allu(,dtion of resources basced on measures of impact and cost. Out-
comes and cost measures form the ¢ssential nucleus for a question that
must be answered by community gollcgcs if they are to improve the im-
pacts they generate with external constituencies. What types of constitu-
encies experience what types of benefits at what cost? The three cle-
ments of this quesiion form the components of the strategy for assess-
ment of outcomnes.

>

The first component of the strategy is outcomes. With the help of

faculty and std“ measures can be identified to doo ument the outcomes ”

of college programs and services. To illustrate, the impact of programs
on students can be assessed through examination of vutcomes following
graduation in rclationship to such variables as relationship of job to
curriculum, personal income, job mobility, pattern of promotions,
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supervisory responsibility, further education, honors or awards recog-
nizing superior performance, and employer evaluation of performance.

The distribution of outcomes measures for various constituencies js
presented below. ) ) -

.

1

" Constitueney: State and Federal Agencices
Outcome Measures: - . - ..
e Number of community.” junior, and technical colleges
Public ’
Private
o Emollinent in comntunity, junior, and technjcal colleges
Part-time
Full-time .
Total
» Percentage of aduls cighteen years and older enrolled in communty, junior,
. and technical colleges .
o Purcentage of college age population (cighteen to tw enty-two years) enrolled in
community, junior, and technical colleges
a ¢ Percentage of womnen cighteen years and older emolled in community, junior,
and technical colleges
© e« Percentage of black and Hispanic entollment ‘i community, junior, and
technical colleges .
- * Average cost per full-time cquivalent student in tworyear colleges v
o Number and Pereentage of students regeiy ing state and federal financial aid in
two-yeag colleges
. * Percentageof citizens with boverty level income enrolled 1n two-year colleges
* Percentage of unemployed adults cighteen years and older efitolled in two-
year colleges. - - . °
- = 7 e Number of two-year colleges operating programs for special population .
subgroups (exolfenders, returning housewives)
-o “Total market value of two-year college facilities
o Total expendita « by twosyear colleges duting fiscal vear period

Constituency: Communny Groups and Organizations
Outcome Measures: ’

* Economic impact of college programs and services on the conumanity
Dollars spent for sularies
Expenditures for cquipment and supplics
Expenditures by college personnel for living CXDCISCS
Discictionary purchases by college personnel ‘
State and federal monies brought into the commuity by the college
Indirect Economic Limpact of college programs and services on the cornmu nity
Social and ceonomic mobility of college graduates
Reduction in uncmployment .
Attraction of business and industry into service region
Social impact of college programs and services on the cotnmunity
Rate of community use of college facilities
Community perceptions of college programs and services
Community knowledge of college goals, objectives, programs and scrvicss
Rates of citizen enrollment in colldge programs and utilization of college

services

.
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Constituency: Business and Indusury
Qutcome Measures: -
. Lpbx.ulmg i Job shalls of cployees i busiess and aindusty due w mllvgc
labor training programs
Placement and performance ot college graduates in rcgional business and in-
dustry
Reduction i busitess and mdusttial stalt devddoprient costs due 1o labor
development and training programs in communuty colleges
Improvement in management shills of cmplu\ws due 1o management
development programs provided by community colleges . -
Change i salany l(‘\( Is ot erployees due o estollient m commume college
programs
Improvemant m busiess and adustiial capacity w adiace tederal .md state
contraets due 1o expertise provided thiough college stalt
Reduction i labor costs due to ceope ldll\t edutation programs with two-year
colleges
Improvement mbusinessand mdustial awareness of ceonomie tonds due to
partidpation in college workshops and senupars -

Constituency: Students
Outcome Measures:
o Student outcomes following graduarion
Emiploy ment prospedts {number ot offers) tollow ing graduation
Relationship of job o curriculim
Personal income
Job Mobiluy
Patern of promouons
Supervisory responsibnlity
Honors and awards
Employer evaluation of petformance .
Pattern of individual expeanditures for disaretionany gouds and services
Leadership posttions i local, state, and natonal ogganzatons
Student perceptions of commmnuity college education
Quality of insttuctors and staft
l se of innovatve weaching techmgques v
Adequacy of equipment, supplw < and facihities
Adequacy of support services
Relatedoess of educanon w job requitements
Quality of education as prepatation for hife
Capacity ol cducation to unprove socal shalls, cultwial understanding, and
communication skifls

This classification of outcotne measuies is unnga\xchcnaivc and
it types of in-

includes most of the ditnensions of impact found in differ
stitutions. A weahness revealed thiough research data in any one cate-
gory — for example, dedlimng entollments or changing patterns of social
and economic mobility assodiated with college programs —could be
interpreted as a sign of weakness in program design or functioning.
Such weaknesses need to be diagnosed quickly of the institution is o
maintain an acceptable level of impact with external constituendcies.

ERI
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The cost com})onem of the evaluation strategy is designed to pro-
vide cost data in a format compatible with outcome measures. <Ap- -
propriate cost units such as full-time equivalent enrollment. crediy

. hours, credit aurition, contact hours and cost per eredit hour can be
developed and reported in conjunction with outcomes data, thereby
providing the components required for cost-benefi analysis,

' " Cost data: provide an important index of the expenditure of

— resources associated with the production of outcomes. For example, if

cost data indicate a trend toward decreasing enrollment, increasing
operating costs, or rising costs per credit hour, a question would emerge

-as to the relationship between costs and outcomes. Program costs that

dr;urml}caily excred program outcomes would cast into doubt the ability
of the college to generate eritical impacts with constituencies within the
limits of fiscal resources.

v

3 h

Improving the Resource Base

The translation of impact data into resource allocation decisions
is the heart of the assessment process. When data on outcomes and costs
have been collected, guidelines are necessary for their translation into
resource decisions, Establishing guidelines involves setting up institution-

- wide priorities for the expenditure of resources. The absence of
priofitics allows the accumulation of a core of unanswered questions
that plague faculty and administrators: What are the uses of impact data
in community college? Who should be responsible for assessing the im-
plications of various data trends and advising management of alterna-
tive strategies for resource allocation and generation on the basis of im-
pact data? How can mnpact data be used to improve resource allocation
and genceration decisions?

These questions must be answered if CCinuiunity colleges are to
expand the level of impacts gencerated with external constituencies. The
application of impact data (o resource decisions, however, does not
answer the question of how to improve the resource base of the college
through development of new resources. Most institutions fail to as-
semble impact data so that they argye convincingly for expanded levels
of financial support. A single college, for example, may have infor-
- . mation on the cconomic impact of its programs on the conminunity or it
may have published reports on the social andl cconomic gains experi-
enced by its students after graduation, but these factors have not been
Jdinked to produce a cogentargument for additional resources. Needed is

ERIC ,
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a strategy for asscssmg impact that joins variables integral to bU(.l(ll and
cconomic impact in a case for L‘Apdndcd financial support.
The strategy presented i the following pages identifies the im-
pact variables that require rescarch if community colleges are to im-
prove the resource base through ingreased financial support. This el
is divided into five components, each representing a unique argument
- for increased support, with measurement indicators presented for each.
< Two-year colleges cannot afford to function in isolation from the
political and economic base provided by external constituencies.
Measures of impact are neeessary for,improy ing relationships with con-
stituencies that, in turn, provide the college with the resources necessary
for development of new programs and services. Agencies in & position to
make funding decisions will be lnoti\l‘z}te(l to commit resources to the
.-institutions they believe yield, the gréatest benefits to them. These

H - . . N *

= benefits are largely cconomic in nature. If the two-year colleges can
demonstrate their rolc as a catalyst for so('ml and econonic dev clopment
of individuals, groups. and ongdnu.duons then a case can be put for-
ward for financing these institutions as ‘vital foree in state and local
government. Success or failure, d(.wldmg to this scheme, depends on

- . - . T .
high performance levels by the college in generating outcomes that are
essential to states, localities, and the federal g()\ ernment for long-term

. . development (see Table 2). ;
¥ - “:
3
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Further information about institutional impact
impact is avatlable in the ERIC system.
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ERIC Sources and Information:

. Measuring the Bengfits of
/ Community Colleges

Jack Friedlander -

A search ol:'the ERIC data base has yielded a large number of re‘search

studies that have been concernedwith measuring the economic and edu-
cational benefits of community colleges. Most of these studies were
designed to obtain answers to one or more of the following questions:

- What are the economic costs and benefits of community colleges to the
communities in which they are located? How effective are community
colleges in providing programs and services to each of the groups they
are designed to serve? And to what extent are community colleges satis-
fying the educational and career objectives of their students?

The studies, whether they foctised on data collected at the state,
district, or individual college level, were remarkable similar in their
designs and in their findings. The economic impact studies, based on a
manual developed by the American Council on Education (Caffrey and
Isaacs, 1971), demonstrated that the contribution of community col-

eges to the economic well-being-of the-state-and jurisdiction in. which.___

-
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they are located far exceeds the cost of maintaining the college. A
manual_designed by the National Center for Higher Education Man-
gemcn(”Syetems (Armijo and others, 1978) served as a how-to-do-it
guide for determining how members of different constituent groups
assessed the benefits of having a community college in their area. These
studies found that community members were aware of and satisfied
with college programs and felt their community benefited from the col-
+ lege. ]
- " The extent to which colleges were helping students to achieve
’ their educational and career objectives was assessed by examining the
postcollege experiences of former students. These follow-up studics,
similar in design to those used in Texas (Hall and Reed, 1979) dnd
Maryland (Tschechtelin and MacLean, 1980), showed that community
college graduates were more likely than nongraduates to cari higher sal-
aries, to be employed in jobs related to their training, and to report that
their college preparation helped them to obtain, perform, and advance
in their jobs. In addition, most graduates felt their community college
training was most helpful in their subscquent educational and carcer
pursuits. The stdics from which these condusions were derived are
summarized in this chapter.

Economic Bencfits of Colleges on Their Communities

In recent years, educators in state systems and in the individual
community colleges have conducted studies to mcasure the economic
«  benefits of colleges on communities in which they are located. Most
. studies of the economic benefits of colleges on their districts have been
S _J)dsgd_()“n.a_n‘la nual developed by Caffrey and Isaacs (1971). The manual
details the formulas, data sources, and procedures needed to measure
the économic effects of a college on its community in twelve areas, seven
ofwlnch are appropriate to community colleges. The types of informa-
tion considered in assessing the economic impact of community (olkgc
on their districts are illustrated in the studies summarized here.
Statewide Studies. A study was conducted by the Illinois Com-
munity College Board (Bess and others, 1980) to assess the economic
impact of the staie’s public community colleges upon their local districts.
Part of the study examined financial information concerning local busi-
nesses, local governments, faculty, staff, and students at six institutions
representative of the state's commulnity colleges. The study revealed
that, in the year examined, the six [llinois community colleges made a
substantial positive contribution to the cconomiies of the districts in
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which they were located. In cach of the districts, the business volume
attributable 1o the college’s expenditures averaged close 1o $25 thou-
sand, the credit base of local banks increased by an average of 85.2 mil-
lion. and an average of 1,534 Jobs in each district was related to the
expenditures of the college. Bess and others found that some colleges
“produced a greater economic return to their district than did other col-
leges. Some of the factors that accounted for these differences were:
percentage of staff living in the district, percentage of college funds ex-
pended in the district, percentage of students who were enrolled on a
full-time basis, and amount of funds deposited in banks in the district.
Jackson and others (1978) conducted & study to assess the effect
“on the economy of the state of Washington of its twenty-seven-campus
system of community colleges. Results of this study showed that the
community colleges generated over $147 million in out-of-state. funds
between 1969 and 1976 and $690 million in business revenues for the re-
«porting period. The average contribution to petsonal income was 171
percentof the state’s general community college expenditure fund, and
during a severe recession in'1975-76, system operations produced jobs
for 15,837 pcople. The investigators concluded that Washington’s state
community college system is one taxpayer-supported program that
yields a 31 percent return on Jhe tax investment.

Linthicum (1978) examined the effects of Maryland’s public
community colleges upon the business and government sectors of that
state’s cconomy in 1971-1977. She found that the state received about
$9 million from taxes paid by the faculty and staff, from the federal gov-
ernment, and from taxes on business property allocable to college trans-
actions. In addition, about 6,700 Jobs were available because of the
colleges. The literature review and the explanation of the methods upon
which the study was based are especially helpful to those who desire a
better understanding of economic impact studies.

Follow-up studies of graduates of community college programs
in Maryland (Tschechtelin angd Macl.can, 1980), IHlinois (Lach and
others! 1979), and Virginia (Eyler and others, 1974) revealed that over
60 percent of the gracluates took jubs within the same community college
district in which they attended college, and close to 90 percent of the
graduates were employed in the state where their former college was
located. Lach and others (1979) concluded that, in addition to the edu-
cational benefits, an investment in public community colleges results in
the production of many qualified skilled individuals who become em-
ployees and tax-paying citizens primarily in their local communities and
almost always within the state in which they were trained.
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Individual College Studies. Studies of the cconomic effects of
individual colleges on their local communigies are similar to the state-
wide studies just described in their design (based on the model
developed by Caffrey and Isaacs) and in their findings that the colleges
make a substantial positive contribution to the economic health of the
district in which they are located. Increases in terms of local business
volume, property tax revenues, and jobs were reported in economic im-
pact studies conducted at Bucks County Community College in Penn-
sylvania (Mahon, 1979), Mercer County Community College in New
Jersey (Baum, 1978), Thomas Nelson Community College in Virginia
(Butler, 1980), and Mohawk Valley Community College (Sotherden
and cthers, 1978) and Rockland County Community, College, both in
New York (Poris and Eskow, 1978).

Benefits of Colleges to Their Communities

Though useful, descriptions of economic impacts constitute only

" a part of the descriptive information needed by college administrators

anc nlanners in documenting the benefits of their institutions to the
con ity (Armijo and others, 1978). Information is also needed on
the cutects of a college’s programs and services on the various individuals
and communities it serves. Armijo and others noted that a community
college staff probably would want to investigate the awareness and usc
ofits programs and services, the extent to which they meet the needs of
the ¢dmmunity, and the public’s perception of the value of having a
com!munity college in their arca. A valuable resource for conducting
surveys to obtain this information is a book entitled Conducting Commu-
nity College Impact Studies A Handbook for Coms, Ay Colleges, developed by
Armijo and others (1978). This handbook provides a complete how-to-do-
it guide that can be used by community college personnel for organizing
and conducting community impact studies. Procedures for conducting a
study and sample survey forms are provided for assessing college impact

" on its community in such areas as community participation in com-
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munity education programs and extension sersices, comniu nity awarc-
ness of, use of, and satisfaction with instructional prograins and within-
stitutional services, institutional goal attainmnent, and unmet educa-
tional needs of the community.

Oakton Community College (1980a, 1980b) in Illinois con-
ducted a community impact study in fall 1979 to determine how selected
groups—~comnunity residents, business and industry exccutives, high

school students and personnel, students in the college’s adult and com-

7
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munity education programs— learned about Oakton, how they viewed
- the benefits of having a community college, how aware they were of the
programs and services offered by the college, how satisfied they were
with the programs and services, and in what ways Oakton could im-
prove its services. The study procedures and questionnaires were based
on models described by Arnijc and others (1978) in their handbook on
conducting community impact studies. Among the findings obtained in
this study were: the groups surveyed felt it was very beneficial to have a
.community college available in the area, the respondents valued having
the ooportunity to update job skills, prepare for job openings, and ex-
plore educational and career options; the community was generally
aware of Oakton Community C‘ollcgc and its missions; respondents per-
. ceived Oakton as meeting its objectives, and those who had participated
in the college’s programs were generally satisfied with their experiences,
The experiences of three community colleges that conducted a commu-
_nity impact study are described in Armijo (1979).

Career, E;rnings, and Educational Effects

In the past few years, numerous comrmunity colleges have con-
ducted studies to exarnine postcollege experiences and pérccptions of
former students to determine the extent to which their educational and~
career goals have been achieved. Some of these studies were concerned
with only graduates of occupational-technical programs, some included
gfaduates-of all college programs, and others assessed the postcollege
career and cducational experiences of graduates and n(')ngraduates.
—=————""These studies are very similar in information sought, design,

and results obtained. In most instances, surveys were sent te former

students within éne year after they left the community college. Ques-
tions asked of these students focused on their employment status, salary,
relationship of job to community college program of study, location of
employment, job satisfaction, educational status, and adequacy of prep-
aration. Employers’ evaluations of the adequacy of training their em-
* ployees received from the college were also obtained in a few of the
studies. Major ﬁndirfgs obtained in these follow-up studics of former
community college students are presented next.
Employment. Studies of community college graduates have
shown that most were oither employed fulltime or attending another
" college. Less than 5 percent were unemployed and looking for'a‘job

(Carter, 1975; Clark, 1975; Corbitt, 1979; Eyler and others, 1974; Foel-

linger and Aspinwall-Lamberts, 1980; Hall and Reed, 1979; Jackson
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and others, 1978; Lach and others, 1979; Reap, 1979; Swartz, 1980,
Tschechtelin and MacLean, 1980). To illustrate, Lach and others
(1979) reported that 75 percent of the Hlinois cormununity college grad-
uates were employed fullime, while an additional 13 pereent were cm-
ployed on a parttime basis. Only 5 percent.of the graduates reported
that they were unemployed and sceking a job. Research conducted in
Virginia (Eyler and others, 1974) and at Lane Community College in
Oregon (Focllinger and Aspinwall-Lamberts, 1980) demonstrated that
fulltime employment rates for graduates were highet than for nongrad-
uates. ¢

Relationship of Job to College Program. Rescarchers have consis-
tently found that over 75 percent of the graduates of occupational pro-
grams were employed in a job that was related  the program of study at
the community college (Carter, 1975, Corbitt, 1979, DeVault and Lee,
1978; Focllinger and Aspinw all-Lamberts, 1980, Gell and others, 1976;
Hall and Reed, 1979; Kirby, 1980; Lach and others, 1979; Lakeland
Community College, 1974; Swartz, 1980, Tschechtelin and MacLcan,
1980; Viinarskai and others, 1976). However, studies conducted at Oak-
ton Community Gollege, Ilinois (Kirby, 1980) and at Arapahoc Coin-
munity College (Corbiu, 1979) found that less than 30 percent of the
1977-78 gradugtes of nonoccupational programs were in occupations
that were relatésl to their college training. Similar results were obtained
in astudy of graduates of Teaas community colleges. Here 39 percentof
the associate in arts graduates (as L()mpzw. 82 percent of those with
an associate in applied science degree) noted that their present occupa-
tion was related to the courses they completed in college (Hall and Reed,
1979). Nevertheless, 75 percent of the associate of arts degree holders re-
ported that the training they received in college was beneficial in helping
them to perform their jobs. .

Studies by Eyler and others (1974), Tschechtelin and N 2 Lean
(1980), Vinarskai and others (1976), Reap (1979), and Hall a1 { Reed
(1979) have found that graduates were more likely to be employed in oc-
cupations related to their college training than were nongraduates. For
example, a study of former students of Oregon Community College
revealed that almost three times as many carly lcavers (47 percent) as
graduates (17 perdent) were cinployed in jobs not related to their college
program (Vinarskai and others, 1976).

Earnings. Gooder and MacMillan (1979) report Burcau of Cen-
sus figures from the mid-1970s indicating that males with one to three
years of college will have a mean income of $2,118 greater than their
counterparts with only a higher school education. The corresponding
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figure for females is $1,270. As.the authors pointed out, an increased an-
nual income of $2,118 for men and $1.270 for women multiplied by an
average of forty to forty-five years of car nings is substantial. Along these
lines, Moore and Woodnutt (1979) found that graduates of Chemeketa
Community College’s occupational programs had an,average starting
salary that was $3,883 greater than what they were earning prior to
starting the prograin. ’

Overall, the results of the studies indicate that an investmentina |

* community college program-is worthwhile for students in tering of
economic benefits after they complete their programs. Lach and others
(1979) reported that graduates with two-year associate degrees in occu-
pational prograins with no prior jobs carned a median salary that was
$2,352 more than that received by graduates of certificate programs of
onc¢ycar or less. Vinarskai and others (1976) reported that graduates of

B { . Oregon community colleges who were working fulltime earned an

average of $70 per month more than carly leavers cmployed ful ume.
More recently, Foellinger and Aspinwall-Lamberts (1980) found a $300
difference in the median monthly carning between graduates and carly
leavers of Lane Community College. Linthicum (1978) estimated that
students who attended a Maryland community college during the 1976
fall semester will receive almost a 27 percent return on their investment

+ in higher education during a lifetime. .

Job Satisfaction. Mahon (1979), Lach and others (1979), Vinar-
skai and others (1976), and other investigators have found that most
community college graduates who were employed were fairly well satis-

fied with their current pasition. Vinarskai and others (1976) reported

that twice as many early lea\'{;rs as graduates of Oregon community col-
leges were dissatisficd with what they were doing at work. “
Educational Preparation. Only a few of the follow-up studics
--asked students to rate the academic preparation they reccived in their
community college. Reap (1979) found that half of the 1978 graduates of
North Hariis Community College (Texas) who were enrolled in a four-
’ year institution rated their preparation as excellent, and another 45 per-
cent said it was satisfactory. Most graduates of community colleges in
Connecticut (Swartz, 1980), Texas (Hall and Reed, 1979), and Mary-
iand (Tschechtelin and MacLean, 1980) were satisfied with their prepa-
tation for transfer. Over 90 pereent of the graduates in these studies who
were employed fulltime reported that they were satistied with their prep-
ation for employment, )
Lach and others (1979) found that less than 40 pereent of the
graduates of occupational programs indicated that their community
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college education was helpful to them in the development of the follow-
ing skills: effective conuunicativn, ability to think critically, personal
relationships with others, goals and values, self-understanding, involve-
ment with their community, asthetic appreciation, and effective use of
titae. Nearly all of the remaining respondents rated their educational
preparation in these areas as adequate. The study by Vinarskai and
others (1976) of former community college students who were employed
revealed that less than half of the respondents rated their community
college experiences in mathematics, writing, speaking and rc:éding as
good. Earlier leavers tended to rate their academic preparation slightly
lower than did the graduates. ’

Several investigators have found that over 60 percent of those
community college graduates with a goal to transfer did. Howéver, 35
percent or more of those students lost four or more credits when they

- - moved from the community college to the four-year ifistitutions (Carter,

.

" 1975: Hall and Reed, 1979; Tschechtelin and MacLean, 1980).

Employer Evaluations of Graduates. In a few of the ,follow’-’ﬁi);f

studies, employers of community. college gxt@duates‘wéﬁéiaskgd to eval-
uate the adc)qu'acy of training their eniployees received from the com-
munity college (Clark, 1975; Kuznik, 1975; Moore and Woodnutt,
1979). Overall, the results of these surveys indicated that employers
were satisfied and impressed with the graduatés in terms of their skills,
general preparation, and their attitudes toward work.
4 - €

Conclusion
‘Two of the primary reasons for ineasuring the effects of colleges
on their students and communities, dre to provide legislators and tax-
payers with documentation of the educational and economic benefits of
having a community college and to provide the college staff with infor-
“1nation that can be used in program evaluation and development (Ow-
ings, 1980). As devices to heighten public appreciatjon, the studies re-
viewed in this chapter provide educators with nuch evidence to docu-
ment the economic and educational benefits of community colleges.
However, as tools for gathering data to be used in evaluating and
strengthenirig programs, these surveys are not entirely adequate. Diag-
nostic and comparative ifformation are afso needed. For example, the
economic impact studies did not provide infortation on the efficiency of
community college operations in terms of running their programs and
producing their graduates. Nor was there information as to whether
their individual programs were more or less cost effective and productive

-

N/ »

ERIC ' . :




- . . Q 117
than similar ones provided by other educational institutions in the coin-
“munity. Likewise, they did not attempt to compare college outcomes
with those of other providers of educational services, such as proprietary
. schools, military programs, four-year colleges and universities, or other
community colleges.
A major shortcoming of these studies is that they do not provide
comparative information on the economic and educational benefits of
" -community colleges versus equivalent dollars spent on some other
public agencies. That is, if a state invests $10 million in a community
college, then naturally the college is going tohave a salutary effect on the
___—economy of the community in which it is located., However, these stud-
T ‘ies do not provide comparative information on the economic benefits to
. the community if the money spent on the college were spent on:some
other services such as libraries, museums, a cultural center, a branch of
a university, or tax credits for an industrial park. Similarly, if students
completed an occupational program in a community college, we would
surely expect, or at least hope, that they would be more likely to geg a job
in a field rclated to their+raining than those who did not attend college.
- - A more meaningful comparison would be to determine what the educa-
tional and occupational benefits to the community would be if the
money spent on a community college were directed toward other spon-
sors of educational training such as high schools, proprietary schools,
; four-year colleges and universities, or job training centers;

Nevertheless, the numerous studies assessing the benefits of
community colleges have been consistent in showing that these institu-
tions make a substantial contribution to the econemic well-being of the
states and jurisdictions in which they are located, that the community
members are aware of and satisfied with the programs offered by the col-
-leges, and that the colleges have a positive effect on their graduates’

career and economic attainments.

Economic Impact Studies
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. Imﬁhct'measure:f are a critical ingredien. in shaping the future

" of the institution and enable Jaculty and administrators to weigh
" ond sift’the evidence for various development alternatives.

~ An institutional data vacuum invites external intervention and
- -domination either by an imposed plan or ad hoc legislative

- decisions. A-carefully defined plan for, assessment of impact invites )
" external support and cooperation rather than control.” Community .
- “colleges skould, at the very least, know raore about the benefits
-of their programs to students, business and industry, the
_community, and government agencies than do external agenctes.
.- The assessment of impact as considered in this volume of

) New Directions for Gommunity Colleges, provides one method
Jor collection of this information and ensures the continuing progress
of community colleges toward their stated mission and goals.
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