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Editor's Notes .
...

Remember the old saw about how difficult it is to remember that your
mission is to drain the swamp when you are up to your waist in alli-
gators' Most community college managers can probably identify with
that dilemma. It is hard to spend time on long-term planning and col-
lege development when you are under daily pressure to deal with a
myriad of crises, deadlines, complaints, projects, and meetings, yet
there is a growing sense that a transformation perhaps one could even
call it a revolution is taking place in community college management.
The transformation involves a shift in emphasis froin operational to
strategic management, from running a smooth ship to steering the
ship. .

Why is this transformation taking place? What is wrong with
our stereotype of the college dean, wearing a tweed jacket with patches
on the elbows, sitting with pipe ablaze and feet propped up on a desk in
contemplation of the latest proposal to change degree requirements?
Well, there is probably nothing wrong with the dean, but the
stereotype is to a great extent an anachronism. In the long-lost past, an
excellent fatitity member became a dean without any management
training or background. In fact, any suggestion of business or manage-
ment orientation would have violated the sensibilities of many college
staff members. The basic management philosophy was, If it ain't
broke, don't fix it. The college was isolated from the realities of life on
the street corner, in the factory, and in the home. Any economic or
social change in the external environment that required the college to
adapt happened sloWly enough that no sophisticated management or
planning process was needed to bring about needed internal changes.

This idyllic cif cumstance shattered in the social revolution of
the 1960s. The pace of social anc) economic change accelerated, and the
old mechanisms the faculty senate, the president's cabinet, student
government were found wanting. The issues to be dealt with were no
longer degree requirements. new courses, or the annual awards dinner
but rather fundamental future oriented issues about who should be
served, what the scope of programs and services should be, and where ...
programs should be located. The colleges were dragged into the future
by climactic social events. A frenxy of change occurred as the com-
munity colleges reached vertically into the soda' structure to serve
groups that had been syStetnatically excluded from access to highcr
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education in the past and horizontally across the social strui.ture to take
on new social roles and new educational responsibilities.

A transformation from the campus-based to the community-
based college was dramatically under way, and sometimes the colleges
stretched too far or promised too much. They 113und that. they could not
be the knight in shining armor who charged forth to cure all social ills.
But, charge they did, and change they did. In the process, a new
generation of community college managers emerged. Their. titles in-
cluded such terms as minority services, community services, public relations,
business and industry services, and women's resources. These positions
symbolized a new externally oriented manggernent style that was
replacing the traditional internally oriented style.

Even as the social revolution of OF 1960s was cresting, the
transformation from an industrial ip an information society was gain-
ing momentum_ One characteristic of the transformation was its
rapidly. The change in so many economic, social, and political arenas
was so rapid in the 1970s and early 1980s that it became difficult for
community colleges to determine which external stimuli to respond to,
thus, it became 1. ery important to de% clop systematic ways of assessing.r
opportunities and threats in the emironment and establishing priorities
among all the possible responses that a college could consider. To meet
this need, community colleges began to employ professional planned
and to del.elop comprehensive long-range and short-range planning
systems. These planning systems, which are now in place in perhaps 10
percent of all community colleges, have solN et! some of the problems.
In order to funs tion in a turbulent and rapidly changing cm ironmeht,
community colleges have begun to emphasize a more systematic
approach to establishing relationships in the external em ironment, for
exampl::, with potential student constituencies, business and industry,
labor, government units, other educational titutions, the religious
community, social agencies, and community service groups. These col-
leges have begun to place more emphasis on integrating the community-
responsh e thrusts and initiatives of the various college di% isions and pro-
grams into a cohesive institutional mosaic. They hme begun w devote
more time and energy to strategy formulation and implementation; that
is, to charting out definite courses of action that will shape the funda-
mental character and direction of the college. It is this combination of
relations1;i0 building, assessment, strategic formulation, and strategic
implementation that is referred to as strategic management.

The transformation from operational to strategic management
will be one of the' major phenomena within community colleges during
the coming decade. On a functional basis, strategic management will

10
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have an impact on all areas of college functioning:
Development of college philosophy and mission: activities
that create and articulate the basic values and beliefs on
which the college is founded and that describe the basic pur-
poses and social roles of the institution
Strategic planning: research andflecision making that relates
to assessing opportunities and threats in the external environ-
ment, auditing internal-strengths and weaknesses, establishing
long-range institutional goals that match external and igtier-
naI conditions, and adapting long-term courses of action that
shape the fundamental character and mission of the college
Financial resource development and allocation: activities and
systems that match the college's financial resources with its
inissiorrand long-,term goals, improve the quality of strategic
decisions made by users of financial information, and create
an effective structure of financial management
Program and service development: the structure of activities
that identifies the changing educational needs orthe com-
munity and creates and modifies the college's,program§ and
services
Development of administrative and pc ram 'structures:
activities in which the administrative structure ancli the struc
Lure of the college's instructional programs and servicesoare---___
established, evaluated, and 4iodified
Staff development: activities that determine th e'sthicture,
within which recruitment, selection, orientation, and in-
service training take place
Campus development: activities that create a long-range plan
for the development of college facilities and grounds and
ensure that adequate funds are available for such develop-
ment
Internal comm unications and working relationships; 'ctivi-
ties that involve all staff and student groups in the govern-
ance if the college and attend to the quality of work life
within the college
External relations: the structure of activities that creates the
public image of the eolle,ge and that establishes the relation
ship between the college and citizens, businesses, legislators,
-government officials, community leaders, potential students,
and other groups external to the college
Quality,, assurance: -the structure of activities designed to
assure quality, including program evaluation, evaluation of
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administrative functions, staff evaluation, general and .spe-
cialized accreditation, and institutional research
Functioning of the governing board: activities designed to
ensure the effective functioning of the governing board,
including the development of c lege policies.

This sourcebook emphasizes six sfratcgic ar eas: czternai rela-
tions, internal communication and working relationships, financial
resource. development and allocation, program and service, develop-
ment, staff development, and strategic planning. In Chapter One,
Gunder Myran iefines strategic management and demonstrates the
need for strategic management in community colleges. In Chapter
Two, James Gollattscheck indicates that external relationships are a
major factor in determining the future of the community college. He
demonstrates the need for high quality and in-depth relationships in
the external environment of the college and describes the levels of rela-
tionships that can exist. In Chapter Three, Dennis Bila deals with the
opportunities and hazards involved in creating effective future!shaping
communications and working relationships within the community col-
lege. He describes the options available as a college makes the transi-
tion to a shared governance model and describes the possible involve-
ment of staff unions in such a model.

In Chapter Four, Warren Groff explains the elements of strate-
gic planning. He emphasizes the need for external assessment, internal
audit, and goal setting. In ChaptFive, Albert Lorenzo demonstrates
that the future of the community college is controlled by what it has the
financial resources to be. He analyzes the utility of financial strategies,
including pricing, diversification of revenue sources, and allocation
and reallocation systems. In Chapter Six, George Baker and Kay
McCullough Moore discuss the functions of program and service
development and describe the strategic elements that can move dreams
and goals to action and reality. They write of program and service
development as a form of opportunismtaking advantage of oppor-
tunities and circumstances that can be shaped to the college's missions
and goils. In Chapter Seven, Nancy Armes and Terry O'Banion focus
on the role of the chief executive officer in strategic staff development.
They emphasize the need for the community college president to have
continuing opportunities for professional and personal growth if the
college is to have strategies of quality and vision. In the final chapter,
Jim Palmer reviews documents in the ERIC system that relate to
strategie-management in the community college.

-12

Gunder A. Myran
Editor
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Those within community colleges realize that the future does
not just happen; rather, creating the future starts in' the minds
and hearts of key decision makers, and it is given shape by
their will and energy.

Strategic Management in
the Community College

Gunder A. Myran ,

We marvel at the skill and persistence of Lee Iacocca as he rescues the
Chrysler Corporation from bankruptcy. We applaud the creativity and
initiative of Steven Jobs of Apple Computer as he builds a major new
corporation on emerging microprocessor technology. These torporate
giants are risk takers, dreamers, and innovators, and they embody the
distinctive characteristics of the organization whose future they shape.
They are strategists. They have the capacity and opportunity to view
their organization as a whole, assess the emerging marketplace within
which they will operate, and make decisions that will best match their
organization's strengths with changing external conditions and oppor-
tunities.

Critics of the condition of educational management arnrently
do not expect organizational leaders like Iacocca and Jobs to emerge
from within higher education. Martin (1983, p. 41) expresses the opin-
ion that educational administrators are programmed for routine, caper-
ational management: "Consequently, it is absurd to expect them to
retrain voluntarily for education leadership. Administrators who
attempt such a change would encounter an identity crisis, because the
effort would involve repudiation of the style as well as.substance of a

0 A Sly ran (Pal ) Stre; et Ahrtacenv.0 14 tht COMORO, 0414f New Ihrecnons
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professional lift with which they have been identified and satisfied.
They could not swallow the criticism implicit in such a transformation,
nor could they find the courage to regroup around new rewards and
functions.* The opinions of Martin and other critics notwithstanding,
an academic management revolution is taking place, and it centers on
a change in focus from operationa! to strategic management. Keller
(1982, pp. 3-4) writes: "The academic management revolution con
tains four major shifts. One is the move from administration to man
agement. Administration, the efficient arrangement of everyday activi-
ties from student registration and class schedules to fund raising and
appointments, has usually taken the overwhelming proportion of time
of the presidents, vice-presidents, and deans. Administrative work is
internally focused and temporally myopic in many cases. Next year's
budget is often the limit for the future horizon. Administration is vital,
important. But, managementthe active, entrepreneurial shaping of
an organization's or institution's future lifeis rapidly emerging as a
larger factor in the lives of many academic executives. Unlike adminis
tration, management tends to be outwardly focused: scanning the
changing markets, the competition, the newtonditions and probable
directions of science, intellv, and art. It looks three, five, or seven
years ahead, watching trends and forecasts like a submarine com
mander at his periscope."

Community College Management

What does it mean to manage a community college? If this
question were addressed to a group of traditional community college
managers, they would probably .r such definitions as to produce results
or to direct and control. They would choose synonymt of the verb manage,
st.ch as lead, execute, plan, operate, run, or guide. These definitions and
synonyms are based on an assumption that the organization has a
hierarchical structure in the shape of a pyramid that is run by
managers at the top. Adizes (1979) suggests that we would be better
advised to think of an hourglass shape than of a pyramid. Such an
organizational structure for community college is illustrated in Figure I.

This hourglass diagram places management in the vortex
between the dynamics of the external environment on the one hand
and the dynamics of the internal environment on the other. Manage-
ment occupies a cataly tic, integrative leadership role in influencing the
future of the college. To play such a rc le, the community college
manager must add to the traditional repertory of skills (producing,

1 directing'
and controlling) a battery of futureoriented skills that

1

15
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Figure 1. Organizational Structure

External Etivsymmmt

Federal, Local Other Constitc iicy Local Taxpayers
state, and business educational groups interest (support,
local and industry institutions (recruitment, groups funding,
government (student (coordination, service) (advice, pressure)
(funding, source, competition) pressure)
regulation) support)

I I I

E)pportunities Threats Competition 1
...,

$
t i

Governing Board,
Management

I 1 4

1 Goals Commitment Conflict J
I I I

Staff &talent College Faculty Informal
unions , groups departments and staff staff

coalitions relationships
Governance
groups

Internal Environment

involve building external and internal relat'onships, assessing future
opportunities and threats, and formulating and implementing strategy.

A Definition of Strategic Management

The definition of strategy has broadefied over time from one
with strictly military connotation (planning and directing large troop
movements) to one that encompasses the efforts of persons in any
organization to ree their enterprise as a whole, to envision the relation
between the enterprise and external social, economic, and political
forces, and to make decisions that create- the bat future for the enter-
prise in a changing and turbulent environment.

Rutnelt (1979) states that the bask task of strategy is to frame
an uncertain situation into more comprehensible subproblems or tasks
that fall within the competence of the organization. Hosmer (1978, p.
2) defines strategy as "a process which includes both the definition of
the goals and objectives of an institution and the design of major poll-
ries and plans and the organizational structure and systems to achieve

16
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those objectivesAl in response to changing environmental condi-
tions, institutional resources, and individual motives and values."
Hatten (1982, p. 104) describes the purposes of strategic management
as follows. "Strategic management pros ides a framework for organiza-
tional analysis which can facilitate managerial decision making. It
forces the manager to consider various critical dimensions of the orga-
nization and so is likely to improve organizational performance both in
its provision of services and its effective use of resources and control of
costs." Flatten (1982, p. 102) further describes strategic management as
a process that "(I) determines and maintains a viable set of relation-
ships between the organization and its environment, (2) systematizes
the evaluation of organizational performance, (3) sets directions for the
organization's long-term development, (4) uses major resource alloca.
tion programs to pursue the organization's objectives, matching
capabilities with the opportunities and threats of the environment, (5)
provides guidelines for any appropriate change in the organizational
structure required to implement further development, (6) gives diverse
partkipants, from varied and sometimes contentious functional areas,
a dimmon experience and concepts on which to base discussions or
future development.. (7) explicitly matches strategies and situations in
an active administrative process, and (8) requires a systematic evalua-
tion of the position of the organization in its environment"

Stir .. and Miner (1977) suggest that there are four key overall
forces in strategy. key external environmental forces, key internal envi-
ronmental forces, policy/strategy areas, and key elements determining
responses to environmental impacts. Figure 2 represents these strategic
forces in the community college setting.

It is clear from these definitions and descriptions that strategic
management, adapted to the community college, deals with the funda-
mental questions that the college must answer if it is to know its social
roleor, to express it more directly, what business it is in: What is the
clientele to be served? What community educational needs are to be
tnct? What external and internal relationships are to be established and
nurtured? How are the college's human, financial, and physical
resources to be developed or reallocated? What structure of programs
and services should be supported and deteloped? Should the college
grow, stabilize, reduce, or rebuild?

The answers to these fundamental questions become the
building blocks fur determining institutional strategy. The following
definitions or sitaiegy and strategic manage:rani in the community college
emphasize the process of seeking answers to these fundamental ques-
tions. A sjrategy is a definite course of ac tion that is adopted by college
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Key Internal
Environmental Factors

Attitudes of governing board
Attitudes of administrators
Attitudes of faculty members
Attitudes of other

employee groups
Capabilities of

....

employee groups
Organizational procedures
Efficiency of operations
Financial resources
Physical resources
Location
Quality of programs

and services

Key Elements
Determining Responses

Clientele served
Enrollment patterns
Program and service changes in

Occupational education
General education
Developmental education
Community services
Student services
Community development

College service area
Marketing plan
Revenue and expenditure patterns
Management style
Professional development of staff

t

leadership in order to shape the character, scope, and direction of the
college Strategic managethent is a future-treating process that guides
and integrates the various strategies and decisions of the college in sot h
a way that the college as a whole is positioned favorably in relation to
emerging opportunities and threats in the external environment.
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Components of Strategic Management

There are four basic steps in strategic management in the com-
munity college. building relationships, assessing goals and trends,
forming strategy, and implementing decisions based on the first three
steps. Figure 3 illustrates the relationship atnong these componenty.

Building relationships in the external and internal environment
is the foundation of strategic management. Externally, the working
relationships that exist with citizens, employers, legislators, govern-
men; officials, community leaders, donors, and potential students pro-
vide the framework for specific outcomes that will occur as a result of
the relationship. The long-term strategy is the creation o' the solid net-
work of relationships; the short-term strategy has more immediate
goals. Internal relationships with faculty groups, administrators, cleri-
cal staff, custodial staff, and unionized groups are designed to release
the intelligence and energy of all staff groups in dealing with strategic
matters. The strategic clement of internal relationships involves the
creation and maintenance of a climate of participation and responsi-
bility on the part of all staff groups,

Assessment of external and internal conditions and,Trettfli inev-
itably draws on the data collection and data analysis component of stra-
tegic management. ,External assessment involves the analysis of oppor-
tunities and threats and the anticipation of events that may affect the
college in the future. Specific assessments can include studies of emerg-
ing educational needs of present and potential constituencies; analysis
of economic, political, social and demographic trends, and analysis of
the strengths and weaknesses of college competition. Assessment of
internal conditions can include examination of past and present strate-
gies to understand why they succeeded or failed and of the changes that
are needed. It can also involve systematic analysis of the strengths and

Figure 3. Components of Strategic Management
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weaknesses of each unit or functional area of the college as that unit or
area relates to future potential. It can include assessment of the strengths
and weaknesses of management as it relates to future potential and the
identification of distinctive or special qualities of the college on which
future development can be built.

Strategy formulation takes place at both institutional and unit
(divisional and departmental) levels. The image-build;ng, integrative,
consistency-testing, and motivational aspects of strategic management
tend to be focused at the institutional level, and they are primarily the
responsibilities of the chief executive officer (CEO) and other executive
officers. The CEO is the central focus of an institutional value system
that supports future and externally oriented strategies. Peters (1979,
p. 164) states: "In an untidy world where goal setting, option selection,
and policy implementation hopelessly fuzz together, the shaping of
robust institutional values through a principle of ad hoc opportunism
becomes preeminently the mission of the chief executive officer and his
most senior colleagues." Cauwenbergh and Cool (1982, p. 246) view
top management as having the responsibility for creating a framework
for strategic thinking throughout the organization: "Top management
has to secure the survival of the company in an increasingly turbulent
environment and hence to animate and monitor strategic behavior at
lower levels. It should not try to generate well-documented proposals
but has to sec that a sufficient number of adequate proposals are for-
mulated at lower levels. Top management ought to be a catalyst of
strategic thought and activity for lower-level management."

Institutional strategy can include these elements: establishing
and keeping current the college's philosophy and mission statement,
articulating the desired future image for the college as a whole, which is
based on the college's philosophy and mission statement; creating stra-
egic institutional plans that are shaped to the needs of the preferred

future image and to the effective 1..... of human and financial resources;
analyzing unit strategies to be certain that they are consistent with cone
ditions in the external environment, existing institutional resources,
institutional trends, and the existing institutional climate, integrating
unit strategies into a mosaic that depicts the needs of strategic plans
and the preferred future image, and designing participative structures
and incentives that will utilize staff talents and promote staff commit-
ment to the achievement of institutional and unit strategies.

At the unit level, the formulation of strategy focuses on the
future of specific divisions or departmenti. Ideally, these strategies an
shaped to the missions and plans of the college as a whole. Unit strate-
gics can include these elements: program and service development

20
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strategies, financial resource dell:lopinent and reallocation strategies,
i staff des elopment strategies, physical facilities &sequi-tient strategies,

and quality assurance strategies. At the unit level there should also be a
process that encourages the formulation of institutional strategies that
will help to shape a preferred future for both the unit and the college of
which is is a part.

Finally, strategy implementation involves the development and
implementation of action plans, that attend to organizational aspects of
the strategy: who will do what and when specific steps will be taken.
IMplementation should also include the development of a system to
monitor progress of strategies and specific decision-making processes
and the necessary evaluation and reconceptualization of strategies.

Strategic and Operational Management

Strategic managentent deals with steering the organization, and
operational management deals with keeping it on course. Strategic
management creates a framework of relationships, assessments, and
strategics within which operational management can take place effec-
tisely.. The future- oriented, entrepreneurial, treatise, lung-term nature
of strategic management complements the present-oriented, logical,
sequential, short-term nature of operational management.

Strategic activities take place in all areas and at all levels of com-
munity college functioning. In each functional area, decisions are
made that relate to the development of that area that, when brought
into harmony with de( isiuns in other functional areas, represent a self-
definition of the college's future front the perspective of the decision
makers insolsed. There is therefore a dynamic interaction between
policy/strategy decisions made by top management and the get exiting
board and strategic operational decisions made by faculty and staff
members at other levels.

Operational ac tit ities take Oa( e in all areas and at all levels of
the community college. Managrs at each lest' meet deadlines, e.tab-
lish and follow rules and regulations, plan and implement specific pro-
grams and sers ices, maintain schedules, prepare and implement con-
tracts, develop and manage annual budgets, and supersise and coordi-
nate staff. In general, operational <cuisines take place in increasing
pioportion from the highest to the lowest management levels, the typo:-
site is true of strategic management. Figure 4 illusit ates the importance
of communications among management levels. Middle. managers
(associate de. n:,, directors, and so forth) play a pivotal role, because
tht j tend to expo lune both the snategic and operational elements of
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Figure 4. Strategic and Operational Management
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college management; as a result, they can develop insights tof grsat
value to executives. Executives must maintain effective communication
with those in operational roles to ensure that institutional strategies are
informed and influenced by operational concernsand to assist managers
at all levels to make decisions that are consistent with institutional
strategies.

Achzes (1979, p. 5) asserts that there are four essential manage-
ment roles. Two are strategically oriented, and two are operationally
oriented: "The necessary and sufficient,management roles that need to
be performed for the long run effective and efficient operations of an
organization arc: to produce, to adivinister, to be an entrepreneur, and
to integrate.' Production and administration are operationally oriented.
Production in the community college involves achieving specific results
in occupational education, general education, development 41 education,
community services, student services, and community divelopment.
Administiation in the community college setting involves activities that
ensure that systems work the way in which they are designed to work.
Entrepreneurship and integration are strategically oriented. Entre-
preneurship in the community college' involves the creation of strong
relationships with area business and industry, present and potential
constituency groups, and other community agencies and groups whose
actions or decisions can crcat# opporitunities for the college. It involves
the identification of possible 4ew or modified modes of service in which
the college might respond td changing community needs. Integration
in the community college involves the efforts of staff groups to move
forward in a chosen direction or to change direction. Integration
focuses on group problem solving and on processes that release the
creativity, intellect, and talents of all persons involved in a work group.
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Building a Management Team
4

No one person in a community college can simultaneously per-
form all management roles. In fact, quite often these roles are in conflict.
Those who have entrepreneurial roles tend to conflict with those who
have administrative roles and who wish to run a tight ship. Those who ,

are oriented toward producing results tend to conflict with those who
wish to engage in integrating activities, particularly when the task
involves immediate time pressures. Because no one person can carry
out all necessary management roles and because each administrator
has different strengths and management styles, itis essential to focus
on developing a management team. In an effective' management team,
each member recognizes the particular roles, strengths, and manage.
ment styles of other team members. Team members learn to rely on the
strengths of other tear, members so that their activities are integrated.
Team members also learn that, since the essential management roles
are at times in conflict, it is natural and healthy for some conflict to
occur. The challenge for the entire team is to deal effectively with con-
flict rather than to avoid or eliminate it.

Methodology of Strategic Management

Community colleges use a wide variety of methods to carry out
strategic management. The most common method involves the periodic
development of a written long-range plan, but there are many other
methods as well. One college uses strategy position papersdocuments
that are developed for a specific strategy area and distributed throughout
the college for reaction. Another uses strategy sessions called president's
workshops to bring staff groups together to discuss particular strategic

° issues. Several colleges have college planning and development com-
mittees made up of representatives from various staff groups; these
committees are the primary deliberative and advisory bodies on stra-
tegic matters. Many colleges have monthly, quarterly, or annual strat-
egy workshops or retreats involving various staff groups. Most chief
executive officers have an executive committee that focuses on strategic
matters from a management point of view. A few have so-called plan-
ning rooms designed for small-group strategic discussions, wall displays
pol rtray the changing results of strategic deliberations. Many colleges
use breakfast meetings, regularized community N isits, and newsletters
to establish and maintain external relationships and involve external
groups in strategic deliberations. A few colleges form 'future of the col-
lege" committees made up of citizens and staff members. Other collab-
oratiNe approa# hes bring staff union groups and managers together to
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deal with strategic matters. Generally, nearly all colleges arc experi-
menting with new structures and groups that deliberate on strategic
matters.

The Need for Strategic Management

Historically, the entrepreneurial strategically oriented adminis-
trator or faculty member in the community college has functioned
primarily as an individual, although often he or she has received enthu-
siastic support from other staff persons. All community colleges have
exaniples of staff members whose individual efforts brought a new
student group into the college, created a major new program, or estab
lished a significant new relationship in the community. However, only
in recent years have conditions both inside and outside the college stim-
ulated systematic approaches to the search for new opportunities, the
creation of internal processes to promote future-oriented dialogue, and
the integration of the various commitments that have been made to
sham, the college's future.

Several external and internal conditions have encouraged more
cohesive, future-creating processes...First, in a period of financial scar-
city, it is no longer feasible to rely on the incremental approach to creat-
ing the institutional future. New programs can no longer be added
without careful attention to the continued allocation of resources to
existing programs. Innovative strategies must involve a form of hori-
zontal growth, where high-priority programs are added, changed, or
expanded while lower-priority programs arc eliminated or reduced.
The period of vertical or incremental growth has probably ended for
most community colleges.

A second condition has evolved from the turbulent environment
within which community colleges exist. Changes in demographics, the
economy, the number and diversification of competitors, sources of
revenue, industrial and business technologies, and government policies
all create uncertainties about the path ahead. Colleges must orchestrate
and manage these varied and often conflicting messages from the exter-
nal environment. The economic and political events of recent years
have served to remind community colleges how dependent their future
is on external conditions and trends. While internal forces may dew-
mine the ebb and flow of some academic decisions, the economic and
pOlitical decisions that shape the future of the college a& made exter-
nally.

A third condition arises from the increasing demands among
employee groups to participate in decisions that will determine the
future of the college and of their programs. Effective strategic processes

... 24



integrate dialogue about the future of the various components of the
college into a shared-image of the future of the college as a whole.

A fourth condition emerges from the need to identify more
clearly the scope an mission xif the community college. Today, com-
munity colleges must identify and build on the areas in which they are
distinctive. Colleges should be aware of their comparative advantages
over other educational institutions, and use this awareness in develop-
ing strategy. Every community college must find its niche in the market-
place if it is to avoid confusion among both clientele and staff groups.
Regardless of the strategy used, there is an increasing need for focus
and clearer institutional identity in the communities served by the
college.

Choosing the Community College Future

Naisbitt (1982, p. 252) believes that we are living the "time of
the parenthesis," a time of rapid change between the industrial and the
information eras: "Although the time between eras is uncertain, it is a
great and yeasty time, filled with opportunity. Uwe can make uncer-
tainty our friend, we can achieve much more than in stable times...
in the 'lime of the parenthesis we have extraordinary leverage and
influence indkidually, professionally, and institutionally if we can
only get a clear sense, a clear conception, a clear vision of the road
ahead." If we arc to grasp cznerging opportunities, Naisbitt suggests,
we must develop an ability to anticipate the future. He asserts that, in
this period of rapid transition from the industrial to the information
era, we must learn to draw lessons from the anticipation of future con-
ditions and trends, just as we have traditionally drawn on lessons from
the past.

Community colleges are in the parenthesiz, between two eras
that parallel the transitional nature of society as a whole. The growth
era for community colleges is fading, and the %itality era is emerging.
The key concern of the next decade will riot be whether community
colleges can survive but whether they can continue to be vital to the
students, communities, and employers that they serve. A vital, antici-
patory, active, high-performance approach to creating the future must
be found, or colleges will decline into a passive and stultifying repeti-
tion of increasingly outmoded services. More than in the past, commu-
nity college leaders will create the future of their institutions by the
choices that they make. And, choose they must. As the pace of techno-
logical, economic, political, and social changetcontinucs to accelerate,
community college leaders must choose among the exteteal and inter-
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nal stimuli that demand attention and analysis. They must Choose
between alternative scenarios for the development of the college in
response to these stimttli, and they must choose how the limited human,
physical, and financial resources of the college should be developed and
allocated. -

How can community college leaders best make the choices that
will determine institutional viability and shape the future of these col-
leges? How can we make uncertainty our friend? How will we geca
clear vision of the college in the future? First, changes in perspective
and orientation must take pine. We must shift from an operational to
a strategic perspective add from a short-term to a long-term perspec-
tive. A past-and-present orientation must be replaced by.a future ori- ,
cntation.

Second, we must develop and use the entrepreneurial, adap-
tive, and planning skills of strategic management. Most community
college administrators are skilled operational managers. Their career .

steps and their professional rewards have been based on operational
excellence. Clearly, operational management is essential to the smooth
functioning of the college. Ina stable period, the effective carrying out
of operational tasks might even be sufficient to ensure the viability of
the college, but it will not be sufficient in a period of social and eco-
nomic turbulence and change. In such a period, community college
managers must be able to'steer the collegecreate and shape its future _

as well as to keep it running smoothly:
Third, we must infuse strategic management into the function-

ing of community colleges. Of course, community colleges engage in
strategy making now. Examples of strategies that community colleges
adopted and pursued in recent years include capturing a significant
share of the area educational television market, promoting growth and
excellence in instructional programs serving high technology indus- -
tries; developing a structure of open-entry, open-exit instructional pro-
grams; creating a focus on institutional marketing; developing quality
circles and other forms of staff participation; and fostering programs of
quality control. Each of these strategics will certainly contribute to
shaping the future of community colleges. What is typically missing,
however, is a process that integrates the individual strategies into a
viable institutional plan. Strategy making that is not integrated into an
institutional whole will direct the organization in a confusing, random
fashion, and it can easily overload institutional systems. In the past,
such shortcomings in strategic management could be tolerated, because
growth produced investment revenues for an ever widening circle of
strategy making. However, in a period oflimited resources and increased
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public demand for quality ,end accountability, each strategic decision
must be weighed carefully in relation to other strategies and to external
and internal realities.

Obviously, an integrated, systematic process for strategy making
in community colleges is needed, but developing such a process is
never easy. Creating a strategic management process in a community
college will be resisted, because it takes time and energy, it requires
new skills and insights, and it may expose the shortcomings of present
strategies. The development of a strategic management process must
begin with an understanding of the commitment, time, and energy
required to ensure success. Yet, the development of these processes is
taking place in community colleges everywhere. Community colleges
are in the midst of a revolution in management style. Managers are
learning new ways to weave together the interests and expectations of
the community, the governing board, administrators, faculty, stu-
dents, and other groups in ways that determine the college's distinctive
characteristics and contours for the future. Those within community
colleges realize that the organizational future does not just happen.
Rather, citing the future starts with the key decision makers at all
levels, arid it is given shape by their will and energy.
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A comprehensive community college is, to a great extent,
the sum of its external relationships, for the totality of these
relationships defines the mission, role, and scope of the
community college.

Strategic Elements of
External Relationships

James F Gollattscheck

The relationships between a community college and the wide variety of
external groups and individuals surrounding it are most often different
from similar relationships involving other educatioual institutions. They
are different both in terms of their importance and in theirlery nature.
In community colleges, relationships with many external groups and
individuals are as important as any of the college's internal relationships.
While other types of educational institutions may depend on external
groups and individuals for financial and political support, for public
relations and goodwill, and in some cases for a degree of governance, a
comprehensive community college, is, to a great extent, the sum of its
exteralelationships, for the totality of these relationships defines the
mission, ?ole, and scope of the community college.

More than any other activity, the community college's relation-
ships with external groups and individuals determine how the commu-
nity perceives e college. This in turn determines the ways in which the
community uses the services of the college and the extent to which the
college is allowed to become involved in meeting the, needs of the com-
munity. Regardless of its suited mission, a community college can be
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niithing more than the community thinks it is. A college can state in its
publications that it is a comprehensive community-based community
college, yet if the people whom it serves look on it as a liberal arts insti-
tution offering only a transfer degree, then fur all practical purposes
that is what it is.

For the college that wishes to be a comprehensive community -
based institution, appropriate and effective external relationships arc
essential. The quality of these relationships will determine the college's
success in developing and delivering comtnunity-based programs. In a
recent study of community-based education in American community
colleges, McGuire (1982, p. 10) defined community-based education
as follows. "Community-based education is a learner-centered philos-
ophy of lifelong learning which is committed to the continuous rerewal
of the community and all of its citizens. It is based on an institutional
value system which 1, places the learning needs of the student above
the teaching needs of the educational institution, 2, recognizes a special
relationship between the institution and the community, in which the
institution determines its missions, goals, and objectives through inter-
action :h the community; and, 3, requires that the institution's pro-
grams and services focus on those competencies, both knowledges and
skills, that arc essential for the 'curler to be an effective, productive

ciiiieri Tr the commuriity."It is eitsy-iViee hOw vicar the relationships
between the college and external groups and individuals in the commu-
nity are to the achievement of this mission.

Finally, the quality of some of these relationships will determine
the support that the college receives from its community and state. For
colleges with only local funding, it is obvious that the college cannot
succeed in fulfilling any of its missions without a base of understanding
dind support from the local community to whom local elected officials

. report and respond. Colleges with only state-level support or a combi-
nation of state and local support have an even more complex set of rela-
tionships with which to deal. State elected officials must be cony inced
by local citizens of theIneed for adequate funding for college programs.

I

A community college exists in the context of a wide variety of rela-
tionships with indiv idUals and groups in its surrounding community,
region, and state. As aiI college concerned with meeting the needs of peo-
ple, it must be concerned with the quality of the relationships that it has
developed and that it il developing with such groups and indiv iduals. Its
very existence as a cot imuniti college is dependent to a great extent on
its success in develvpi ig and tnaintaining good external relationships.
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Strategic Management of External Relationships

The strategic management of external relationships is frequently
overlooked even by institutions most involved in strategic manage-
ment. The management of such resources as dollars, personnel, and
facilities and the management of the college's mission-related activities,

.., such as recruitment, curriculum, and instructional strategy, have most
often bee i the target of strategic management and planning.
Throughout this volume, strategic management is looked on as the ele-
ments of management that shape the future of the college. External
relationships have seldom been looked at for what they actually
areone of the major factors that shapes the future of the college either
directly and deliberately through planning and management or indi-
rectly and haphazardly through neglect.

While the management of external relationships is critical for
all the reasons just discussed, there are two other very important rea-
sons why external relationships should be considered in any program
of strategic management. First, since the college exists not in a vac-
uum but in a dynamic environment all aspects of which are continu-
ously interacting, it is impossible to conduct an effective program of
strategic management in other areas without an in-depth knowledge
Of the strategic elements of the college's external relationships. For
example, it would be foolish to become invoked in a study of new
delivery systems that might allow the college to reach new clientele
in the future if those responsible for such plans do not understand the
past, present, and poteiitial relationships between the college and
individuals and groups representing or involved with that particular
clientele.

Second, the development of appropriate and effective external
relationships is fundamental to the achievement of almost all other mis-
sions, goals, and objectives of the community college. For example,
even the most traditional of missions that of offering a transfer degree
to students who wish to pursue a four-year college degreecannot be
truly effective if the college has not established good relationships with
secondary schools in its service area and with the colleges and universi-
ties to which its students may want to transfer. Such anissions as pro-
% iding occupational programs leading to employment in local business
and industry or providing community services and programs of con-
tinuing education are even more obviously based on an understanding
of the dynamics of the total community.
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Scope of External Relationships

The college that wishes to include the elements of external rela-
tionships in its strategic management system must inclole the total
scope of such relationships. The college must examine the spectrum of
external groups and individuals with whom it is possible to establish
relationships and the various types of relationships possible.

With Whom Should the Community College Establish External
Relationships? The answer to this question is rather simple: The com-
munity _ollege should establish relationships with any and all groups
and individuals in its community, region, and state who can help the
institution to achieve its stated missions. The broader and more com-
prehensive its missions are, the wider the range of groups and individ-
uals with whom the college can and should develop appropriate and
effective relationships. The comprehensive community-based institu-
tion will find it useful to have good working relationships with individuals
and groups throughout its community. The institution must examine its
.nissions and goals, then look to the surrounding community, region,
and state to determine those individuals and groups with whom it
should have some type of relationship in order to achieve its missions.

Of course, there are many elements in a community that affect
and ultimately determine the total quality of the community and there-
fore of the community college. There are man-made facilities, such as
parks, buildings, and roads, and there are environmental factors, such
as climate and natural resources. Most important, however, for the
future both of community and of the college are the elements com-
posed of people, because only people are capable of thoughtful concern
for development, and only people can establish working relationships.
While the ways of classifying the strategic human elements of commu-
nities are endless, Gollattscheck (1981) identified and defined six broad
categories that include most groupsend individuals whom a community
college should consider in planning for strategic management of exter-
nal relationships. associations, institutions, agencies, businesses, con-
stituencies, and individual effecters.

Associations are groups of persons acting together for a particu-
lar purpose. Membership is generally voluntary, and except for a few
paid professionals and other staff in some large associations, most par-
ticipants receive no monetary compensation, although dues are fre-
quently charged to operate the organization. Most clubs, societies, and
leagues fall into this category. or all the elements in a community,
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associations are probably the most numerous and the most varied in
terms of size, complexity, purpose, and general effectiveness.

Institutions are establishments created for the purpose of some
objective, generally one of public good, ,such as education, religion,
health, or charity. Churches, schools, colleges, asylums, hospitals,
libraries, museums, and some theaters are institutions. Institutions are
usually more formally structured than associations, frequently involv-.
ing legal incorporation. They are more likely to own or lease buildings
and other facilities for their own and public use. There are generally
more paid staff members perfc:ming services, and the public may be
involved through memberships, for which a fee is charged or a contri-
bution is expected, or through payment for services. Institutions can be
tax-supported or independent, but they are usually nonprofit.

Agencies are working arms of federal, state, or local government,
such as courts, boards, commissions, law enforcement and welfare units,
parks and recreation departments, and planning councils, to name but a
few. Agencies are tax-supported, but they can charge fees. They are
chartered in law or regulation. The can be service or control-oriented.

Businesses operate for profit, selling goods, services, or both.
They involve the people of the community either as employees or as
customers.

Constituencies are groups of individuals with one or more
common characteristics, such as need, interest, problem, age, handi-
cap, nationality, or sex. Constituencies may or may not be organized
in any manner, although many the elderly and the handicapped for
exampleare forming associations to put organized pressure on the
community and government to provide services. Constituencies are a
convenient way of inventorying the public. However, it must be
remembered that many individuals can be included in several constitu-
ency groups, while others do not fit readily into any of the more fre-
quently identilied'constituencies. It must also be remembered that the
more organized and vocal a constituency is, the more likely it is to i.e
recognized. Nevertheless, its vocal ability reveals nothing significant
about its size, the seriousness of its needs, or its capabilities as a com-
munity resource.

Individual effecters are persons who, although they function
within or from the base of an organization or constituency, must be
singled out as an element of the community because of the effect that
their opinions, words, actions, and support have in and on the commu-
nity beyond any one organization or constituency. These persons cart
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gain such positions for al variety of reasons, such as wealth, social posi-
tion, effectiveness as a leader, political power, business influence, or
personality. Individual effecters are not always obvious. Careful scru-
tiny of the powers at work in a community can reveal that, while many
people operate on the surface with much attention, some of the people
who are extremely effective are seldom or never publicly visible.

It must be remembered that any such categorization of the
human elements of a community is artifical and therefore difficult to
apply in real situations. Lines between categories are sometimes diffi-
cult to distinguish. Is a proprietary school a business or an institution?
Is a public tax-supported college an institution or an arm of govern-
ment and therefore an agency? Is a private hospital an institution or a
business? Division into categories is for purposes of discussion, analy-
sis, and planning; it need not be rigid.

It is also important to remember that one type of organization
can ttcate an organization of a different type to perform a function that
it tai.not because of constraints and limitations of its particular struc-
ture. For example, a museum (an institution) can create a "friends of
the museum" group (an association) in order to alloid the limitations in-
herent in a legally incorporated institution or to make it easier to involve
Noluntecrs. A corporation (a business) can form a foundation (an asso-
dation or an institutioa) in order to gain the best achantages from cor-
porate philanthropy. A tollege (an institution) can create a business to
conduct some profit-making enterprise. If such spin-offs are ignored,
an important group with whom the college should establish strategic
relationships may be overlooked.

What Types of Strategic Relationships Are Possible? The mission
of the toilege will determine to a great extent the types of external rela-
tionships that it should de clop. The tollege with a somewhat narrow
mission may find that it needs only achisory and supportive relation-
ships. In contrast, the comprehensive community -based institution
may find that it needs a wide range of types of externaLrgationships
refletticc of its desire to touperatc with the total tomnittin its effort
to help the community renew itself. These relationships must, of
tourse, go far beyond support and information-supplying arrange-
ments. They will be developed to help the college carry out a mission,
to help the cx. rnal group to achieve one or more of its purposes, or
both. These relationships can require mutual irmokement in planning,
conducting, and caltiating leaf fling experiences. They can be formal,
informal, simple, complex, unilateral, multilateral, temporary, long
term, or vvitateNcr arrangement is appropriate to the particular situation.

33



27

Relationships between a community college and groups and
individuals in the community can range from casual awareness to total
involvement. Ultimately, the type of relationship developed depends
on what is perceived as possible and desirable by the college and by the
community organization. Obviously, both the college and groups and
individuals in the community must perceive a mutuality of interests
and benefits for any relationship to develop and endure. For purposes
of analysis, one can identify live distinct types of relationships. It must
be remembered, however, that the continuing relationship between the
college and an organization is likely to involve several different modes
of operation, with the relationship changing from one mode to another
as situations and needs dictate (Gollattscheck and °titers, 1976).

The most elementary relationship between a college and groups
and individuals in the community is awareness. Awareness can he
mutual or one-directional. If supportin terms of policy making,
financial support, and influenceis the primary goal of the relation-
ship, then awareness may be completely satisfactory. Levels of aware?
ness can range from casual knowledge of the existence of the entity to
total understanding. Awareness requires no participation in activities
and does not require real mutuality of interests between the college and
the group or organizatiori. The purpose of many public relations pro-
grams is to develop some level of awareness of the college, its pro-
grams, and its needs among groups and individuals in the community.

An advisory relationship is the most common participatory
arrangement between community colleges and groups and individuals
in the community. The use of community advisory committees by a
college is quite common. However, a commsnity-based cone& Will
find itself and its people used more and mgr to an advisory capa'city by
various elements in the community as its *rest in the community and
its potential for assistance become more widely known. Advisory rela-
tionships can be temporary for a project of short duration or long-range
for a continuing college program. Because the advisory arrangement is
one of the simplest and most common types of external relationships
that a college can have with groups and individuals in the community,
its great value should not be underrated. The college that has developed
a broad range of types of relationships with strategic elements in the
community will still rely heavily on the use of organizations and agen-
cies in advisory capacities.

Direct assistance is the provision of services, facilities, expertise,
or other resources. Like advisory assistance, direct assistance can pass
from the college to the community or vice versa. For example, the col-
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lege can develop and offer a course at the request of an association, or
an institution in the community can provide facilities for the college.'
The duration of these arrangements will be determined by the nature
of the project. Direct assistance relationships are more formal than
advisory relationships, and they should be spelled out in contracts if
funds, personnel, or similar resources are involved. Colleges frequently
provide direct assistance to associations or institutions who wish to serve
particular constituencies but who do not have the resources or expertise
to provide the service. Community colleges frequently request direct
assistance from, an existing community association, institution, or
agency when instituting a program to provide a service within the col-
lege would result in needless duplication, overlapping of programs, or
waste of resources.

When the college and an element of the community work
together in a truly cooperative educational enterprise, the relationship
is a joint venture. Joint venture arrangements are more formal than
advisory relationships, and the contract should spell out the duties and
obligations of cach party to prevent misunderstanding as the project
develops. In an ideal joint venture, each party's strengths will comple-
ment the othea Jai ty's weaknesses. For example, a community college
and a community association decided to establish a parent education
program and a cooperative daycare center. This joint venture involved
the provision <educational expertise and other services by the college
and funding and noher considerations by the association. The two insti-
tutions signed an agreement whereby the association supported the
project with a grant of money and 5,000 .volunteer hours annually,
while the community college provided staffing, facilities, and support

.services for the project. . 1 '
4....., The other end of the continuum that begins with casual aware--,

ness-and_covers the range of possible relationships between community
colleges and community organizations is the nierger. In a merger, a col-
lege and an organization. perceiving themselves to have common inter-
ests with respect to a particular targeted amstituency or activity, con-
tract to pool their resources in a long-term cooperative enterprise in
whiCh each bears specified responsibilities and shares in the benefits.
Mergers are extremely formal and must be spelled out in legal contracts
A merger does not necessarily require that either party to the merger
give up its identity. For example, a local community association estab-
lished to broker continuing education for women In the community
merged with a local community college. It became the college's Center
for Continuing Education for Women while maintaining its inde-
pendent community identity as the Council for Continuing Education
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for Women in the area. The °importance of retaining individual identi-
ties should not be overlooked. A community organization can main-
tain contacts in the community that a public body, such as a community

----------sollege, frequently cannot. The community organization may also find
it easier to recruit volunteers and get publicity than the institution.'

The types of arrangements that can evolve between a college
and external groups and individuals are limited only by the needs of
the institution to work with various elements of its community to
achieve its missions; the readiness and willingness of the institution and
its people to bring outside elements of the community into its planning,
operation, and evaluation functions not oni/ as supporters and infor-
mation suppliers, but also as partners; creativeness of the institution in
deVeloping arrangements that may be very new to its own members
and to the groups and individuals that it touches in the community.

Developing Effective and Appropriate External Relationships

As in any process of management, strategic or operational,
activities relate to planning, implementation, and evaluation.

Planning for Strategic Management of External Relationships.
Planning activities must begin with the establishment of goals and
objectives for the process. These goals and objectives must grow out of
and further the missions, goals, and objectives of the community col-
lege. Those that do not should be discarded, unless it is decided in the
planning process that overall institutional missions, goals, and objec-
tives should be modified or expanded.

One approach is to review the existing Missions, goals, and
objectives of the college, specifying the implications for strategic
management of external relationships of each specific mission, goal,
and objective. For example, if one of the college's goals is to provide
opportunities allowing disabled persons in the community to further
their education and become more productive citizens, then a goal
relating to strategic management of external relationships, will be to
identify and develop appropriate and effective relationships with all
organizations and individuals in the community who represent, pro-
vide services to, and have knowledge of handicapped persons in the
community. Depending upon the modus operandi of the college, the
purpose of this goal can be to gather information, to develop two-way
communication, or to establish appropriate joint ventures.

Another appropriate planning activity is to assess the external
environment of the college to determire the groups and individual's in
the community with which relationships already exist and the groups
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and individuals with which relationships should be established. If the
college has an ongoing program of community Analysis, such informa-
tion is already available. Since needs assessments, which focus on needs
and ignore strengths and resources:in the community, are more common
than community, analyses, which gather information about and develop
descriptions of the total community's needs and resources, it is a safe
assumption that these data have not been gathered in most institutions.

Using some categorization of strategic 71ertionts of the com-
munity, such as the one outlined earlier in this-thapter, those respon-
sible for planning should ask, What associations exist in the community
with whom the collcgc has some type of rclatiotiship? What are the
natures of these relationships? What associations exist in the community
with whom the college should develop some type of relationship in
order to achieve its missions, goali, and objectives? What should be the
nature of these relationships. The sanic questions should be asked for
institutions, agencies, businesses, constituencie4, and individuals. The
outcome of such a process would be a profile of the community's orga-
nization-al structure as it exists and as it relates to the college. The ra-
ffle should help college planning staff begin* to develop plans for strate-
gic management of extcrnal relationships by showing clearly where the
collcgc has developed relationships and where gaps exist. For example,
the study could show that three associations, one agency, and one insti-

.
tution exist to serve or represent the elderly population. The study

_ could also show that one individual in the community is recognized as
the primary representative of tiderly citizens in the area. It could be
further determined that the college hai A working relationship with one
association and an awareness of the other association and the individual
but that it is somewhat doubtful whether the other association and the
individual are aware of the college.

The third planning activity is to develop plans of action. Using
the goals and objectives previously developed and the information
gathered about the community, plans of action leading to the achieve-
ment of specific objectives can be written. Plans of action must not be
vague or general if they arc to,be effective. Exact responsibilities must
be assigned to a group or an individual, the results expected must be
detailed, and time limits must be established. Using the example given
in the preceding paragraph, it may be determined that the college
should attempt to develop two-way advisory relationships with all the
dements of the community related to the elderly population. This
assignment may be given to an individual or to a committee. The
expected results may be that, by a specified date, a personal contas t
will have been made with each of the elements, an invitation will have
been extended for an appropriate person to serve on a college advisory

37



31

committee, and arrangements will have been made for the college to
advise the group or individual of the services and activities at the col-
lege of interest to them. Similarly, a plan of action could be developed
that called for establishment of a joint venture relationship with one of
the associations serving the elderly population.

Since most compleac external relationships require mutual aware-
ness, trust, and experience, they tend to evolve from les-s complex rela-
tionships. For this reason, it is probably wise for the college interested
in developing joint ventures or mergers to begin with awareness and
advisory types of relationships in order to allow organizations and indi-
viduals to come to know the eollege,better.

The fourth planning activity is that of developing plans for eval-
uation. Built into each objective and each plan of action should be spe-
cific results and datei when expected results should be achieved.
Auditing the results of objectives and plans of action is one way ofeval-
uating progress of strategic management of external relationships.
Another is pefiodic assessment of the achievement of the missions and
godls of the process. These periodic audits should be included in the
initial plans, and responsibility for them should be assigned to appro-
priate persons or groups.

Implementing Strategic Management of Extgrnal Relationships. '
Involving the college in strategic management of its external relation-
ships, including the development of new or more appropriate external
relationships, will in most cases require change on the part of both the
people of the college and individuals and groups in the community. For
beginning such a process, leaders of the college will do well to analyze
carefully what is involved in such change, to take careful steps 'to ensure
readiness for change, and to look at all possible strategies. Myran
(1983) has identified six .general phases involved in bringing about a
successful strategic change: building relationships with groups to be
involved, diagnosing the need for change, analyzing support and resis-
tance patterns, placing the change process within the college's priority
structure, selecting the change strategy, and operationalizing the 1,
strategy.

These six phases must be considered as a college begins to
implement strategic management of external resources. The process of
building relationships with groups must include the identification of
and gathering or information about all groups and individuals to be
involved. Many of these data concerning external groups and individ
uals will have been collected in the planning process described earlier..
Those responsible for planning and implementation must remember,
however, that it is equally important to identify and study groups and
individuals inside the college who must be involved in the strategic
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managemen(of external relationships. This information will be essential
in the third phase, where swipe and resistance patterns are an'alyzect.

To build sound working arrangements, the college will need at
least the following information about external groups and individuals
(Gollattscheck and others, 1976, pp. 57-58):

o

1. What are the objectives of the organization and the order of
. priority of these.objectives? Are therAidden or tacit objec-

tives as distinct from manifest or stated objectives? Are the
objectives of the organization consistent with present com-
mitment of resources?

2. What is the nature of the constituency of the organization?
Does servini the target constituency fall within theptvview
or mission of the college? Can the college respond effectively.,

. )to the needs of this constituency?
3. How effective is the organization? How effective has the

organization been in meeting its objectives in the past? Do
the Members of the organization support the leaders and. the

. objectives? What are the problems of the organization which
limit effectiveness?

4. What are the resources of the organization? What are the
physical and human resources of the organization in terms of
personnel, time, energy, expertise, facilities, and money?
Has the organization used its resources efficiently and effec-
tively in the past? Is the organization avilling to commit
resources to cooperative endeavors with the college?

5. Who are the leaders of the organization? Who are the most
influential and powerful people involved in the organization,
and what is their style of leadership? How responsive and
responsible are the leaders to the members, add how com-
mitted are they to the stated goals and objectives of the
organization? How are decisions made? What are the atti-
tudes of the leaders about sharing resources, benefits, and,
most of all, the credit or prestige from a joint venture?

6. How effective is communication within the organization and
between the organization and its constituency? What are the
internal and external channels of communication? Are chan-.
nels of communication provided for feedback from the constit-
uency?

:

i

-24

Those responsible for planning and implementation will need
certain information about internal groups and individuals involved in
strategic management of;external resources: First, who are these indi-
viduals? What are their stated responsibilities and authorities? How
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effective are they as leaders ? Which constituencies and groups within
the college are under their formal jurisdiction or under their informal
influence? Second, are they willing to share in joint planning vs ath com-
munity groups and individuals in the strategic management of external
resources? Are they willing to share in the leadership function and the
decision-making furktion? Third, are they willing to share responsibili7

.ties with external groups and individuals? Fourth, are they willing to
share credit for successes with groups outside the college? This study of
internal and external groups should point out areas where groups and
individuals are ready to establish effective relationships. Where gaps in
readiness appear, it will be necessary to develop appropriate incentives
and create better understandings of the benefits of cooperation.

Diagnosing the need for change is the step that analyzes college'
missions, goals, and objectives in view of the college's relationships
with external groups and individuals. Needs for developing new rela-
tionships or for modifying existingrflationships in order for the college
to achieve its, missions, goals, and objectives more effectively should be
identified. These needs should be stated clearly in terms meaningful to
groups sx] individuals both inside and outside the college. This step is
accomplished only when all those who are involved understand and
accept the need for change and appear willing to work to accomplish it.

Any change in the management or operation of an institution as
complex as a college is bound to create areas of support and areas of
resistance. Those responsible for the implementation of change must
learn who supports it and who resists it and why. Only then can they
begin to work to bolster support and attempt to minimize resistance:
The process of force field analysis developed by Lewin (1947) may be
helpful at this point. In force field analysis, leaders identify the restrain-
ing forces and the driving forges in a given situation and attempt to
determine the relative strength of each in order to begin to amplify
positive driving forces and minimize negative restraining forces.

Placing the identified area of change in the college's existing
priority structure Nta process of deciding how important the change is;
how soon, if ever, it will be implemented; and how much of the college's
material and human resources will be committed to it. In a sense, this
process is the reality test. Many changes sound important, even neces-
sary, in isolation, but when looked at in.the context of total college
operatiofts they begin to diminish in importance. It is critical for as
many.as possible of the groups and individuals who will be involved in
itnplementing the change to be a part of this process of prioritization.'
Those who give an area of change a high priority are ept .to be willing to
work to accomplish it and support it.

Selecting appropriate strategies to accomplish desired changes
in external relationships is essential to the successful management of
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such relationships.,Unlike internal changes in the institution, changes
in external relationships involve many elements outside the college,

- and strategies must -ie appropriate and effective not only to college per-
sonnel but to the myriad of individuals and group's in the community.
Many of these elements may not be as motivated as those inside the
college, they may not be accustomed to change, and they may not view
the college in the same way as those inside. For these reasons, it is
critical for those responsible to know, and understand external groups
and individuals well enough to select attractive, nonthreatening
strategies for implementing desired changes. It must not be assumed
that a strategy that works for one group will work for another or that
the same strategy will wt. -k at all times with the same group. Because a
college may be threatening to small groups, who fear that they will be
swallowed up by a larger institution, a degree of trust must be
developed. Moreover, the college must be reasonably certain that a
strategy will work bcfore implementing it. Every successful cooperative
endeavor will make it easier to establish a relationship with other orga-
nizations.

The final step of implementation is to operationalize the strat-
egy agreed upon. If those inside the college and those outside the col-
lege have been involved in planning and in the opening steps of imple-
mentation, this final step should flow smoothly. Those responsible will
need to evaluate implementaticn continuously in order to determine
whether activities are proceeding on schedule, whether the schedule is
practic4;, and whether those involved are proceeding as planned. If
problems arise, plans must be modified immediately scrthat implemen-
tation can be as successful as possible. 0

Evaluating Strategic Management of External Relationships.
The college must remain at all times involved in short-range evaluation
and long-range evaluation of its management of external,relationships.
Short-range evaluation must be continuous so that ineffective strategies
call be modified and .ninor problems can be solved quickly before
serious difficulties develop. Short-range evaluation need not always be
formal in the sense that written reports and hearings are required. It
can be a built-in checkpoint to determine progress toward a deadline,
accomplishment of a step in the plan of action, 01 satisfactory achieve-
ment of a specific goal or subgoal. Only if the short-range evaluation
reveals difficulties need action be taken.

Long-range evaluation should also he built into the pia ling
protest and ccnducted periodically as part of implementation and at
the end of a specific project or goal. These evaluations are more
formal, and they should result in written reports. Long-range evalua-
tions can deal rather narrowly with the study of the outcomes of a
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specific project, such as a joint venture with a community association,
or they can deal widely with the overall success of the college in working
with its community, such as a study of ct.mniunity impact (Alfred,
1982). . .

As in all management, the evaluation of strategic management
of external relationships loops back into the planning process as out-
comes of one project modify plans for another or as the evaluation of
one step or activity causes changes in plans for further steps. It is par-
ticularly important in the management of external relationships for all
parties involved, both inside and outside the college, to be actively
involved in planning, conducting, and interpreting the results of
evaluations. Only in that way can community patiticipants understand
and accept changes or modifications in plans and agreements.

Summary

Strategic management of the community college's external rela-
tionships is as essential as strategic management of any other area.
External relationships between the community college and groups and
individuals in its community deft..e its present and shape its future.
Strategic management of sucti relationships brings them into the plan-

-ning, implementing, and evaluating processes of the institution and
ensures that these important relationships develop along lines consis-
tent with the institution's mission and goals, not haphazardly through
neglect. Strategic management of external relationships requires the
college to know the community extremely well and to be able to use
that knoWledge to develop relationships in which the strengths and
weaknesses of the college and various community groups complement
one another. Since the missions of most community colleges include
improvement of the community through college-cot imunity interac-
tion, college involvement in solving community problems, and service
to groups and individuals in the community, it is only through effective
and appropriate relationships with such groups and individuals that the
community college can achieve its missions.
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Shared governance is not a panacea that instantly can solve
every problem that an organization faces. It works only; f
there is .otal commitment to a trusting, caring, and
cooperative relationship among staff groups.

1

The Strategy of Internal ,

Communications and Workini
Relationships \

Dennis W Bila

The campus community consists of many groups, including trustees,
administration, faculty, support personnel, clerical staff, custodial
staff, maintenance staff, and students. Several of these groups can be
represented by unions, whose main concern is to promote their mem-
bers' self-interest. It seems an enormous task for management to estab-
lish effective communication links and a meaningful working relation-
ship with every group. The two groups most directly involved in the
governance of the institution are management and faculty. They also
have the most in common. Administrators were once faculty, and
many faculty aspire to management roles. One day, the relationship
between a faculty member and administrator may be adversarial, and
the next day, it may be collegial. This chapter will examine the
management-faculty alliance. If an effective model can be deyeloped, it
in.,' be possible to apply it to the rest of the campus community.

An administrator questioning the effectiveness of campus coin.
munications might ask, Do faculty receive frequent newsletters? Is the
committee structure in place? How many grievances did we process
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last year Does anyone know of or care about the college mission?
While these concerns are important, and they must at some point be
addressed, they are primarily structural problems and do not form the
basis for effective communications or working relationships.

The management-faculty relationship must be based on com-
plete trust, which will be difficult to achieve at institutions facing
retrenchment, where rumors concerning whose program or job is next
to be cut will abound. Institutions with a history of solving conflict
through the grievance procedure or at the bargaining table will also
face c:ifficulties in building trust. The second major aspect of an effec-
tive management-faculty relationship is involvement. Management
must willingly involve faculty in governance of the institution.
Mayhew (1979) feels that faculty advice should be available on all mat-
-ter-s involving the institution. He further suggests that one of the first
things that an institution in trouble needs to do is to create an effective
and formal faculty structure.

The effectiveness of working relationships is then based on a
mutual commitment to the building of trust and involvement. Conditions
affecting higher education are changing rapidly, and the need for a more
cooperative attitude between the faculty and administration should be
apparent. Mayhew (1979, p. 8) sounds a dire warning when he states: "It
seems ine% liable that some institutions will die during the 1980s and 1990s
because of finite resources and finite populations of potential students."

The postwar years were rapid growth years for higher educa-
tion. The Carnegie Council on Higher Education (1980) states that,
within the last two decades, enrollments in higher education virtually
tripled. During fuch expansion, cooperative relationships were less
important. A crisis one day seems less so the next as new management,
faculty, and unions find their niche in an ever-growing institution and
expanding economic pie. However, the expansion is clearly over, and
for many colleges retrenchment has already begun. The Carnegie Coun-
cil argues t1.at sun ival is now the theme for most colleges. Virtually all
3,000 institutions of higher education in the United States are likely to
feel a demographic and economic pinch for the next two decades.

Ghen that the working relationship between management and
faculty is important to the operation of the institution, 1 will first exam-
ine why existing structures impede that relationship. Then, I will present
a structure that allows a more tooperathe attitude to b° de.-:loped.

Existing Administrative-Faculty Structures

Adrninistrali%e strcu tures in community colleges and in higher
education in general are so similar that they might all have been

45



39

designed from the same management manual (Minzey, 1982). They
represent a top-down. management style that places an elected govern-
ing board at the top, followed by an appointed president, vice-
presidents, deans and associate deans, direct,ms and coordinators, and
department heads. If there is any deviation in this structure, it is apt to
arise at the department-head level. Department heads are variously
categorized as strictly administration, strictly faculty, or some com-
bination of the two.

Johnstone (1981) describes five different kinds of representative
faculty groups: faculty senate with no bargaining unit, faculty senate
and a bargaining unit as equal partners, faculty senate as a subunit of
the bargaining unit, faculty senate in a superordinate role to the bar-
gaining unit, and bargaining unit with no faculty senate.

While the faculty senate with no bargaining unit option repre-
sents the greater number of higher education faculty, Nankin (1976)
reports that fully 30 percent of the community colleges are organized
and bargain collectively. In the larger industrial states, the figure is
closer to 95 percent. Kelley and Rodriquei (1977) predict that, on the
basis-of-past and present trends, 85 percent to 90 percent of U.S. public
postsecondary institutions will be represented by collective bar aining
within the next decade. Regardless of one's philosophica feeling's con-
ccirning unions on campus, they are a force to be dealt with, especially
if effective management-faculty relationships are to be fostered.

Faculty Senate

The problems of the decades ahead will require decisive action
by faculty groups, and the slicer size of most faculty senates makes
decisiveness impossible. Mayhew (1979) describes two situations where
declining enrollments made it necessary to reduce faculty. At the first
institution, the president made a difficult decision and notified a
number of faculty of termination. Notices were actually sent, although
the president hoped that some could be rescinded if financing improved.
This seiningly arbitrary action by central administration precipitated
a crisis that led directly to the formation of a faculty union and
indirectly to the termination of the president's appointment. The sec-
ond president, facing similar conditions, notified the full faculty of the
crisis and asked the senate to develop guidelines for terminating faculty
and to make recommendations. Six months after the charge was given,
the faculty was still unable to come to grips with a problem whose reso-
lution was 'so painful. Both presidents made classic errors. The first
failed to invoh, c and share responsibility with faculty leadership in such
a crucial action. The second president sought invokernent from such a
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large group that action was all but impossible. Faculty representatives
are the best judge of proper faculty participation on critical issues.

The main function of a faculty senate is to be an advisory agent
on academic matters. Douglas (1980) finds that academic senates are
not involved in decision making regarding economic issues and work-
ing conditions. However, it is in precisely these areas that faculty need
and desire to participate actively, especially in a period of retrench-
ment. Management may also wish to share with faculty some of the
responsibility for difficult decisions in these areas.

Faculty senates are lacking in other important areas as well.
Lieberman (1969) observes that senates, especially in state and com-
munity colleges, are not likely to have negotiating, actuarial, account-
ing, and legal expertise needed for effective representation. Senates
also lack funding necessary for independent action. Finally, they are
not affiliated with state or national organizations that in an alliance
with admiaistration, could work for the .welfare of the institution by
lobbying .or increased funding from local, state, and national sources.
The effectiveness of faculty senates is succinctly summarized by
Kemerer and Baldridge (1981, p. 262): "Senates have been notoriously
ineffective at many campuses. particularly those where administrators
have long run the show."

Faculty Senate and Separate Bargaining Unit
\

Julius (1977), among ether researchers, reports that faculty
senates arid bargaining units siiive quite well together. However,
the groups often hat e difficulty dealing whether an issue is academic
to be discussed by the senate or economic best disposed by the
union. Issues often are deliberated \eparately with different recom-
mendations made to management hardly a welcome event. For
example, Johnstone (1981) states that t Central Michigan University
(CMU), any action is acceptable as long s it is acceptable to the faculty
senate, the faculty union, and the adm istration. A change in the
tenure polity at CMU recently was disco std by the senate for more
than a year. The recommended change no rests with the union. The
union leadership will study the proposed cha ge, and, if they so des;re,
they will negotiate with management pr viding, of course, that
management is interested. Such a system of eparate deliberations is
unacceptable when promptness is necessary.

Lack of sufficient faculty leadership ne essary for the proper
functioning of two separate groups is also a growl g problem, especially
at smaller institutions. As members age and prob Ins mount, increas-
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ing numbers of faculty are unwilling to accept leadership roles in either
union or senate. New faculty, a potential source of leadership, are vir-
tually nonexistent.

Bargaining Unit Only

If the relationship between facility and management is par-
ticularly'adversarial, then the union may be unable or unwilling to
form a more cooperative working relationship. Kemerer and Bald-
ridge (1981,-p. 263) note that "many unions hardly want to become
involved directly in reaching painful decisions, much preferring to
this to someone else while they retain a veto through the grievance

process?
Some of the major criticisms of senates do not apply to faculty

unions. The union leadership has expertise and experience in major
issues raised by retrenchment, such as wages, benefits, working condi-
tions, and job security. These issues form the heart of the union exper-
ience. Further, the leadership can obtain advice and legal asistance
from state and national affiliates. While some administrators may not
feel especially enlightened by these facts, such outside faculty assis-
tance may prove valuable when retrenchment issues are to be faced.
There are two faculty types, however, that management should avoid
when decisions have to be made: people who propose to speak for the
faculty and do not, and people who do not know what they are doing.
When management and faculty confront critical issues together, each
member should be experienced in the an of negotiations and have an
understanding of the subtleties of compromise. Also, the union leader-
ship has experience in selling difficult situations to the faculty. In all
likelihood, it will be a necessary function in the time ahead.

Baldridge and others (1981) report that nearly 40 percent of the
community colleges have the union as the sole organized faculty group.
This situation raises the question as to who speaks for faculty on non-
bargaining concerns. Traditionally, unions have avoided academic
issues Administration has attempted to solve the problem in part by
establishing an elaborate committee structure. Also, department heads
are used as faculty representatives in discussing nonunion issues.
However, the committee structure lacks coordinated faculty leader-
ship, and it is likely to be unrepresentative of the entire group. Also, it
usually is incapable of acting decisively on critical matters. More
important, it makes little sense for the administration to appoint com-
mittee members and department heads, then proclaim that they are
faculty representatives. Facttlty members generally would prefer to
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elect their own representatives on all governance issues. Garbarino
(1975) suggests that the solution may be to integrate union and senate
functions, with senate-style collegiality surviving in important areas.

It is not the purpose of this discussion to imply that faculties
need to organize in order to establish effective management-faculty
relationships. In fact, unions may intensify the adversarial attitude that
exists. However, when the union is the sole representative faculty
group, it is there that faculty leadership on all governance issues is likely
to be found. Johnstone (1981, p. 178) discusses the problem that faculty
and management face in determining who should speak for faculty in
acw-lemic areas: "The situation suggests the need rot- a new model, but

tinnone has yet been developed to obviate the acade is and bargaining
schizophrenia that both parties to the collective argaining process in
higher education must experience and live with." A model is needed
that preserves the basic structure and integrity of current campus
groups. It must also encourage the development of a more cooperative
faculty-management relationship.

---.
Quality Circles: Industrial Model

Many academics, especially those bewildered by management
`by objectives, zero defects, and other scientific management methods,
immediately question the worthiness of any program or idea with its
roots outside higher education: Nonetheless, if a more cooperative
management-labor attitude in industry is possible where the adver-
sarial relationship is intense, we in higher education should be able to
profit from the experience in that area. The rapid growth of U.S.
industry in postwar years has been followed by a decade of decline. In
this, it is `nor unlike U.S. higher education. A number of factors have
contributed to this decline. One key factor was the absence of a cooper-
ative management-labor attitude. Industry has responded in part by
implementing quality circles programs.

The quality circles concept is considered by many to be a recent
import from Japan. However, the idea actually began with Deming
and Juran, both U.S. quality control engineers who went to Japan
alter World War H to help rebuild its industry. Ishikawa is credited
with implementation of the circles model in Japan. The Japanese
adapted well to changing conditions with this new management-100r
model, and there are now more than a million quality circles in Japan
involving more than 11 million people.

.
As defined by Cleary and others (1982), quality cirdcs represent

a process in which workers become more involved in the goals of the
organization. The basic assumption is that employees know what their

\
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problems are acrd that they will cooperate in solving them if they are
allowed to partiCjpate in decision making, provided they are given the
proper structure and atmosphere in which to operate. The quality cir-
cle describes a small group of employees who work in the same area
and who meet on a regular basis with their supervisor to discuss com-
mon problems. Problems' brought before the group are settled exclu-
sively by he circle. Management does not dictate discussion topics.
Once a p blenita en identified, the circle formulates a solution
and presents it to manaenient ich then decides whether to imple-
ment the proposed solution. The styl n which management operates
is different, but the actual institutional ructure remains unchanged.

The success of the quality circles rogram in industry is well..
documented. Businesses that have instituted\the program have noted a
dramatic rise in productivity with a correkponding drop in casual
absences, worker complaints, and union gii.evances. Ouchi (1981)
descrihes two outstanding records of success. The first is the fact that
productivity in Japan has increased_400 percent over productivity in
the United States for the past three decades. This phenomenal growth
cannot be attributed entirely to the quality circle\program. However,
most experts credit a large share of the slicers to the positive
management -labor relations that they foster. Otkhi further states that
the engineers and managers at Buick Final Assembly in Flint, Michi-
gan did not feel that the program would work witNthe more Indepen-
dent and militant U.S. worker. However, since their plant was in
danger of being closed because of years of poor performance, they were
willing to experiment, and a quality circle program was implemented
with the cooperation of the United Auto Workers (UAW). When the
program, began, Buick Final Assembly had one of the lowest levels of
efficiency and quality in the entire corporation. Within two years, the
plant had risen to first rank among alt General Motors assembly plants
in quality and efficiency. The UAW was equally impressed with the
improvement in the work environment.

When is an organization ready for a quality circles program?
Cleary and others (1)82) believe that institutions that face difficult
times as a result not of their own ineffectiveness but of external
pressures are excellenl candidates for a quality circle program. These-
conditions indicate that most higher education institutions are prime
candidates for such programs.

Shared Governance

The ultimate success of the management-faculty relationship
will be little affected by how it is named. Hence, a name should be
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chosen that is not emotionally charged. The term quaky circle is closely
associated with corporate management systems, and its use should be
avoided. Words that remind members of past institutional failures
should also be avoided. The implementation of a new program will be
difficult enough without -having to argue false issues. Hence, for the
purposes of this discussion, the quality circle concept will be termed
shared governance.

Shared governance is hardly a new concept. 'A decade ago,
Richardson and others (1972, p. 185) argued for the program: "Cam-
pus structure should reflect a genuine desire to share power among the
yarious constituencies. Each constituency must have the opportunity of
influencing action at each level where decisions are made affecting their
interests."

A Need to Change. The first prerequisite for changing the work-
ing relationship between management and faculty is a felt need to do
so. Usually, this step originates with a top administrator. A number of
internal and external factors can generate this need. Whether the idea
originates with management or faculty, the next step is clear: Top
leadership from the affected faculty groups must be invoked. Nothing
\will kill the program more quickly than the union's perception that the
administration is starting a competing faculty group.

\ The beginning steps should then be carefully planned. Only a
\few key members of the administration, union, and senate should be
involved. Participants must include at least the presidents of the
respective groups, If the commitment is not present at the top, it is not
likely to found elsewhere. The only agenda item should be an interest-
level discussion to discover whether a continuation of the process is
desirable.

Role of the Consultants. If the decision is made to continue, the
advice of an outside consultant should be sought. if such expertise is
available on campus, it should be rejected promptly. The consultant
must be free from knowledge of campus peksonalities and historical
grievances between the parties. Further, neither management nor faculty
should feel that they are being lectured to by the other party, a com-
mon trait among educators. The consultant should make available read
ings on successfully run shared governance progratns, and visits to the
successful institutions should be arranged at the onset of the program.

The next meeting should include from twelve to fifteen leaders
from the various groups. It is important at this early stage not to
involve overly negative people. If a new and sensitive program is to be
tried fairly, its early participants must be committed to success. The
meeting should be conducted by the consultant with the goal of
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....,..-
creating a caring and trusting relationship between the participants If
an adversarial relationship has been the norm for many years, this will
be a difficult but crucial step in the process.

Formation of the Steering Committee. As the relationship moves
from need and commitment to planning,and implementation, it will
become necessary to form a steering committee. The committee, which
Would remain small, should include key members from the fa alty and
administration. The primary objectivelof the steering committee is to
spread support and commitment over a large number of people. The -.
design and function of the committee is depicted in Figure 1. The com-
mittee's objective is to promote the mission of the college and an im-
proved quality of work life through the shared governance structure. It
has three functions: to advise the college president on all governance
issues, to encourage and support thishared governance structure, and
to identify problems and develop techniques for resolving them.

The steering committee should meet at least once a month and,
to the extent possible, away from campus. An off-,campus environment i
contributes to friendly, relaxed, and open discussions. It also lessens /
the faculty perception that the administration is now in charge. Confi-
dence building is a slow process, and it should not be rushed. It rnqf
take one to two years before the shared governance structure movbs
beyond the steering committee. During this period, its primary fun' -

tr
Lion should be to develop problem-solving techniques involving ma -
agement and faculty. .

Suppose, for example, that the president of the college recei es
notification that the state is to decrease the college's appropriated fu d-
ing by 10 perc-mt. The problem is brought before the steering CQM It-
tee with an explanation of the possible consequences. The gro N's
resppnse might be to form an ad hoc budget committee w lose
members represent management, union, senate, and perhaps ther

Figure 1. Steering Committee
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vice president, business
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campus interests. The charge of the committee would be to form:.late a
plan an4 to advise the college president on a course of action. The
faculty leadership has been involved with the problem from the very
beginning and therefore must share some responsibility for its resolu
tion and eventual acceptance by the full faculty.

A second and more typical approach for solving the vme prob-
lem would be for central administration to evaluate the impact of
decreased funding and implement its solution through lower manage-

r
ment levels. At first, faculty would be involved at the depaitment level,
with each department demanding that it be spared the cuts. Senate
discussion would be hostile and Accusatory, with members blaming
each other' and management for fiscal irresponsibility and complaining
that they were accorded too little importance in the overall operation of
the institution. When the budget cuts were finally made, the union.

. would at last be involved, probably through the grievance procedure.
This all too common situation represents the adversarial relationship it
its worfit.

4
- -

The iteeriVtg.committee must resist the temptation to resolve
issues;avithin the groupt This may be difficult since so many of the col
lege's leaders will be meeting around the same table. However, the
committee will become just another level of college bureaucracy if ii
does not keep as its main goal the spread of the shared.governance cot.
cept to all levels of management and faculty.

A Collegewide Model. Implementation of the final stage 'of the
structure is the most difficult, because many more people are involved;
hence, the committee must be greater. However, the increased involve-
ment will lessen the impact of the loss of one or Cwo key individuals.

Figure 2 shows how the model might look at a community college.
A number of arrangements are possible. However, the groups should
remain relatively small, with the to six faculty members and two to

Figure 2. Collegewide,,Committee Model
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three administrators. Each area should encompass more than one
department, as most campuses already suffer from excessive depart-
mentalization. Care must also be taken that administrators do not I
represent too many areas. All areas will be similar to the occupational,
model depicted in Figure 3. The objective is to facilitate the working
velationship and communication links between the faculty, department
heads, union, senate, and administration. Each area committee has
three functions: to identify problems, to address recommendations for
resolving the problems to the current management-faculty structure,
and to advise the steering committee. Thusthe role of the area com-
mittees is similar to that of the steering committee, except that their
members are more involved in problem resolution. The committees do
not replace any part of the existing instikutional structure. Rather, they
allow for joint deliberation on all governance issues. Discussion topics
can include budget considerations, faculty and course schedules,
instructional services, program evaluation, faculty and administrative
evaluation, and professional development.

Objections certainly will be made to the inclusion of the union so
directly in the day-to-day operation of the institution. Thus, it is again
worth noting that at many community colleges the union is Ale only
source of legitimate faculty leadership, and it is capable of representing
the faculty on all governance issues. Further, Clark (1981) suggests
that unions already are involved in governance through the grievance
process and that this involvement is increasing. The grievance pro-
cedure is time-consuming and costly, and it intensifies the adversarial
relationship between faculty and management. In the final analysis,
shared governance is advisory to administration and should pose little
threat.

At this point in the process, the shared governance structure is
ready for expansion to include all campus groups. The expanded struc-

Faculty senate

Figure 3. Area Committee
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ture will resemble the quality circles model in industry, with each major
area tepreseme 1 by a separate steering committee. All employees
should be involved in a circle in their particular work area on a volun-
tary basis. One such steering committee could be chaired by the director
of buildings and grounds and include two supervisors, two union
leaders, three employees, and a faculty member acting as liaison with
the total self-governance structure. To avoid potential conflict,
members from two different unions should probably not serve on the
same steering committee. Students could be represented by their own
steering committee, chaired by the dean of students, it could include a
financial aids officer, a department head, an interested faculty
member, and several students. The faculty member could act as liaison
with the entire sir ucture. An annual picnic, retreat, or other college
activity could be planned with all steering committee members invited.
Staff involvement in (1-.. operation of and concern for the institution
must be enhanced by implementatioo ^f such a program.

Conclusion

The success or failure of shared governance depends on the
commitment of many key individuals and campus groups. Thus, it
faces many threats. Cleary and others (1982) point out that one of the
major stumbling blocks to the stakes: of the program is acceptance by
lower-level management, who often are promot,:d and rem uric r. ted on
the basis of,performance goals in their area; consequently, they feel
that they 4nust be in constant control of any situation. They operate in
a competitive environment, and they are unaccusto.ned to the spirit of
cooperation. Ouchi (1981, p. 113) also suggests that the manager's job
will not become easier under a shared governance system: 'The
managers will doubt their personal skill at management, question the
coordinate skill of their subordinates, and feel unsure about being a
manager. In the short run, a manager in an autocratic system has more
pleasures."

Union members are apt to be equally recalcitrant. Some will
suspect management's every ativ ante as an attempt to undcrtnine un:an
audio' ay. Members will enter meetings with hid& n agendas and with
a phobia about giving* something away before thc next round of nego-
tiations. Further, as suggested earlier, unions may not wish to become
involved in issues where they have so little to gain. However, the
record of shared governance programs has ly.!en excellent. In industry,
produc tiv ity and quality of w ork life path Irav e made spec tacular gains
under such models. At Washtenaw Community College (WCC) in
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Ann Arbor, Michigan, management and faculty have been experiment-
ing with such a program for more than two years. While the results are
not spectacular, they are notable. Before involvement in the shared
governance program, union and management at WCC annually pro-
cessed a number of arbitration cases. During the past two years, not
one case has been filed, although some critical issues have been con-
fronted. Several senate-style concerns have also been solved through
management-faculty invokement precipitated by the steering commit-
tee. The union at WCC is the only representative faculty group.

Shared governance is not a panacea that instantly can solve
every problem that an organization faces. It works only if there is total
commitment to a trusting, caring, and cooperative relationship based
on the realization that we face difficult times. And, we must face them
together. institutions that adapt to changing conditions will survive
well into the future.
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To paraphrase Peter Drucker, a strategic plan is a collection
of today's decisions that will shape tomorrow's college.
Strategic planning u a process that articulates the best
thinking of those involved in creating and implementing
institutiohal strategies.

Strategic Planning

Warren H. Groff

During the past three decades, community colleges focused on develop-
ing programs and acquiring resources and facilities for constantly
increasing numbers of students. Staff energies were devoted to the
immediate needs of instruction and service and minimum regard was
paid to the long-term future. During the late 1970s, enrollment in com-
munity colleges began to stabilize, and for the first time these insti-
tutions began to experience extended periods of financial constraint.
Community college leaders came to realize that their future could no
longer be shaped simply by reactin to immediate student needs. The
colleges began to institute; planning processes that would enable them
to anticipate the impact of demographic, economic, social, and political
forces in their external environment and to establish priorities for the
use of limited resources. In fact, planning concepts emerged in all areas
of postsecondary' education. The Council of Independent Colleges, the
Academy for Educational Development, and the American Association
of State Colleges and Universities launched programs relating to com-
prehensive institutional planning. These projects and others like theta
all stressed the need to assess the external environment and to antici-
pate the impact of external trends on the institution.
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Definition of Strategic Planning

According to Steiner (1979), strategic planning is a backbone
support to strategic management. It is not the entirety of strategic
management, but it is a major process in the conduct of strategic man-
agement. Planning provides a framework for integrated decision
making throughout the organization. At the strategic level, long-range
comprehensive plans are developed to achieve overall missions. Short-
range plans arc used at the operating level and implemented through
detailed tactics.

Peters (1979, p. 25) defines strategic planning as "a process that
directs an organization's attention to the future, thereby enabling the
organization to adapt more readily to change. The major contribution
of the planning process to good management is the rationality it itnposcs
on an organization's efforts to anticipate its future. Creative organiza-
tions are able to examine the basic assumptions under which they oper-
ate and to adapt them to ncs situations. Creativity is a basic tool for
good planning and not some poetic appendage to the process." Thicme
(1979, p. 26) states: "Real strategic planning does not start with assump-
tions about :nstitutional mission. Mission can only be realistically set
after a careful anessment of tit: external environment and the internal
strengths and weaknesses of the institution and after identification of
practical options."

Strategic planning can be generally described as a process that
follows a number of sequential steps. Figure 1 der...:ts these steps.

In the community college setting, strategic planning can be
defined as an objeLtise methodology based on external assessment and
internal audit for formulating a set of decisions about what the college
will become in the future.

This chapter will review the strategic elements of an institutional
plan. assessment of the external env ironmcnt, ways of auditing institu-
tional strengths and weaknesses, and ways of matching institutional or
system strengths with opportunities in the external ens ironment through
the process of strategic goal setting,

Assessing the External Environment

Institutions and systems need the capacity to collect and analyze
in.ortnation on 4 broad range of %ariables in the external environment
in order to deselcp a desirable and feasible future. The %ariables that
can be assessed include those listed in Table 1.

One example of a tool that can be used to assess the external
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Figure 1. Steps of Strategic Management
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em irontrient is the futdre-c mating paradigm of the American Associa-
tion of State Colleges and Universities (1978). The paradigm uses a
cross-influence matrix of eleven societal trends and twelve values to
determine goals in ten areas. The eleven societal trends are population,
government, global affairs, environment, energy, economy, science
and technology, human settlements, work, life-style, women, and par-
ticipation. The twelve societal values are change, freedom, equality, lei-
sure, foresight, pluralism, localism, responsibility, knowledge, quality,
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Table 1. Sample Subcategories and Suggested Data Categories

Demographic
Characteristics

Economic
Trends

Sofia!
Indicators

Population size
Age distribution
Sex ratio
Marital status

Ethnic and cultural
characteristics

Education levels
Economic status
Population density
Degree"of urbanization
Racial composition
Unemployment
Poverty and deprivation
Blit !racy

Existence of basic
community services

Social, political.
economic well-being

Textile industry
Auto industry
Electronics industry
Telecommunications

industry
Health care industry

Agriculture industry
Airline industry
Energy industry
Steel industry

Insurance industry
Shipbuilding industry
Biotechnology industry

Aerospace industry
Defense industry
Synfuel industry
Mining industry
Educatio. industry

Population and the family
Health and nutrition
Housing and the environment
Transportation

Public safety

Education and training
Work patterns
Social security and welfare
Income and productivity

Social participation
Culture, leisure, and

use of time

goals, and interdepenclqnce. The ten goals are finance, students, re-
search and development, public service, facilities, faculty, curricula,
administration, resources, and athletics. Van Ausdale (19,80) uses
so. oral of these I,ariables in documents that will be useful to institutions
that wish to del.elop planning processes that track numerous changes.

Other tools for assessing the external environment include
-market analysis, ern ironmental scanning, and trend analysis. Market
analysis consists of obtaining detailed information about markets or
market segments served or unserved by an institution or system. Mar-
ket analysis is an organized effort to identify the relationship between
specific wants and needs of people and the ways in which institutions
meet or could meet them through a coherent plan of research, strategy,
and communication. Environmental scanning consists of sampling
data for a wide range of sources as they relate to a specific area, such as
unemployment. Trend analysis consists of a systematic review of com-
parable data over time to determine direction.

Data are the foundation on which a multiyear institutional plan
can be built. They are also the basis on which institutions are managed
or ei.aluatecl. In the past, management information systems have tended
to focus on data elements relating to internal operations of the institu-
tion, such as registration, scheduling, class rosters, space utilization,
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grade reporting, student aid, payroll, budgeting, and other adminis-
trative applications. In the past, data have been collected arid grouped
in files labeled students, personnel, finance, and space. Although the pro-
cessing of data elements that are essentially internal to the institution
will continue to be an important factor in decision making, organiza-
tional strategic planning processes are becoming increasingly more
dependent on data elements _external to the institution. Management
information systems of the future will include the integration of inter-
nal and external data sets. 4

Auditing the Internal Environment

An internal audit of an institution or system should be as objec-
tive as possible. Objectivity is made possible by developing specific
criteria for assessing each college function and by involving a broad
range of persons in the assessment process. Persons involved in the
assessment process can evaluate each function. For example, if a single
institution uses a president's cabinet and several other persons to assess
the capability of the college to assess its external environment, each
person can independently evaluate the college relative to needs assess-
ment, market analysis, trend analysis, and environmental scanning.
The evaluations of independent auditors can reveal a great deal of use-
ful information. Once several selected persons have audited a college
function, there is great benefit to a process of dialogue to determine
whether there is consensus on the rating of the function. Ultimately,
the objectives of this process are to determine the extent to which each
function can contribute to the college's future and to develop specific
strategies and plans related to that function. Because most resources
are in direct support of certificate, degree, and diploma programs,
evaluation of these programs deserves special attention. They can be
evaluated on the basis of quality and market viability. Quality is a func-
tion of faculty, students, library holdings, support services, program
characteristics, program advisory committees, and other variables.
MarkiR viability is defined in relation to demand in the marketplace,
competition, and comparative advantage. Assessment of the external
environment can provide insights into dimensions of market viability.

Setting Goals

The purpose of external assessment and internal audit is to gain
insights that will help the institution to choose strategic, goals and chart
a course of action ol.er the next several years. The results of the external
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assessment should consist of a listing of opportunities and threats, in
rank order to the extent possible. These opportunities and threats can
be judged to be primarily demographic, economic, social, or political.
The results of the internal audit should yield a list of strengths and
weaknesses, also in rank order to the extent possible. This process of
listing and ranking the external and internal conditions that will have
an impact on the future of the college completes the assessment phase
of strategic planning, and the goal-setting process begin's. Strategic
goal setting focuses more on the what of the future than on the how, so
the technology of long-range planning (establishing program objec-
th es, setting budget objectives, developing timelines, making assign-
tnents to indh idual staff members for implementation, and so forth)
will not be addressed here. There are scores of excellent handbooks
available to those who wish to pursue the development of long-range

_plans for their college. The objective of strategic goal setting is to create
a framework for study, dialogue, and decision making that will pro-
duce a set of goals or decisions that express the basic strategies to be
followed in creating the preferred institution of the future. Once these
strategic decisions have been made, the development of lung-range and
short-range plans will provide the blueprint needed to ensure that these
strategies are carried out. For the purpose of this discussion, the pro-
cess of goal setting Will be div ided into two phases. development of
assumptions and development of strategic goals.

Development of Assumptions. The statement of assumptions is
the critical link betw uen the analysis of external and internal conditions
and the development of strategic goals. The development of assump-
tions forces college staff to analyze these conditions and to express their
concrete implications fur the college. Once the assumptions have been
siated, it is no longer necessary to refer back to the statements of exter-
nal and internal ',conditions in Ale% duping goal statements, since the
assumption statements pm ide an important bridge between conditions
and goal statements.

An assutnption um be described as a proposition describing
future A unditions over which the institution has little control and which
will ha% c .in impact on its future. The le% el of certainty assigned to an
assunirt ion Elute' mines the level of prccision that it is allowed in subse-
quent pluming. l'Itc greater the uncertainty about the assumption, the
greater must be the range of flexibility that the institution retains to
prepare for the .Assumed condition. Raising the certainty level of an
assumption yields greater planning precision, better long-term goals
effeeth chess, And improved rust efficiency And in-ograin effectiveness.

rl Here .ire two examples of assumptions for an indiA idual community. It
is assumed that the seventeen- to twenty-four-yeat-old population in
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the c lege's service area will decline by 10 percent during the next five
years a d that the thirty-five- to forty-five-year-old population will
increase 20 percent. It is assumed that the need for short-term job
upgrading °grams tailored for specific employee groups of area busi-
nesses and in stry will increase dramatically. Categories for specify-
ing assumptions by a specific college could include societal context,
quality of life an uality of worklife issues, human resource develop-
ment needs, and ca nal funding needs. ......_

Deielopment ° Strategic Goals. The development of strategic
institutional goals is the culminating step in strategic planning. Stra-
tegic goals can be viewed as a collection of today's decisions to shape
tomorrow's college. Strategic goal statements tend to be quite general,
whereas objectives contained in operational plans must by necessity be
specific and time-bound. Here are two examples of strategic goals; The
college will increase the percentage of human and financial resources
devoted to improvement of programs and service quality by 10 percent
over a two-year period. The college will expand programs and services
related to economic development and job training by focusing addi-
tional resources on short-term tailored programs for area employers.

It should be emphasized that the greatest benefit of the strategic
goal-setting process comes from the staffwide deliberation required to
develop the goal statements. This process produces among staff groups
needed consensus, cotnmitment, and understanding of institutional
priorities. Staff deliberations and goal setting will tend to center around
some of the key strategic opportunities and issue's facing community
colleges today: program quality, economic development and job train-
ing, recruitment of new student clientele, retention of present students,
diversification of instructional design, and retrenchment.

Conclusion

The future of our community colleges cannot be predk ted, but
it is possible to use our anticipatory and speculative skills to improve
ow foresight. Mut h can be known about the future, just as much can
be known about the past. Strategic planninginrut esses involve the insti-
tutional .0,....stnent, study, dialogue, and goal-setting processes that
will shape the best future for the college. .

For example, the future of the community college depends on
our ability to anticipate changes in the workplace. In testimony before
the House Subcommittee on Elementary, Secondary, and Vocational
Education, Richard Wilson (1982), representing the American Asso-
ciation of Community and junior Colleges, made several points that

-colleges must consider as they make strategic de( isions regarding their
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role in economic development and job training: "The future of our
nation depends on how fully we utilize our human resources. As our
economy becomes more dependent on high technology and the deli%ery
of sophisticated sert ices, the need for better development of our human
resources is a necessity. Only well-educated and competently trained
people can master the new technologies and specialized services that
are increasingly in demand. The future of vocational education will
depend on how well it satisfies the interests and demands of adult stu-
dents. The demographic data are clear. The school age population_ ..
declined 11 percent in the 1970s, and another 10 percent decline is
forecast for 411e 1980s. Another significant factor is frequent career
changes caused by technological de% elopmems and the creation of new
markets, products, and services. Nowadays, it is common for individ-
uals to develop, use, and replace career skills three or r.tore times before
they eventually retire from full -time employment."

The college that assesses changing conditions in the local labor
market, that audits internal strengths and areas for improvement in
relation to these changing conditions, that makes assumptions about
how these external and internal conditions will affect the institutional
future, and that then de%elops strategic goals based on the insights pro-
% ided by the assessment, audit, and assumption-making processes will
certainly be better prepared to cirri% e in a turbulent em ironment than a
less planful and future-oriented college. Community colleges can drift
into the future, or they can take action-oriented, dynamic, purposeful
steps to shape the best institutional future. The choice is ours.
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Given the interrelationship between institutional goals and
financial resource; it follows that an organization's future
can be no more certain than its finances. The strategic
manager must therefore strive to bring the highest degree
of certainty into the financial plans of the college.

Strategic Elements of
Financial Management

Albert L. Lorenzo

To say that executive-level managers in higher education are currently
facing tremendous pressures may be a serious understatement of the
facts. The impact of demographics, taxpayer attitudes, and reduced
governmental allocations is enough to weary even the best administra-
tors. nut, despite these severe limitations n resources, people expect
executive-level managers to keep the institution dynamic and alive.
Although it now requires herculean effort to achieve it, fiscal stability is
still the expected norm, and only continued progress and innovation
bring any praise. Stated more simply, although the conditions affecting
institutions of higher education have changed dramatically, .,hat is
expected of their managers remains the same. Drucker (1980, p. 9)
recognized the changes being called for during such turbulent times
and suggests that, as these difficult periods arise, 'the fundamentals
have to be managed, and managed well.'

Like their counterparts in the private sector, institutions of
higher education arc assemblies of three basic resources. human, phys-
ical, and fiscal The manager's principal responsibility is to orchestrate
these resources in. the most efficient manner while attaining organiza-
tional goals The fact that the three basic resources cannot be viewed as
discrete complicates this task considerably. That is, ,management inef-
fectiveness in any one area will diminish results in the others.

(. 4 Uvton (Id ) .Strareett Alaroomeou rt de Commstory LW1.0 Sr* INtec1rom
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Sound fiscal 'management has long been identified as a basic
requirement for institutional growth and development, and pool' finan-
cial management is the quickest path to disaster. As a result, the years
have produced scores of well-tested guides and systems for good fiscal
planning and control. Whether the method that is chosen is manual or
automated and whether it is maintained on pegboards or sophisticated
computers, a sound system Zf financial accounting and management
must be in place before any new directions are initiated.

Drucker (1980, p. 9) argues that "fundamentals do not change.
But, the specifics to manage them do change greatly with changes in
internal and external conditions." Perhaps this concept best describes
why the emphasis on the strategic elements of financial management is
now increasing. In general, fundamental financial management
encompasses the basic systems for budgeting, recording, and controll-
ing transactions as well as for reporting the results of operations. In
contrast, strategic financial management involves the resource-oriented
actions and decisions that consider the relationship between the college
and its environment and that shape the future of the organization.

The nature and the abundance of financial resources are critical
determinants of an organization's future. However, Mann (1979)
points out that financial planners at community colleges face numerous
uncertainties. Given the interrelationship between institutional goals
and financial' resources, it follows that an organization's future can be
no more certain than its finances. The strategic manager must
therefore strive to bring the highest degree of certainty into the finan-
cial plans of the college.

Growth and Maturity

Plans for shaping the lit turc begin with a realistic understanding
of current conditions. Like human beings, organizations can grow and,.
de% clop differently. Thus, a critical examination of where a college is
today and of what caused it to be that way is une prerequisite fot con-
sidering .1 college's future. The two factors most closely tied to financial
planning arc growth and maturity.

Potential Versus Inclination to Grow. Although humans and
organizations share many de%elopment characteristics, organizations

a distinct achantage. They can choose their ultimate size, and
under must conditions they tan even choose to change their size if that
appears to he desirable. In making the choice, managers must first
debate whether the organization has the potential to grow, then they
must decide whether it has the inclination to do so.

Evaluating growth potential is not always as easy as it first

67



I.

4'

.
61

appears, especially in an open-door environment. Every community
college keeps accurate records of all students who enroll, but few,col-

, Imes are able to capture reliable data on students who are turned away
or who elect reduced loads. In the absence of such information, deci
sion makers are forced to rely on estimates and best guesses.

Growth potential can be evaluated in two ways. The first
assesses the ability of the college to expand courses and programs cur-
rently being offered. The second assesses the likelihood of attracting
students from new markets. Generally, expandinecurrent offerings is
more desirable, since it is both less costly and less risky than developing
an array of new products to serve an unexplored market.

If managers satisfy themselves that growth " possible, they
must then decide whether growth is desirable,. This decision may have
to rely more on good judgment than on quantitative data. The factors
tote considCred will vary by institution, but they generally will relate
to plant capacity, recruitment capability, efficiency of operations at
'current size, and availability of resources to support growth. In any
event, it is clear that growth cannot occur unless both factors arc pre.
sent, that is, unless the college has both the potential and the inclina-
tion te gtow.

Indications ofMaturity. Organizational maturity has absolutely
nothing td do with chronology. Moreover, the mere passage of time
can give false impressions that an institution has matured. The first
sign of maturity is the absence of growth, not just in.enrollment but in
plant and stalling t4 well.. .

Unfortunately, most Americans equate growth with success. As
a result, the first reactions to organizational maturity arc usually nega
tive: Actually, the beginnings of maturity can be a real blessing to
growthweary adminisuitors and faculty who have spent years trying
to keep pace with a constantly expanding operation. Maturity can pro-
vide the first real opportunity to concentrate on what the college has
becomeand, more importantly, on what it should be.

Since maturity is related to growth and since organizations have
the ability to control their own growth, the quickest mei), to reach
maturity is simply to decide to stop growing. For colleges whose growth
curve has been quite steep, that may be the wisest decision that they
ever make. in order to approximate where an organization is on its
maturity curve, the orginization can assess the degree of completion of
a number of tangible elements relative to its master plan. For example,
what percent of the total number of full -time staff who v ... ,probably
ever he employed are now at work? How complete arc the physical
facilities? How many,new programs will be added to the curriculutn?
How trach is already in plate? The higher the pyreentage of comple-
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lir
(ion in these and other categories, the more mature the college has
become.

Imbact of Growth on Financing. In the past, growth not only
implied . ..cess, it virtually assured financial well-being. New
resources came from increased tax bases, student fees, and state aid, as
the populatio-ns of districts and colleges grew simultaneously. Recent
events have changed moth of that so many institutions now find that
the open door admits additional students who must be educated within
existing resource levels. ,,

The long-standing business axiom about making it up on
volume applied to community colleges as well. As these institutions
grew, the fixed costs of the district were spread over a larger base, and
resulting economies occurred. More growth meant more economies, so
growth was encouraged. Soon, however, the increased size diminished
responsiveness to student a id community needs, so additional layers of
support staff and administration were apProed and brought on line.
The added costs that resulted threatened efficiency and for the first
time caused community colleges to question whether that: was a limit
to economies of size.

It is difficult to say precisely when economies of scale become
diseconomies. The ex.a.t point depends on the unique characteristics of
a given institution. Drucker (1980, p. 63) suggests a range where this
might typically occur. "There may also be an upper limit to the optimal
size in higher education in America. Above 8,000 or 10,000 students,
there arc no more economies of scale and increasing diseconomies."

The point of diminishing return can a'..) be approximated by
carefully studying fixed and variable cost patterns and by monitoring
the relationship between marginal revenue and marginal expense.
Generally, if a new increment of growth provides more new revenue
than the related direct cost, econom:es will continue to accrue from
growth. At the same time, attention must be paid to the fixed cost
layerphysical plant; support Nair in areas such as purchasing,
accounting, data processing, admissions, and records; ..nd ins trance
At some point, new growth increments will increase fixed costs. When
the increase in fixed costs plus the marginal expenses exceeds new
incremental tevenue, diseconomies begin to set in.

Impact of Maturity ,,n Financing. Ideal) , as managers begin to
sense that their college is nearing maturity, they should manage growth
more carefully. Having determined somewhat by accident what an in-
mitution's maximum

what
is, demographics and economics can force a

qu;t k scald) lot what the optimum size should be. Often, the optimum
size proves to be at a level slightly below maximum size.
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If the last layers of growth were carefully planned, they would
not have produced any increase in the fixed cost base. Similarly, no
permanent resources would have been added that could not be 3s. ily
removed. If reducing enrollment slightly will result in bertim. overall
efficiency, then the reduction can take place without inflicting major
trauma on the organization. A strategic financial manager's goal
should therefore be to ?Ian for growth near matui ity to allow for rapid
scaling back should it become necessary to reduce size in order to
increase overkill efficiency.

Another change resulting from maturity is a diminished empha-
sis on traditional ci.pital outlay funding. Once facilities are con-
structed, equipment is purchased, and sites are developed, the amount
of attention given to financing these actii-ities will decline. However,
the need to fund repair, renovation, and equipment replacement pro-
grams will soon become a high priority for the mature college. Strategic
financial managers must give early consideration to this change of
emphasis in fund requirements.

Finally, a mature institution will not be able to rely on excess
revenue from growth to finance new ventures. Instead, new programs
will draw resources away from existing lower-priority programs. Reallo-
cation of resources will become the strategic, manager's principal source
of funding for innovation and change as the institution reaches the up-
per end of its growth and maturity curves.

Enabling Characteristics

Et ch organization must assiss its readiness for a shift into a
more stra egic fran of financial management. As mentioned previously,
the fundamentals must be well managed. This nut only presumes that a
sound system of financial accounting and reporting is solidly in place
but that the systems are managed by professionals who have adequate
technical skills to produce the out( ones usually associated with such
systems.

Accuracy, timeliness, and utility are key indicators of a sound
fundamental financial operation. For example, any college that must
wz_it for its auditors to determine vhether the prior year produced a
surplus or defic it clearly is not ready tubecotne strategic in its approach

i to financial management. Similarly, inaccuracies, tardiness, o poor
formatting make reports of operations, espetially at the cost center and
div ision levels, of little value to unit managers, energy would best be
spent correcting !hose eoficiencies before steps to initiate. strategic
management are -awn.



owe%er, ha% ing the financial house in order is only one pre-
condition it successful strategic endea% urs. A complete and updated
mission statement is just as important. Since the goal of strategic
management is to shape the institution's future, a contemporized mis-
sion statement acts in the satne way as a compass for an explorer. The
mission statement points the general direction and warns of de%iaticms
from the preferred path.

The mission statement for most community colleges sets forth a
far larger array of ideal outcomes than can possibly b.. achiesed with
the resources generally a% ailable. Consequently, it is used as a legiti-
mizing agent, stipulating in broadest terms the types of programs and
ser% ices deemed acceptable to offer. However, since resources are
limited, it may be useful to prioritize the mission statement, placing
greatest emphasis on the portions that permit the most desirable
results. Clear priorities 44 ill aid in planning and resource reallocation
efforts.

Setting priorities on mission requires some difficult decisions to
be made. Competing ideas w ill surface, and special-interest groups will
foim. Thus, courage is another characteristic that aids a strategic ermi-
ronment in the gene:mance of an institution. If top executive officers
and go%erning boards cannot withstand the pressure or if they place
political expediency ahead of practical needs, the process of strategic
management is doomed to failure.

A final characteristic that will allow managers to become more
strategic is credibility, at least on the macro level, Wildaysky (1979)
underscores the need for confidence as a basic ingredient in the
budgetary and financial planning process. fundamental management
deals with elements that are fat more tangible than those irkohed in
strategic techniques. If management's credibility and confidence are
low when discussing conclusions supported by facts and quantitati%e
data, management will be in serious difficulty w hen it seeks support fur
plans based principally on judgment.

Viewing the College

Nis ate enterprise must earn the light to remain in existence. In
contrast, many public organisations seem to presume that, because of
the inherent %alue of the product or set-% ice that they offer, they have
the right to remain in existence, 'Ills basic difference of philosopl%y can
lia%e a profound impac t on the attitudes and pt.ictites of public sector
managets. Community college administiatois may be wise to examine
pt ac !ices place in prkate sec tot industries. In fact, Leslie and Miller
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(1 4) argue that during difficult times colleges act very much like their
busin ,s counterparts by seeLii.,; innovations that will permit them to
maintain their market position. Some of these innovations relate to
increasing enrollments, while others arc targeted at finding additional
resources Community college administrators interested in becoming
more entrepreneurial in their approach should give thought to the
areas of market orientation, product orientation, institutional position-
ing, and the realities of economic vulnerability.

Market orientation in the traditional sense includes a variety of
elements not germane to strategic management since they are opera-
tional i 't nature. Of importance are those elements that require the
manager to examine the environment surrounding the college carefully
and to extract key indicators of changing needs. There are two ex-
tremes in marketing. At one extreme, a product is developed. Then
resources are invested in convincing people that they ne..-I it. As need is
perceived, sales increase. The opposite approach calls for investing
resources in determining which needs exist, then in developing pro-
ducts that meet those needs. All that remains is to inform people of pro-
duct availability, and sales will result. Clearly, the second approach is
more strategic.

Product orientation is much like market orientation, only it is
concentrated internally. Everything offered by a community college for
a price, whether the price is paid by the consumer or by a third party,
can be defined as a product. Products can be new or long-standing, the
institution can be offering them in competition with others or some-
what exclusively, and they may be selling or not. One way of under-
standing products is to examine the concept of product life cycle. A
classic description of how an industrialist can exploit the product life
cycle is offered by Levitt 0965), who shows that most successful prod-
ucts pass through four recognizable stages. development, growth,
maturity, and decline. The similarity to the patt .rn discussed earlier
for organivations is remarkable. Such congruity should not be surpris-
ing, since organivational development is really the aggregation of pro-
duct perlimitance. .

Institutional positioning can be seen as interrelating product
and market c harm teristics in order to at hieve the optinium competitive
position for an organization. It is considered strategic 'only if it occurs
by design rather than by happenstance. By their very natute, commit'
ity colleges are well poster med, since they serve a large and constantly
growing market segment r, wiring educational opportunities beyond
high school but short of lo.. years. But, being well positioned does not
imply freedom from comp titian. In fac I, success often draws competi-
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(ion, as the expanded offerings of high school adult education units and
university courses focusing on occupational needs are now showing.

Last just as the most highly acclaimed figures must admit from
time to time that they are only human, community colleges must
periodically concede that, despite their success stories, they are
vulnerable to economic realities. Failure to view the institution.as sub-
ject to the same economic pressures that affect titivate industry can lead
to poor decision making and to overconfidence in predicting the success
of new ventures.

Sources and Uses of Funds

In 1963, the Accounting Principles Board issued Opinion No.
3, The Statement of Source and Application of Funds. The purpose of this
supplement to corporate financial reports was to go beyond traditional
income statement and balance sheet reporting and provide the reader
with insights into where funds were generated and how they were used.
In 1971, the Accounting Print iples Boards (1971) hailed the acceptance
of the statement of source by major stock exchanges and the business
community and recommended that, in view of the broadened concept
of the funds statement, its title should be changed to "Statement of
Changes in Financial Position."

The advent and acceptance of this expanded corporate report-
ing practice may provide useful guidance to community college man-
agers who wish to become more strategic, Just as the funds statement
went beyond balance sheet and income statement considerations, so
should strategic financial managers look past assets, liabilities, equi-
ties, revenues, and expenditures. That analysis should be handled
by competent operational managers. Strategists should strive to deter-
mine the reasons for changes In ov era11 financial position and the
component sources and uses of hinds.

The only remaining task is to change from the accountant's
prior period orientation to the strategist's future orientation. In doing
this, the manage' will devote c onsiderable effort to evaluating the fac-
tors that have the greatest potential for financing new directions; and to
establishing allocation systems that 'guarantee that resources will be
placed to their highest and best use.

Evaluation of Existing Activities

livery enterprise should conduct two efforts «mtinuously and
simultaneously. It should study what it should become, and it should
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study what it now randand should no longer be. That is especially true for
community colleges,, for, unless conditions change dramatically, the
funds to finance nevo.>vactivities and to expand existing activities will
come principally from\reallocation of existing resources. Richardson
(1978, p. 68) emphasizes- "If colleges are to remain adaptive in a period
of declining resources, t y must change by substitution rather than
addition." Outmoded, out ated, and low-output activities will have to
be identified, and, if they IT found to be of low institutional value,
they will have to be curtailed or eliminated to frees resources for new
venture:;. . .-

Without question, the process of identifying items for reduction
or elimination yields the highest levels of organizational anxiety and
opposition. As a result, the strategic manager will need to design an
evaluation system that is as objective and as fair as possible and that
can be easily understood by the institution. The strategist must also be
certain to apply the model with equal rigor to all areas under review.
To do anything less would be seriously to damage the credibility of the
decision makers.

A technique frequently used in financial decision making is the
cost-benefit analysis. The evaluation can be approached from either
side of the equation. That is, holding cost constant, we can ask which
alternative produces the greatest benefit; or, if a desired outcome
(benefit) is known, we can ask which option has the least cost. In
resource allocation decisions, a variation of the constant cost approach
is typically used. The analyst compares the levels of benefits being
derived from an existing resource commitment with the level of benefit
to be derived from the same investment in a new activity.

Cost is usually quite easy to determine. Benefit can be far more
difficult to determine. Alfred (1978) outlines a strategy for measuring
benefits by designing a classification structure that sets forth broad
categories of benefits prodtked by community colleges that perform d
comprehensive educational mission. Each category is then subdivided
into detailed data elements with related desciiptions of the benefits of
community c allege education in highly specific areas. Another approac h
to benefit identification is suggested by the results of a study of the out-
comes and costs of community college education conducted by Wen-
c kowski (1977) The study did not attempt to address effectiveness but
rather identified four major types of desirable benefits that a communi-
ty college should produce, economic, social, inch% idual, and monetary.

Both the Alfred (1978) and the Wenckowski (1977) methods call
for the decision maker to study bent fits, but they are benefits that
a« rue to the student and, in some cases, to the wininunity. To be
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helpful in reallutation decisions, these methods can be augmented by
evaluation of the benefits that accrue to the institution. ,

Level of Quality. Whatever a college does, it should do well.
High quality in indiv idual programs and services is of obvious benefit
to students. But, it is also of significant value to the institutionin stu-
dent recruitment and placement, in staff recruitment and retention, in
public relations, and in dozens of other ways. From a financial perspec-
tive, quality has two key benefits. It aids in the solicitation of funds,
find it insulates against damage resulting from short-term reductions in
resources.

Most people appreciate success, and program quality generally
connotes success to outside observers. As a result, high-quality offer-
ings are usually the strongest selling points in fund solicitation efforts.
Also, when resources decline, some pressure will undoubtedly be felt
by all facets of the organization. If program or service quality rates
poorly at current expenditure levels, there is no question that any
reduction in funding will render the activity worthless. In contrast,
programs of high quality should be able to withstand moderate short-
term reductions in support and help the college through cyclical down-
twos in funding. Thereliwe, there will be a strong correlation between
quality and institutional benefit. A search to identify areas of low quality
will provide an insight into areas that can be studied further for real-
location possibilities.

Future Potential. While the institutional benefits of an activity
may be apparent, we may also ask whether it will be enduring. just as
with quality, there is a direr t relationship between the future potential
of an activity and its v Glue to the organization. In searching for items to
be considered for reallocation, the strategic manager should direct
attention to assessing future demand. Understanding the concept of
produt t lire cycle discussed earlier will help in making assutnptions
about the future. In some cases, a decline in demand can be predicted
by the pattern of growth that has already occurred.

Unlbrtunately, kw educational institutions invest heavily in
sophisticated market analysis techniques. Demand projections are
usually linear and extend as trend lines from past events. Sint e enroll-
ment inftwittation is usually the most plentiful source of data, most
forecasts are based on the trend of student attendance. While linear
trends t army' be ignored, they 6110111d be supplemented with taut e sit a-
tegic analyses of potential. At a minimum, steps should be taken to
dcrermine the- present and piojected physical size of the markets being
served,

Degree of Competition. just as for private-sector entities,
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freedom from intense marketplace competition is a significant benefit
for institutions in the public sector. Assuming continued demand,
minimal competition allows for greater latitude in pricing, requires a
smaller investment in advertising and promotion, and generally
assures a solid program base. Some sophisticated businesses actually
develop a market share strategy. Catry and Chevalier (1980) point out
that the attractiveness of a market share position can vary with the
nature of competition. Sometimes, a decision to increase market share
may be ofIvalue in the long run. In other cases, the most sensible solu-
tion is to decrease market share, so as to free resources for more pr o-

, fitable ventures. The strategic financial manager will find that under-
standing the nature of competition for the products of the community
college will pro%ide valuable insight into the Listitutional benefit being
received from those products.

Strategic Advantage. Sometimes, the real value of an activity
cannot be determined only by a study of its qualitative and quantitative
aspects. This is usually the case when the benefit is perceived to be
more for the institution's sake than for the sake of its direct outcomes.
An example may be afternoon or weekend use of college facilities by
high school students in such areas as theater arts or athletics. Continu-
ation of these services is easy to question, because they are seldom cost-
justified. At the satne time. however, these financially burdened activities
may have major benefits in targeted student recruitment efforts.

In determining benefit for the purpose of reallocation, the ana-
lyst should apply the test of strategic advantage as a final measure
before recommending elimination. To do otherwise could yield short-
term achantages that %mild be more than offset by longer-term losses.

Pricing and Financial Diversification

Even though the principal source of fluids for ne« ventures is
reallocatibn of existing resources, some support will continue to come
from more traditional means. The ability of the college to pass along
cost increases in the form of some types of price increases will probably
be the second greatest source of added funds. Ilnding new oppor-
tunities may well be the third.

Pric ing in the higher education environment is no longer a task
to be considered lightly. Decreases in governmental support have
shifted the burden to students. As price in( reases, it plays a greater role
in the consumer's decision to Imy. This is evident al) hitideniS ( ice «mt
J' a major reason for transfrrring from a ibur-year college 10 a «m-
mimic y college.
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Unless financial exigency is the sole factor influencing action,
pricing should not be determined by marketplace characteristics alone.
Social responsibility and the original purpose of community colleges
cannot be ignored. Breneman and Nelson (1981)discuss the principle of
equity and its relationship to price. If it is true that community colleges
have been chosen as the vehicle to carry out society's stated goal of
equal opportunity for postsecondary education, then price should not
become a barrier to access. Unfortunately, those elements of society
most ocal in support of social responsibility are often the %cry agencies
that have reneged on their own financial commitment.

Another philosophical question relating to pricing is the extent
to which costs should be assigned to the direct user. In the past, most
program costs were confined to a fairly narrow range. Now, as curricu-
lum for new technologies requires major equipment costs and special-
ized staff and facilities, managers must decide whether the students in
that program should pay the direct cost or whether it should be spread
user the entire student body. Imposing new course or laboratory fees
aligns with the former thinking, and across-the-board tuition increases
imply the latter.

The quest for new resources should not end either. Fund-
raising efforts, grants, and gt . ing programs are becoming more benefi-
cial as traditional resources diminish. Pursuing nontraditional funding
sources also has %alue for diversifying the college's financial base. At
re%ettuc sources arc di% ersified, the institution becomes less dependent
on any one source. If one share is ad% ersely affected, it will then have
less overall impact on the college's ability to maintain operations.

Resource Allocation

Ha% ing assured themsek es that funding will be available, either
through reallocation, pricing, or diversification of revenue sources,
inane ial managers can focus attention on new allocations. Authori-.
/Anon of new expenditures shoold correlate to the nature and duration
of the revenue source. For example, permanent reductions can be used
fin permanent additions. Howe% er, one-time reductions should not be
used for ongoing commitments, such as hiring of new staff

Some amount of consistency exists between how an organiza-
tion establishes its goals and how it allocates its resources. Thus, if goal
setting is handled in a strategic fashion, resource allocation will also
assu Mt a strategic flan. However, most institutions are nonstrategic in
Muth rcspeets, since the must common means of allocating resources in
higher education is Mere mental budgeting (Caruthers and Orwig,
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1979). Considering an expansion of the mission statement and
conducting market research are two means of becoming more strategic
in the resources allocation process.

Expansion of Mission. Budgetary systems cannot be considered
strategic unless they follow the declaration of institutional mission and
goals The problem, as stated earlier, is that many mission statements
have not been reviewed in years. In reality, although mission is stated
in broad terms, it can actually constrain an organization's growth.

A college mission statement is comparable to a corporation's
definition of its industry. If the terms are too narrow, progress will be
impeded. Levitt (1975) uses the railroads and the Hollywood film com-
panies as examples of self-constraint. Railroad executives defined their
industry too narrowly because they were railroad-oriented, not trans-
portation-oriented. Hollywood, filmmakers were equally at fault to
declare that they were in the movie business, not the entertainment
business. In both cases, once extremely profitable industiies arc: now in
serious trouble.

Community college executives and governing boards may be
the victims of similar myopia. Regardless of how broadly stated insti-
tutional missions are, they arc almost always expressed in terms of edu-
cational outcomes. Asked to define their industry, most c (immunity
college administrators will be quick to respond: education. The time
has come to expand the community college mission and thus for
administrators to expand their definition of their industry. Community
colleges should cease to perceive themselves as being solely in the bus-
iness of education. They should restate their mission to encompass all
aspects of human development. Such restatement will justify expendi-
tures in vast new fields full of growth potential and allow for creative
shaping of the college's future.

Market Research. A wealthy person will suffer very little harm
for a small inv estment error. However, a person on a limited income
can seldom of to make a financial mistake. Cotinnunit) colleges arc
more typical of ['topic on limited incomes. In selecting areas for new
inv estments, the strategic manager must minimize the risk of being
wrong. One way of reducing risk is to rely extensively on market
research. Such research, Linen (1980, pp, 43-44) points out, "can also
contribute to the more effective pros ision of educational opportunities
to our citizenry through analysis of demographic patterns and pro-
jections that identify markets w here there is or will be a discrepancy
between supply and demand for educational services."

Niac omit Community College, which has clistt ict offices in War-
ren, Michigan, has made ,t major commitment to market research. It

78



72

relies, heav ily on public opinion surveys for market and consumer infor-
mation. A survey undertaken by the college's Center for Community
Studies focused on consumer attitudes and on the effect that hi el

unemployment w as having un the desire to obtain more education a=id
job skills. The survey found that 13 percent of the district's adults were
taking some type ofjub training or schooling. One third were attending
the community college, one fourth were attending a four-year college
or university, and the remainder were training at work, at a pro-
prietary school, or with some other type of organization. Center
researchersjacobs and Pritchard (1982) found the indicators of market
penetration to be most reliable and noted that the college was propor-
tionately less accommodating to those between the ages of twenty-five
and thirty-four, :th a larger part of this group going to the four-year
..ollege. In comast, the college dominated both the...eighteen to twenty-
four-year-old and the forty -five to sixty-four-year-old age groups, with
a 50 percent market share of each. The.perceived need for training or
education among people over age sixty-five-was minimal. Moreover,
the college was not viewed as seeing the needs of management, namely
of business owners, managers, supervisors, and public officials, who
said that they received most of their training through their employer.
Penoration fur continuing professional education was low. Finally, the
college was meeting the training needs of women bettei than it was
meeting those of men. anions!), such information as this can be
extremely useful in assessing programs and planning new ventures.
%\ hile there is never a guarantee of success, risk of loss can be lessened
by obtaining better market information,

..,

Conclusion

Strategic management involves decisions and "actions tlia-t
attempt to shape the future of the college. Since a community college
can only 'be what it is funded to be, equal efforts must be placed on
bringing strategic techniques i9to the financial management process as
well. Understanding organizational growth and maturity will help.
Vit w ing the college in the same manner as a private enterprise will also
help. Orientatictn to both markets and products is essential, so that the
c ollegc will be able to achieve the optimal competitive position.

reauls to support new ventures will come primarily from reallo-
cation of existing remain es, and tnethuds of evaluating; institutional
benefit will need to be ethployed. Pricing and diversified revenue
:10in( t t an also la. used to garner additional resoun es. Allocation
systems for new and expanded at tiN ilks are equally important. Stra-
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tegic managers should exercise care that the mission statement is cur-
rent and sufficiently broad, and they should invest in market research
in order to minimize risk of loss. In short, the strategic financial
manager is a critical partner in the quest for institutional growth and
vitality,
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The challenge to community colleges is to translate the vision
of strategic plans into the reality of programs and services
for students.

,:

The Critical Link:
From Plans to Programs

George A. Baker III
Kay McCollough Moore

In otie of his numerous incisive observations, Walt Kelly's cartoon.
character, Pogo, once exclaimed: "We are confronted with insurmount-
able opportunities!" That statement captures what may be the central,
paradoxical predicament of community colleges today. There is no
dearth of legitimate needs, worthy goals, or potentially favorable cir-
cumstances. Rather, what they lack is the ability to embrace the oppor-
tunities, to establish priorities, and to implement the necessary change.
In the final analysis, it is through programs and services provided to
students that community colleges reflect their commitments and their
progress in attaining their goals. Thus, it is through the process of pro-
gram and service development that the institution identifies opportuni-
ties, evaluates their relevance to the institutional mission, distinguishes
between what is desirable and what is feasible, and then endeavors to
"surmount" its chosen opportunities, removing the barriers between
what is and what should be. \
A Context for Program and Service Development

As any reasonably alert educI tor knows, critical and funda-
mental shifts are occurring in the Arne' ican society and economy, and

I
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ollegcs are being pressed to Lupe with their ramifications. Acceleration
of teehnylogy, shifts in %aloes, economic uncertainties, blurring of sex
roles, tightening of resources, changes in demographicsall these fac-
tors are altering the fabric of American life. Thee _inexorable change, in
s..,ciety creates, an imperative need for change in education, That
imperathe may be strongest for .dmmunity colleges, precisely because
they areand should be both in and of their communities. That being
the case, they ha%e a dual responsibility. to shape, their environment
and to be shaped by it.

In times like these, when pressing ed acational needs are matched
in intensity by mounting calls for educational accountability, it is vitally
important for institutional change to be purposefUl rather than arbi-
trary or merely expedient. As Martoraria and Kuhns (1975, p. 8) assert,
"Change for the sake of change that is, without regard to whether the
proposed change will accomplish institutional goals more.effectively
than current practice already tends to be the norm. It is unlikely to
benefit either institutional sur%iv.al or student learning and is especially
dangerous when the process of change takes the form of reaction to one
crisis after another." Colleges can no longer afford the luxury of organi-
zational drift4 of decisions made according to exigency or expedience,
Long -range strategic planning based on sound information can help
the community college to take the initiative in creating its own future.

The Critical Link

Focusing on "the futurity of present decisions" (Drucker, 1970,'
p. 131), strategic planning encompasses a continuum of activities;
detcrmination of lung-range institutional goals, adoption of courses of
action for achic%ing those coals, and allocation of resources necessary
for goal attainment (Cope, 1978), Most essentially, as Kieft and others
(1978, p. xi) ha%e emphasized, "planning is a means for implementing
%alcms." It is a process for translating institutional mission and goals
into operational programs and services that arc supported by a%ailable
resourees in accord with established priorities. Fundamentally, then,
community college programs and services must be irrevocably linked to
strategic planning on the one hand and to the allocation of resources
people, space, time, and dollarson the other. Whatever the mission
and,goals oldie college, those aims must finally be reflected in the pro-
grams and services that it provides.

The process of program and sertiee development is thus both
integral to and an extension of the process of strategic planning, It
eric orripasses not only the initiation of programs and ser% ices but also
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their maintenance, improvement, and expansion --and, alternatively,
their curtailment or elimination. It is, in sum, a set of interrelated
activities th.,:itigh which the institution assesses its changing relation-
ships with its external environment and internal constituencies and
then formulates an appropriate pattern of response.

Six principal elements are the strategic cornerstones for program
and service developsnent institutional mission and goals, student needs
and characteristics, comninnity priorities, the values and involvement
of internal college constituencies, technology and its impact on educa-
tional curriculum and methodology, and financial cor .raints and
political realities.

Institutional Mission and Goals
/

The establishment of a clear sense of institution-al mission is an
essential first step toward the de- eloprnent of prt Jams and services
and the effective use of resources. Parnell (1981) warns against the haz,-
ards of rnissionlessness by describing a sign of served on a closed office
door: Gone out of business. Didn't know what our business was. The commu-
nity college movement is apparently in the midst of an identity crisis.
Across the nation, leaders decry the perceived lack of .1 clear and uni-
fied sense of purpase, and discussions about mission are ubiquitous in
the literature, the conferences, and the classroom. Richardson (1931)
places high priority on the need for mission clarification. Cosand
(1979, p. 2) agrees, asserting that "the essential element for eartinl.cnity
colleges to fare up to. . . is the mission of the institutions." Cohen (1980,
p 33) suggests that there is some difficulty in identifying c, mmunity
colleges accurately: "What are they of themselves? Institutions of learn-
ing) Agents of social mobiiity? Participants in the welfare system?
Contributors to community deve.opment?... What is their niche?
What do they offer that is not provided by other schools? How do their
operations differ?"

Although a number of interesting questions are involved, it often
seems that one critical issue underlying many discussions of n.:ssion is
that opert door Apparently questioning the traditional community col-
lege conu Usment to open admissions, Richardson (1981) asks wl.ether
it is better t,, .prve everyone al some minimum level or to serve spec'
fled constituents at some specified level of excellence? Cosand (1979,
p 3) argues that "the fundamental question the colleges must answer
is, Who are the students the college is con mined to serve ?" Consider-
ing the historical contribut. ns of the community college movement,
Gross (1979, p 4) offers this insight: "The community colleges have
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opened, a new frontier in higher education on many fronts, among
them open admissions. community involvement, equal opportunity,
comprehensive, curriculum, and emphasis on teaching, .. The commu-
nity college leadership is in a moderate state of disarray today because
the new pioneers are not completely sure that the frontier is worth eon-
queritig. Thus, before we go ii.ach further, we better have some dear
idea of what the new homier is and whether it is worth pushing on
against mounting difficulties."

The issues raised pose questions that are critical for planning and
program development. While the discussions are conducted in a national
lot urn, It is quite likely that the answers will and even should be for-
mulaied at the local level, A community college must by definition
reflect and promote the interests and needs of its own community.
Tfitis, because tonitauniti.ys differ, the missions of local colleges may
well also differ.

It is critically important for each college to review and affirm or
resist: its mission statement as an early and critical step in the strategic
planning process (Kieft and others, 1978, Cope, 1978), The mission
statement should provide a foundation, a sense of direction, a clearly
identified purpose. 'To plan is not sufficient. The college must first
know why it exists. .

Using its mission statement as a frame of reference, the college
racist then establish its goals, Whim dearly stated goals are tied both to
institutional purpu. tnd to the needs of students and community, they
provide invaluable eritetia for the evalua,ion of proposals for program
and sere it e development and for the allocation of resources to their
support. In the absence of goals, the process of program and service
development becomes increasingly vulnerable to tl.e triterion of cxpc-

iodience and to the vagaries of institutional politics.

Student Needs and Characteristics

A sc:ond «irnerstone for program and set.s he development is
the institution's mule rstanding of the needs and ...iaracteristics of its
current and prospet Use students. While each inch. idual college will
has us own unique mix of students, thew are several widely prevalent
trends that have significant implications for planning.

Student Demographics. The national demographit trends that
lial.t the greatest diet t on c ommuniq c olleges t enter on diversification
of tla population and shifts in the Math(' representation of age groups.
A (entwining and hued. signifieant trend iri the Amer it an population
is the aging tit the bail,} boom «thorts, that is, those between the ages of

/
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nineteen and thirty-three in 1980 (U.S. Department of Commerce,
1981). Besides having a major effect on school enrollments, this age
shift is creating an older work force and a steadily increasing propor-
tion of elderly persons in the total population.

Significant shifts in population characteristics and therefore in
student markets have perhaps irrevocably altered the character and
mission of the community college. The average age of the community
college student, now twenty-eight years, may continue to rise above
age thirty. Students older than traditional college age already comprise
40 percent of the community college enrollment (Scully, 1981).

As the numbers of adult students increase, the proportion of
part-time enrollments also tends to increase. According to Gilbert
(1980), part-time students account for 61 percent of community college
enrollments, and the proportion is increasing. Also on the rise is the
number of adult female students. The total number of women thirty-
five and older enrolled in college has more than doubled since 1972,
and the number of part-tirnt women students has doubled each year for
the past several years (Project on the Status and Education of Women,
1981).

These very striking trends have led numerous observers to sug-
gest that the primary function of community colleges is to educate adult
part-tiin- students (Gleazer, 1980, Zwerling, 1980). If this judgment is
accurate and the statistics seem to indicate that it isit has tremen-
dous implications for the development of academic programs, instruc-
tional methodologies, and student support services. The new adult
learners have been t ham terized as career-oriented, pragmatic, realis-
tic, concerned with economic success, weak in basic skills, and sophisti-
c ated in terms of practical life experience (Cross, 1981; Eaton, 1981).
Knoell (1976) sees the emergence of students with idiosy.cratic objec-
tives who are rot interested in one- and two-year programs. Rather,
these students w ill stop in and out of school as they achieve their short-
term objectices or as they disttner that their objec tivcs are not being
addressed. As Rotiec he (1980, p. 5) contends, "We must ... remember
that students will not t are about learning opportunities unless they see
a rdes ant and useful link between what they need or wa it to know and
what they are being asked to Irani."

A prom tier ipproat h to the future will require community col-
leges rigorously to assess then responsiveness to the needs of adult part-
tiale learners Reside a relec ant and useful unlit tilum, these learners
will need t oursling, finam ial aid, c hildt are, and other services that too
often are dAitelablt only in the daytime or only to full, :me students.
Those are limitations that most comintiii:ty c.illeges can no longer afford,
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Student Diversity. Community college students have always
failed greatly in socioeconomit background, abilities, academic pre-
paredness, age, race, interesil, goals, and motivation. Flyer: a cursory
glance at projections for future enrollments Militates that the colleges
will continue to sere as the point of entry into higher education foi
di% erse types of people. women, middle-aged adults, minorities, immi-
grants, out-of-school youth, and senior citizens. Thus, it is not sur-
prtsing that student di. ersity has emerged as an lrriportant issue. In
fat t, Cross (1980) contends that it is the major issue to be confronted.
Cross (1979, p. 9) writes. "As we advance toward the learning society,
the frond( r that must be t unquered is the di. ersity of the learning forte'.
Unfintunately, the traditional practices of education are totally inade-
quate as tools for this new frontier."

In addition to their demographic variety, comniunity college
students reflect an incredible range of bask skill let els. For example, it
is quite possible atcording to Cross (1979, p. 8) to see a twelve-grade.
spread (for example, from fourth- to sixteenth-grade lend) in mastery
of baNit skills "That is not a lange that any classroom teacher knows
how to deal with, and the situation is going to get niut:h worse as adults
from all walks of Iiii: enter the learning force." Unfortunately (but not
surprisingly), many of the students with inkrior basic skills also exhibit
it malt ping defit ient y in self-image and confidence in their ability to
Nutt eed (Rottet hr. 1980) Clearly, the t liallenge posed by student
diyersity is (66(.11. The t (immunity college response to that t halletige
must Ix retie( tt d nut only in the Strut titre and t (intnt of programs and
st it nes but also in the professional build. iors and Alm ational meth:
odologies used to implement diem.

Community Priorities

AN 'Mill fitutl earliel. the t ommunity (Alegi. exists in a unique
.ttid 1 et 'plot al it lationship with us Int 441 en% il011111ent. 1n tilt. definition
{il its mission anti goals, tails indi 'dual institution must tIcicttninc. the
tit glee of its 4 taimitiment to the priorities of its community. If that
t onnintinent I st tious and substantial, t awful assessment Or (Se t 0111-
111tinn:S (dill at 44 Alai need`, V, in he a t ornersione of progiani ,ind ser% it c
tlf (+gum it lit t atist t otin mink ies tliffil with ly , t (immunity t ()lieges
may set S f' aN 4 Ith (41 al t 4 lot rs, to the, may emphasize job tiatning, high
lc( hnology eclat anon, 01 adult literal y programs. Fin (lit more, t OM-
IiillIlli V need. are likely to 4 flange two time, thereby ( rt .Mills; an iiii-
pc tan. t Itii the t (immunity -(dienied'institittion to exeit ise . ision as
well a. a t (limn measure of flexibility. When the local Lit toy doses
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c An, when the community receives a sudden influx of immigrants, or
when computer literacy becomes a bask survival skill, the alert com-
munity college will often antic ipate educational needs and develop or
modify programs and services to address them. A number of methods
have been successfully used to assess community needs and priorities,
including formal surveys, public forums, and advisory committees.
These and other available mechanisms are vital in making mil the
term communily college s

involvement of Internal Constituencies

The development of effective programs and services requires
participation by affected college groups faculty, administrators, and
students While cooperation among the different levvls of the organiza-
tion is essential, the development process generally has its focus at the,
department level. That focus is based on two premises: first, that people
who arc directly responsible for activ ities are often best prepared to offer
proposals for the fuit:re, second, that all plans, however excellent, rely
for their success on the persons who must implement them.

With their highly professionalized faculty and their emphasis on
academic freedom, institutions of higher education rely heavily on the
content expertise of faculty members in the development of academic
programs Proposals are eventually presented to administrators who

responsible for assuring that plans arc consistent with overall institu-
tional goals and with goal-related priorities for resource allocation. It is
important to remember that program and service development is a
value -laden enclAot. One virtue of the participatory process is that it
affords an opportunity for the explicit atticulation of educational and
social v aloes. For example, a new developmental studies program inten-
tionally or uniitentionaily will reflect the values held by its designers
with respect to educational access, individual students, the student-
tea( her relationship, the utility of learning, the efficacy of certain teach-
ing and learning methodologies, and the importance of students' self-
esteem The role of value judgment becomes even more striking when
.1 wilection of proposals rut program and service development must be
prioritil as part ()I' the budgeting process. Are the needs of students
better served by an art history program or by services to displaced
homemakers? Is greater benefit provided to the community through an
ele«ronics program to support new industry or an English as a tietoncl
language program created for immigrants in the housing linnet es?
Tenable ans-vers to such difficult Tiestions are best achieved through
genuine dialogue among the int ners or the college community.
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Impacts of Technology

During the «lining years, let hnological advances will have far-
reachit.g impact on eery aspect of American life. The educational sys.
tens, including administration, instructional programs, student ser-
%, ices, and methodologies fur teaching and learning, will* profoundly
affected. According to Warmbrod and others ,(1981), the need ic2:
human resource development and training will increase in the areas of
technology transfer, robotics, computer literacy, and the general ability
to cope v. ith technologic al change. Community colleges will be called
on to sole large numbers of displaced workers who need to learn new
technical skills or upgrade existing-gkiHs

HOwe%er, the impact of technology on instruction will not be
limited to the ub% lulls applications in technical education programs.
Rather, advances in bask research as well as elver inure sophisticated
hardware and software will bring technology to the sciences and even
to the arts wita a steadily increasing pervasiNeness. Throughout the
institution, impacts will be c%ident in the content of programs, as the
disciplines of high technology (biomedical engineering, for example)
are created from the melding or intersection of preciously discrete fields
of study . But, in addition to the changes in content, instructional tools
and delivery systents will be altered by achances in telecommunica-
tions, computer-assisted instruction, and computer-managed instruc-
tion. New and impro% et! systems will pro% kle inch% idualized, stlf -paced
instruction at times and places convenient to students. Televised in-
strut tam and othei home-based elec trunk systems will become increas-
ingly popular.

Although the nalisition of community colleges into die post-
industrial high technology era holds out great opportunity and prom-
ise, it will bring serious challenges as well. Madigan and Neikirk
(1982, p 24A) asset t that, as In ain power replaces must le power in the
Aintrit an economy, the successful workers will he those who ha%c "a
solid bask education, with an emphasis on science and mathematics."
HoweNet, tht.:» authors predot: that employers in the growing high
(et Imology industries "could find theinsel% es facing a serious labor
shortage because of the lack of emphasis 011 science and in,aheinatics in
public education.' In that prophecy lies a significant challenge for
developers of community college programs.

A further t hallenge is posed by the high costs for staffing and
t quipping the high-dc 'nand oft tipational and (cc !mit al pi-ograttis. As
Cosand (1979) awed, the proision of state-cif-the-ait training can be
extremelc xpenske, due to the rapid rate at which both personnel and

.
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facilities become obsolete. Obviously, sound planning, including needs
assessment, labor market analysis, and collaboration with industry,
will be critically important.

Toffler (1980) has written about a new technological civilization
that is emerging in Arnet kart life despite widespread efforts to suppress
it. Community colleges can ill afford to ignore the implications of tech-
nology for college programs and set vices. To do so would cause them to
become irrelevant to their communities and eventually to default to
increasing competition from the educational programs developed by
business and industry.

Financial Constraints and Political Realities

Last in the list of strategic elements for program and service
development are the financial constraints and political realities. While
these two elements might seem to be distinct, they arc often almost
incxtticalily intertwined, especially in publicly supported institutions.
As Cosand (1979, p. 16) slates, "the bottom line in any discussion of the
future of community colleges is finance," and the colleges depend for
their financial support on the state and local political systems.

Like all other public institutions, community colleges have been
hurt by inflation, rising personnel costs, and voter resistance to taxa-
tion. The remarkable growth of the colleges during the 1960s and 1970s
has not been matched by dollars from local, state, and federal govern-
ments. Summarizing the forecasts old number of cl.tmmunity college
leaders, Brenernan and Nelson (1981) predict that college planners will
have to ((intend with continuing inflation, spiraling energy costs,
declining productiv it) , and limited growth in state and local support
for higher education. These factors, together with the specter of possible
declines in enrollment, are causing a drastic tightening of resources for
some community alleges. According to Brenernan and Nelson (1980,
p. 30), one major result will be an increasing tension between mission
arid finance, as institutional leaders "will be forced to choose which
ac tiv ilk., art central to the t ollege and which arc of lesser importance."

Funding agencies can br expe( ted to ask tough questions about
tlw mission, quality, and cost-effectiveness of community college edu-
cation. Community sell ice activ ities and developmental or remedial
'migrants will be particularly subject to scrutiny. To the extent that
they wish to maintain both local autonomy and a comprehensive i ur-
tic alum, c orriniunity wilege leaders and program developers will strive
to plovicic a thoughtful and «inv in( ing sationale for the programs and
services proposed and offered.
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Conclusion

At the outset of this chapter, program and service development
was defined as a process through which the community college assesses
its changing relationships with its external environment and internal
constituencies, then formulates an appropriate pattern of response.
Subsequent discussion elaborated on six major strategic elements of
that process.

First, program and service development has its roots in a dear
statement and -tflirntation of the institution's mission and goals. Those
guiding principles should reflect the achievement of consensus among
ti:e college's constituencies about the reason for the institution's exis-
tence and the outcomes that it seeks to attain. Second, by examining
national trends and conducting its own local inquiries, the college must
stay,constandy attuned to the needs and characteristics of its current

s and prospective students. Concurrently with that effort, the college
addresses the third strategic element, systematic assessment of com-
munity needs and priorities. The educational implications of those pri-
orities will significantly affect the program plans of the community-
oriented institution.

Throughout the process of program and service development,
the college must take into account a fourth strategic element, the involve-
ment of affected internal groups in development efforts, Only through
the open discussion of educational values and priorities can the college
hope to arrive at program. ecisions that ensure quality as well as coop-
eration in their implementation. Fifth, both the content and the deliv-
ery of educational programs will be profoundly affected by the rapid
pace of technological Jcselopmeni. Filially, proposals for community
college programs and services are increasingly subject to the financial
and political wnstiaints imposed by an era of reduced resources and
increased deruands for fiscal and educational accountability.

( ;it en those constiaints. the challenges posed to the contempo-
rary c ommunity c oil( ge by the disci .ity of students, the changing demo-
graphic s. the transition to a high tc linology society, and the continuing
needs of community college students fin basic skills and developmental
educ anon can be seen as ()ppm tun't:c s to be surmounted. Among eel i-
c ators and odic rs, the term oppurlun sm is often applied to the blind pur-
suit of «mtpcionse ads antage. with link regard rot the fundamental
phil.isoploy and purpo of the t chic <Mona' institution. However, the
same word also means the al I, policy, or practice of taking advantage of
()ppm (noddy% in i ii iiiiiMani cs. In that scri', program and service
deg iopinciit is a loran 4 1f opportunism. If . as Cope (1978, p. 9) asserts,
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strategic planning is 'opportunity analysis," then program and service
development is the means f or applying the results of that analysis to the
ongoing operations of the institution. It is the process through which
colleges can seize opportunities, mold them to the institution's mission,
and forge the critical link between goals and action, dreams and reality,
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If the top leaders of a college are catalytic figures in ensuring
the quality of the strategic vision, indeed, in ensuring that
the vision even exists, how can we equip our leaders to design
healthy, viable visions?

,

The Role of the
Chief Executive Officer in
Strategic Staff Development

Nancy Armes
. . Terry O'Banion'

/

If ha% ing the ability to take the long view as educators and then to
make sound strategic decisions is the basis of strategic management,

.staff deselopment within our colleges needs to provide a framework
ensuring that the long -kw will be taken in such a way as to promote
the long-range health of our institution. From this strategic perspcc-
fist:, it may be useful to begin by turning the world of staff-des elopment
upside clown. Strategic staff des elopment and all that the concept
implies must be founded on a decision that the program's first priority
is tc equip top leviers to perform more effectively.

Appropriate to the task and scope of the community college
mission, staff de elopment programs has e typically been en% isioned as 41
,iribracing all pecsunnel in the college. Nesertheless, most such pro-
giatns hasc considcr,x1 the primary recipients to be faculty. The thief
executise officer has been considered the catalytic force in making fat-
ully dscloptuent progiams,ork by ptiniding authority and resources

f, A Ni,,,t, (Ea umory( ikagenew01 PI IM 14...r1Onit Caw %tw I hr 0/0111
64 C ...P..0.(% I . .C., P. IS NIP 1..0,110 jesf If. *s 11)es *pi Pall
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to undirw rite the effort. However, top leaders are not often depicted as
primary recipients of the staff development program.

The first beneficiary of a strategically sound staff dev elopment
program must be the top executives within the institution. Managers
and faculty will be dearly tied to the program as it evolves, but not
before the president and his or her own needs as a decision maker have
been considered. From this perspective, we want to suggest the follow-
ing scenario for staff development if strategic managetnent is to succeed.

A strategic vision is a clear image of what one wants to achieve
in a cornpiex interdependent organization, which then organizes and
instructs every staff member to achieve that goal. If the top leaders of a
Z.ollege are the catalytic figures. in ensuring the quality of the strategic

ision, indeed in ensuring that the vision exists, how best can we equip
our leaders to design healthy, v iable visions? Misguided vision is not
un, ommon either in the community college movement or in higher
education.

Educatot s have several obvious handicaps as they visualize the
future First, educational institutions tend to be tradition-bound, and
you can never plan the future by the past. But, educatots.Gontinue to
try, even in community colleges. Second, colleges have tended to de-
clop stronger :viol than horizontal alliances. Thus, educators who

shoult1 have hundreds of cesourus within the disciplines and programs
of their institution are often the last to obtain strategic information.
Finally, and perhaps most salient, the pressore- many chief execu-
tive officers LI our colleges is to demonstrate short-term results. This
liequently distorts tstiategic visioning. Boards, unions, and political
sum tures frequently arbitrate against taking the long v iew. This par-
tic ular pressure is psrhapS matet Juicing community colleges than it is
in the other arenas of higher education.

However, if we assume that it is possible to deal forcefully and
su« essfully with such handicaps, as we Must if we are to become stra-
tegic all healthy what kind of pa( kage will equip tod,iy's community
college chief executive officer to plan coherently for a future in higher
education? The best 14,l} ti) answer that question is by answering two
questions What do we need to know? and What skills do we need to

.possess?

What the chief Executive Needs t, Know

Today's power 10 be an effec (ivy leader is based'in good part on
the quality ul inlormation transactions that the leader has at his or her
(isposal. NaiSbitt 084 Yankelovu h (1901), the Brookings Institution,
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the various Carnegie Commissions these inch% iduals and groups base
much of their credibility and the credibility of their recommendations
on the quality of the information at their disposal. They devote much
professional energy and resources to gathering the most up-to-date
information. Only then do they set their considerable collective talents
to the task of interpreting.

What categories of information do community college chief
executives need in order to lead open-door institutions? Five categories
of information seem especially important to community colleges.

The Growing Importance of Science and Technology. Lasers,
Fiberoptics, and experiments in space; computers, energy manage-
ment, and genetic engineering the horizons in science and technology
seem virtually limitless. Obviously, many of the scientists and engi-
neers will be trained and fat' r housed in major research universities,
but community colleges must assume dynamic, leadership in several
ways. First, although the engineers may be trained at universities,
tnost of the technicians will be trained at community colleges. There
will be three tee hnicians for every engineer, scores of technicians for;
every scientist.; .

Second,i un'ess we want the disparity among segments of our
society to increase, community colleges must assume great responsibil-
ity. in hiking their students literate in areas of science and technology
that affect them. Perhaps public education can tackle computer literacy
for today's thitieen-year-old or ten-year-old. But, who will work with
the forty-year-old, the displaced homemaker, the -worker recently laid
off' Who will help these adults gain rudimentary knowledge if not the
rommunny Olege?

Finally tnany advances in science and let lmology will affect not
only whit' we each but how we teach it. The revolution in telecom-
munications wlill open dassroom.doors in brae new ways. The chief
executive needs a dear sense of this potential, which may change sub-
seminally how ae think about the basic issue of access in our tolleges.
Telecomiumnicinions is not the wily area that will affect professional
methodologies 1 _

The In4rnationalization of American Life. We already export a
third of our aglicultural produce, and a third of our Anterit an «Allo-
cate prom. «ee from exports oz o%erscas iinestments, but the inter-
national tnobili :. ofcapital and prodta lion, the enormous international
migration of la mi.. and the dozens of issues related to the allot anon
and managente it of resout c vs v. ill bet time issue: that ita reasingly affect
commune) con xes, As v.e knov., immigrants from mound the world
already look to «numunit) colleges lot tuaining; then number; will
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_grow. Business, industry, and gosernment will increasingly ask us to
export cukticulum and programs, especially to des eloping nations,
whose coming of age. will significantly affect our nations security.

The Change in the Meupational Shucture of American Society.
Cetron and O'Toole (1982, p. 15) predict that by the year 2000 there
will be almost une million new jobs generated for computer program-
mers. Other occupations in which demand is predicted to be high
include industrial robot technicians, aergy technicians, and hazard-
ous waste. management technicians. While the titles sound alien, the
technologies already exist. If, as has, been predicted, robots will'
displace two thirds of today's facturi work forte, technology, will create
enormous training needs that haselhuge implications for community
colleges. This technological resolutlion wilicreate massive retraining
needs as unskilled factory laborers are required to deselop new exper-
tise.I: ere is enormous personal pain and national waste in the reality
that!n any indisiduals are employed in low -wage, dead-end, monoto-

to

noulsc ork at the eery time when skilled worker shortages are drantati-
callyt stain mming. Community colleges must be .tt the forefront of train -
ing Mr these huge occupational shifts.

Continuing Demographic Change. In many ways, continuing
demographic c flange stems an old chestnut by non. Still, we must con-,
skier the continuing growth of minority populations, the continuing'
mosement from north to south and from east to nest, the continuing
ramifications of the aging of the baby boom generation, plus fifIn9-
gyaphi( tiends only beginning to be analyzed intelligently. One suit h
trend is the shift from high-population urban areas to small towns wh:h
brings the sophoicated needs and leisure desires of those migrating
populations to pro loos!) renal and agrarian traditions. From their
beginnings, community collegcs hase been the first among postsecond-
ary institutions to reflect demographic c hange. 1 n is pattern in all likeli-
hood will continue.

--Iknorgiag-Needs.of human Beings. Community college leaders
need m unlerstand the people whore they are going to lead as well as
.lie extern 1 esents that are occurring. Tilden tunately, there= will be a
terkleric y t i look'past these needs, but that is a mistake. A first step is to

extent

ace c.s to info Illation about human need as it bubbles up. Sources
abound and must be sampled. Naisbitt (1982), Yankelovich (1981),
Toffler (198' . mkt Ferguson (1980) have built their substantial best-
seller levitation:, not citily on the hardware of the future but on the
shades and texture of human response to change. For exatnple,
Yank( los it h (1981) desc allies risk takers who will form personally sup-
lionise communities. I .otti another perspectise,. Naisbitt (1982)
Clem tibes a phenomenon called high touch as .1 necessary corollary to
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high technology. For ev ery technological intimation, he attempts to
docutnent an equally influential human innovation.

Closer to home, Cross (1981) recently summarized a driving
need among community college professionals. Across all strata, these
professionals are searching for community, for truly collegial sharing
processes in their work encironment. If chief executives are to know
how to meet such needs as they build strategically , they must pay some
attention to behavioral scientists and their popular interpreters, who
are making great strides in helping us to understand the human matu-
ration process. To lead human beings, we must first understand them.

What Leadership Skills Are Important

What skills will enable a chief executive officer to assimilate
information and plan coherently for the future? Any plan for strategic
s' ,IT development certainly needs to answer this question and find ways
for busy leaders both to develop and to refine the needed skills.

Lesly (1980) speaks eloquently of the masterful managers of
past decadesprofessional managers whose greatest strength was a
disciplined mind. These managers foicused on facts and realities and
abhorred any occurrence that interfered with measurability, predicta-
bility, or accountability. Lesly agrees with Toffler that the masterful
managers -tre now doomed, because the leader who is needed in the
new, uncertain human climate of our professional worlds is one who
can function in ambiguity , constant change, men tut moil. Our cen-
tralized, bureaucratic authority figures are no longer adequate, <aid a
new breed must emerge. Naisbitt (1982) speaks of adult work patterns
that are decentralized, participatory, alive with, networks and multiple
options He dessiThes a changing society that will demand of its leader-
ship openness, the ability to share responsibility, and personal qualities
that invite the building of community within a work setting. His vision
enables readers to see a spreading of authority, with the typical pattern
becoming one of literally hundreds of horizontal work structures that
give credibility to a greater number of inch% iduals and that stress the
need to listen well.

Maccoby (1981) d:scribes the characteristics most significant in
the emerging cadre of successful leaders to be caring, respectful, and
respon. ible attitude, flexibility about people and organizational struc-
ture; and the participative approach to management, the willingness to
share power. Such leaders arc self-aware, consc ious of their weaknesses
as well as then strengths, concerned with self-de% eloptnent fot them-
selves as well as others.

How does one adapt ') the changing workplace and protest. the

97



92

incredible amounts of information? What cluster of leadership skills is
needed to refine the information and make better use of people as
human resources? We har..e identified four spet,ific skills that leaders
already p 3ssess but that will need to be further developed and refined
during the coming decade.

.,
Listening. If leaders are to be responsive, they must listen well.

If Naisbitt (1982) and Yankelovich (1981) are correct and most signifi-
cant trends. within American society are generated from grass roots
constituencies, then how w ell we listen may well determine our sur-
vival as viable institutions. Certainly, students, faculty, and commu-
nity are all speaking more and insisting that their points of view be con-
sidered. Although the average adult spends 45 percent of his or her
tt .re during a normal day in listening situations, a chief ext five
officer may find that he ,rr she is more often the speaker than the aver-
age person, more called on to iterate than to reiterate, more called on to
initiate than to respond. Some of these patterns need to change. Leaders
need to listen more. Furthermore, listening to the silent partners within
our sphere of influence is just as cogent to a leader as listening to the
vocal partners. The president of today's college needs to be able to
interpret the unspoken and trace the implications. r

Conceptualizing. The strategic thinker must be both comfort-
able with ideas and able to arrange or rearrange frameworks for his or
her ideas. These ideas are a leader's response to information received.
The strategic vision that undergirds all long -range planning is the result
of strong conceptualizing. Research on the hemispheres of the brain
has suggested that our educational systems have tended to value left-
hemisphere functions and thus to reward the ability to seek out details,
to be analytical. Logically, then, leaders who become Lesly's (1980)
masterful managers are those who pay great attention to tying up loose
ends In contrast, encouraging the right hemisphere, w hich is holistic
and pattern-perceiving, becomes more vital if task of the leader is to
anticipate the future. ...

Collaborating. The skill of working together, talking to one
another, sharing ideas, information, and resources is more and more to
be valued. Collaboration tends to be cross-disciplinary. It often forms a
basis for building personal communities. It signals, through the hard
and exhilarating effort of engaging in work with one or more others,
that the collaborator is open and willing to grow. Thus, developing per-
sonal contacts into collaboratio.ns is a skill that leaders should refine.
Browning and Johnson (1980), have documented that professionals
who share work in collaborative ways hal,e greater resources available
to them. Their contacts encourage them to be active rather than rem.-
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tive; to anticipate danger or coming change because they are an integral
part of the grapevine; to better understand hidden agendas; and finally,
and perhaps most importantly, to feel a sense of belonging as a result of
the nature of their collaborative contacts. Leaders who collaborate learn
to give; they learn to be unselfish and to control the megalomania that.,
positional power can encourage.

Self-Understanding. Today's leader must know his or her per-
sonal strengths and weaknesses. To plan well for the future, the hard
truth is that one must be more open in a way, more vulnerable. The
leader must function much of the time without the secure hierarchical
structures that have undergirded so much work of the past. Further,
this reader tnust know where he or she is likely to err and compensate.
To be in touch with one's best and worst tendencies is a powerful tool.
Since moving strategically is not always popular, self-understanding
needs to undcrgird the leader during difficult times.

Implementation: A Strategy for Gathering Information
A

After considering both the strategic information and the strategic
skills that a leader needs, our scenario must still ask how: How can the
information best be gleaned, and how can the skills best be refined for a
chief executive officer?

profes-
sional

may be more difficult for presidents of colleges to find profes-
sional development than it is for faculty rank and file or mid-level man-
agers in the same institution. Repeatedly, not just in education but in
many sectors of the business community, we have encountered execu-
tives who were unwilling to reveal their ignorance or to confess their
need to develop a certain skill. For example, one out( ome of the rapid
growth of computer technology is that a whole genera.ion of executives
has little specific knowledge of the computer. But, we are toldand it
may well be true if leaders are not willing to assume the role of begin-
ner in this particular arena, they will become cumbersome to the orga-
nizations that they seek to lead.

However, it is possible to delineate strategies for professional
development for a chief executive officer that arc low in threat. Here
are seVeral implementation strategies that we value for gathering infor.
mation First, it is important to have forums where substantive conver-
sation can occur in an atmosphere of collegiality. Organizations like
the League for Innovation in the Community College and the Presi-
dents' Academy sponsored by the American Association of Community
and Junior Colleges, as well as a number of professional associations,
often prOide such forums.
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A primary consideration of the League for Innocation in the
Community College has been the professional development ufchancel-
lors and presidents in the consortium. Two pound rules set the stage
fur rich professional exchange. First, early on in the league's history, it
was decided that the chief executives forming the board of directors
could not send a designate to meet in their place. If a president or than':
eellor could not come, then his college or district would not be repre-
sented. Over the years, attendance has been high at these meetings.
Obviously, with such a rule, the quality of the peer exchange will not
erode. A second ground rule established that membership in the league
would be kept small enough that its board of directors could sit com-
fortably around a common table and exchange ideas in a meaningful
way. Thus, the quality of the sharing has not been unduly encumbered
by the group's size. The model is a good one. The opportunities for
exchange of information are enormous.

Effective use of the computer is another way-to gather and con-
trol information. The computer will make it increasingly possible for
an executice to access huge quantities of information in a selective way.'"
In essence, a leader will be able to devise a system compatible with his
or her needs and use computer capability to sift through and call up
useful information. It is estimated that every year more than 1,200,000
articles appear in 60,000 books and 100,000 research reports. Until
recently, scientific and technical reports have doubled every twenty
years. But, during the last lecade even that figure has escalated tre-
mendously. Thus, it will become increasingly important to use technol-
ogy to help us retrieve information.

Another strategy to accomplish the necessary information tasks
is fur staff supporting the chief executive officer to be capable of captur-
ing, synthesizing, and making accessible useful inform:itiori on which
to base leadership decisions. Here, we would like to suggest the possi-
bility of assigning ;ome of these information-gathering responsibilities
tu a staff development professional within the institution. Basically,
this person becomes a mom e consultant for strategic management.
He or she would prucide information, offer ways to focus, theli rind
ways to disseminate that information, first to the president, later to
other groups within the institution. This person would, in effect, prime
college leadei ship to take the long view. We lune dec eloped raid% able
systems to track current conditions within our colleges, but we do not
Away s lial.c the pow e to access information, e, en in our own colleges,
that will in all likelihood affect us in the future. This is the kind of
information that a staff doelopme a professional could seek out ..nd
provide.
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Implernentaiion:' A Strategy for Skill Buildirr`g

As for-developing appropriate ways for/leaders to develop and
refine strategic management skills, it may be helpful to envision imple-
mentation from two different perspectives. Fist, there are at least four
groups with which a dna executive can and siiould confer. These need
only to be mentioned here because they are stidely recognized. Perhaps
the key is to see each of these groups as offering opportunities for real
exchange and certainly not as groups wl4re the leader must wear-a
mask afraid to reveal ignorance or lack of skill.

Peer Group. The president must /lave a group of professional
equals with whom he or she can relate as a major source of informa-
tion A community college president nckds to develop a network with
other presidents. This can be clone thiough organizations, it can be
through networking at the state level, or it cats happen through ongoing
contact with presidents who are fortner graduate school colleagues.
Such a peer group is probably the best and most immediate source of
relevant information that a presided has.

Staff Support Group., The president must not be a lonely leader
who operates in isolation. The oesident who cares about strategic
planning will identify and cultivate a core group of key staff members
to assist in obtaining information And developing skills. Such staff often
include top administrators, who the president has had a direct hand
in hiring, but they probably shodld also include sonic key faculty mem-
bers as well. Such faculty menA)ers can be key. leaders in the institu-
tion. or they can have special Skills thernselNeski the areas needed by
the president. Presidents need to take adiiiintage of the human
resources in their own institution for deNeloping the skills of listening,
conceptualizing, and collabohting.

Board Support Group. Support from the board is ar. absolute
key fi-r the president's long-range survival and creative leadership in
the institution. The president who cares about strategic,planning will
develop a relationship with the board that encourages commitment
and involvement among its members with the effective and efficient
development of the college. Board inembers not only provide the essen-
n,al support needed for 'long-range planning, they are often wise and
experienced leaders whb can lorm another peer group froin w hom the
president can learn, both in terms of information gathering find skill
building.

Community Leaders Group. This group is akin to the profes-
sional peer group of presidents, but it can be much more diverse and
creative. The president who wishes to be eflectiNe in long-range planning

1 0 1
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Will develop close bonds with key community leaders to ensure the
healthy unfolding of the college's plan. In addition, the president w ill
use these leaders asicolleagues in his own continuing deNelopment.

Where can such skill de,,elopment for chief executives be.offered?
Here are three settings where these opportunities are often proNided;
Retreats with key staff who are trusted associates can enable the presi-
dent of a college to plan strategically at the same time that he or she is
practicing those listening, coriceptuaiieing, collaborating, and personal
growth skills that we halve spoken of as requisite skills for strategic lead-
ers. Such retreats, especially if they occur in a retreat setting, can
encourage strategic thinking and problem solving.

Work sessions with staff and board members have the potential
to develop or refine these skills in leaders. In this case, the dialogue
occurs with leaders of the larger community that the college seeks to
serve. Since the perspectives are likely to be different, the college leader
will one again have to expand his or her information base and enlarge
his or her process skills, both of which are valuable outcomes.

On strategic planning days the calendar is cleared, and
meetings and telephone calls are discouraged so that thinking, reading,
and planning for strategic outcomes cr..n occur. Unfortunately, college
presidents are too often consumed by the day-to-day, and the opportu-
nity, for long-range planning and strategic consideration goes pegging.
Leaders ha.-e talked about the problem for numbers of years. But, until
the chief executi,e actually makes a commitment to set aside time for
strategic planning,. such planning for the future will be spasmodic or
nonexistent. In the Dallas County Community College District, we
made a commitment of this sort during 1982. We set aside two Wed-
nesdays each moth for administratop to cultiNate Visionary skillsto
read, think, and plan strategically. On these two days, telephone calls
and meetings were discouraged. The response from all administrative
levels was positive. Sometimes, the simple and obi. ious works well.

Developing the Strategic Plan

Ideally, the experienced chief executive will develop a syste-
matic network for gathering information. Such information is crucial

.,
for success. Ideally, the chief executive of a major community college
will paj, attention to deNeloping the skills of listening, conceptualising,
collaboratingskills that make managing and long-range planning
come to full fruition. Ideally, most chief executives of community col-
leges will giNe considerable attention to the do.elopment of a strategic

10 2
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plan for their institution. If they understand their strategic role, they
will see, themselves as the key to providing leadership for-the develop- .-.

ment of that plan, a plan that will provide dear directions for the college
for the next three to five years and that will detail specific activities,
designed to get there.

In fact, ktnost colleges have a strategic plan, usually aeveloped
by internal staff but often with the assistance of outside consultants.
These plans speak eloquently of the needs of the community, of the
programs to be developed, of the facilities desired, and of the finances
needed to support the development of facilities and programs. The
plans are often shared with community leader3and staff members and
confirmed in a major ritual at a board meeting. litre-, in too many
instances, they cannot be located a year later. Plans have a way of
becoming eivls in themselves, not a frame of reference for continuing
activity over a period of time. Plans often prove to be ineffective, in
part because they fail to address two of the most important elements in
strategic planning: First, they fail to develop a philosophy explaining
how the planners and implementers will work with each other over the
life of the plat. Second, they neglect to make a clear statement of staff-
ing requirements, both the kinds of staff needed to implement the plan
and the training needed to develop appropriate skins and expertise.

A Staff Philosophy

The college will always have a clear statement of its philosophy
and mission indicating bask values and beliefs on which the college is
founded and describing fundamental purposes or ..ocial roles. Such a
philosophy focuses on the larger role of the community college in its
community and describes the purpose that the institution plays in help-
ing students to become desirable adults within the community. Most
community colleges in the Un'ted States have such a statement.

While the statement of this kind of philosophy is important,
.(,

strategic management calls also for philosophy that provides guidance
for how administrators, faculty, and classified staff will interact to
achieve the purposes outlined in the statement of mission. This state-
ment sets forth what is believed about how people can work effectively
in an institution to achieve broad social goals. Such statements arc
often understood and practiced informally, but they are seldom articu-
lated as a philosophy to which constituentr can openly subscribe. Such
statements of philosophy have a way of capturing institutional charac-
ter, of idQntifying what makes one community college different from
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anc her. Often, this staff philosophy is an extension of the chief execu-
tic e's own personal leadership style. Such a statement w ill gig e character
or soul to an institution, when the statement is understood and sup-
ported, then a community college emerges as different from the run-of-
the-mill community coll9ge, as behest-, even exceptional.

At present, such a statement of staff philosophy is more common
among successful corporations in the business world, espe,ially when
the corporation has clearly evolved from the personality of its chief
executive. The Steak and Ale Corporation, for example, has clearly
articulated a corporate philosophy that it uses to recruit staff and by
which it expects staff to live. That philosophy was laid down with at
least one clear understanding. Any employee not comfortable with it
could seek employlent elsewhere. In reality, the Steak and Ale philos-
ophy is a set of basic statements that provide direction for all human
behavior within the organization'

1. Live by the highest level of integrity and ethics.
2. Set and develop priorities. ,

3. Be willing to face tough problems.
4. Sct and demand standards of excellence.
5. Do what is best for the business.
6. Seek rewards that are worth the risk.
7. Provide clear direction.
8. Keep it simple at.d direct.
9. Have a sense of urgency.
10. Avoid worrying about things aver which you have no

conirol.
11 Be innovative by having the freedom to make mistakes.
12. Be tough but fair with people.
13. Be committed to a quality working environment.
14, Believe in corporate citizenship.
15, Have fun while accomplishing corporate and personal goals.
While it is easier to mandate change in a private corporation

than it is in a professional bureaucracy, it is worth noting that the Steak
and Ale statement could sehc as a standard for community colleges.
Indeed, if presented well, it seems likely that Lhis or a similar list of
imperaticcs would become a powerful rallying point, prociding sub-
stance and beltacsural directions for the human beings who must carry
out strategic Pans in the college. One does not simply assess commu-
nity needs, define programs, build facilities, and locate finances to sup-
port the facilities and prograins. Hutnan beings must work together
efficiently and effectic1) in an institution to achieve those goals, and
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they need a clear statement of expectations from the Chief executive
that explains how they are to work together in the institution.

.. ./
Staff Expectations

Once the institution has a philosophy for how.it i oing to.oper-
ate on the human level, it becomes relatively simple to outline the kinds
of human resources that are needed to make the strategic plan Lome
alive. Using the philosophy as a starting point, the institution's leader-
ship must define the kinds of human resources needed in two categories,
new staff who can be recruited and continuing stall who can be devel-
oped to achieve the characteristics that the institution needs. From the'. .

perspective of the strategic scenario that we are developing in this chap- '
ter, only now does the college begin to pay attention to the traditional
staff development programs documented in the liteisature.of the past i

decade.
Assuming that the college is continuing to grow and that it can

afford to hire a kw new staff members over the next three to live years,
careful attention must be given to employing staff members who bring
new skills and new creative energies to the task of achieving the mission
of the community college. If the strategic plan that has been developed
it to be achieved, what new human resources must be added to the
instituti?n? We assume that, with only a few new positions to fill and
with new and increasingly complex demands being placed on the insti-
tution, careful attention must be given to the recruitment and seleuion
of new staff members. If not, it is likely that the strategic plan will be
placed in a drawer and forgotten.

The real focus of attention for staff development, however, will
be on existing staff members and how they can be proicled with oppor-
tunities to gather information and develop new skills as implementers
of strategic plans. Without detailing how that can be done here, we
underscore the value of giving attention to that plan. The chief execu-
tive w,ho wishes to realize the strategic plan will not ignore the impor-
tance of providing opportunities for faculty and staff to beLorne the
kind of people who can implement that plan.

Neither will the chief executive ignore that how lie or she encour-
ages renewal will spell defeat or success. This is a key, admittedly prag-
matic , reason why the chief executit e needs to understand the erner,sing
needs of the human beings who work in the institutional world.
Change is not easy, espet hilly among mature adults. Feelings must be
attended to. There is an appropriate rhythm. There art rituals that are
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appropriate to growth. How might a chief executive best call seasoned
professionals to new strategic tasks? Here are sbme guidelines:

First, acknowledge that the first concerns of those whom you
would lead in a dew direction are almost always personal. OM it take
too much time? Will I be goochat it? Will I like it ,as well?)

Second, look for early adopters faculty who are likely to try an
idea first. In effect, the agricultural extension service model is still
alive: Find the farmer who bought the first tractor and teach him new
farming methods. Early adopters are leaders. Others will follow.

Third, remember that professihnals" will internalize training
that they can use quickly. Do not open the worlds of telecommunica-
tions or information systems if there is no immediate use for such learn-
ing on your campus.

Fourth, encourage appropriate support communities. These
groups increase the likelihood that a strategic vision will grow at the
college. The corporate world speaks of champions dusters of iirofes-
sionals who steer innovation through the bureaucracy. We need more
champions of strategic processes, and since they tend to surface when
they have adequate support, it is important to provide an environment
'where clustering and participation are likely to occur.

Fifth, in the final analysis, strategic development should not be
voluntary. The implicit message of a voluntary program is that it is not
integral or essential to the health of the institution.

Sixth, strategic staff development should be tied to evaluation.
The reasons are obvious. All facets of strategic management have a
way of getting lost in the shuffle. There must be operational loops to tie
these processes into the day-to-day life of the college.

Summary

If strategic planning is to have a solid base, the role of the chief
executive in staff development cannot be overemphasized. The chief
executive must be a model. This leader must develop his or her own
personal understanding and commit institutional resources to the con-
tinuing development of others who will assist in carrying outthe stra-
tegic plan. The president as strategic planner places priority cn people
the people who staff the people's college and this leader must be keenly
aware that he or she is one of those peoplein fact, the key person. If
the strategic plan is to be a plan of quality and vision and if it is to
unfurl in effective and efficient ways, then the president must make his
or her own continuing growth and development an essential priority
for the college.
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Sources and Information:
Strategic Management

;Jim Palmer

To aid readers who seek further.information on strategic management,
this chapter contains an annotated bibliography of relevant documents
processed by the ERIC Clearinghoul for junior Colleges during the past
two years. Items cited in this bibliography deal with institutional iesponses
to change, the role of the administrator in strategic management,
budgeting and financial managemeri, and institutional plarining. The
bibliography concludes with some t ommunity college master plans.

Unless otherwise noted, the MI) ,text of these and other ERIC
documents can be ordered from the ERIC Document Reproduction
Service (EDRS) in Arlington, Virginia, or it can be consulted on Micro-
fiche at more than 730 libraries across the country. For an EDRS order
form, a list of libraries-that have ERIC'microfiche collections, or both,
contact the ERIC Clearinghouse for Junior Colleges, 8118 Math Sci-
ences Building, University of California, Los Angeles, California 90024.

Institutional Responses'to Change

Carroll, C. NI. "Educational Challenges of the 80s." Speech presented
at the annual conference of the California Community and ,Junior
College Association, Los Angeles, Calif., November 8-10, 1980.
17 pp. (ED' 197 801).
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Discusses a three-part agenda to be followed by California
community colleges in response to growing conservatism, dwindling.
resources, and increasing diversity among students. Calls for greater
leadership initiative among presidents, preservation of local control
and open admissions, and increased support for basic skills, general
education, and other curricular needs.

Koltai, L. Stale of the District Address, 1982. Los Angeles: Los Angeles
Community College District, 1982. 1g pp; (ED 225 607).

Suggests means for future district improvement in light of recent
and long-term changes in district pr grams, educational quality, and
financial standing. Examines change', in education over the past decade
in terms of societal influences, enrollment trends, and skill deficiencies
among students. 1`.

McCabe, R. H. My Miami-Dade Community College Is Reforming the
Educational Program Miami, Fla.: Miami-Dade Community College,
1981. 7 pp. (ED 211 145).

Examines the response of Miami.-Dade Community College to
the so times conflicting demands of academic excellence and open
access. utlines six directions for college policy that were undertaken
to maintain open access while strengthening academic standards.

Moed,. M. G. "The Future of Teaching in the Commoniy College."
Paper presented at the Conference on the Future of the Community
College, New York, N.Y., March 26, 1982. 17 pp. (ED 214 617).

Urges the development of new instrif Ilona! strategies in response
to serious challenges posed by decreased budgets, increased pressures
on faculty, and an increasingly heterogeneous student body. Outlines
five administrative conditions under which teaching innovation can
best occur.

Ramsay, W. L. l'New Dimensions in Continuing Education Can
Provide Some Concepts for Survival in the 1980s." Paper presented
at the College and University System Exchange (CAUSE) national
conference, Phoenix, Ariz., December 7.-10, 1980. 11 pp. (ED 198 877).

Discusses nine innovative trends in continuing education that
f have emerged, in response to increased demand for nontraditional

4delivery systems that meet the needs of today's lifelong learner.
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Richardson, R. C., jr. "The Community College in the Eighties: Time
for Reformation." Paper presented at the annual convention of the
American Association of Community and junior Colleges, St. Louis,
Mo., April 4-7, 1982. 10 pp. (ED 216 723).

Argues that administrators, rather than expanding college mis-
sions at the expense of quality, should evaluate the relevance of college
activities to the changing external environment. Notes that administra-
tors need to address three key issues in planning: the incompatability
and tension between the community services, transfer, and occupa-
tional programs; the problem of defining and maintaining educational
quality; and the increasing unwillingness of faculty to commit them-
selves to administratively defined priorities.

,,

Tyree, L. W., and McConnell, N. C. Linking ComMunity Colleges with
Economic Development in Florida. ISHE Fellows Program Research Report
No. 3, 1982. Tallahassee, Fla.: Institute for Studies in Higher Edu-
cation, Florida State University, 1982, 33 pp. (ED 226 785). ,

Examines the relationship between business and education in
Florida and emphasizes the role of community colleges in fostering eco-
nomic development. Highlights demographic and economic changes
that argue for strong links between education and industry,

Van Groningen, T. "It's Time to Reassess." Paper presented at the
annual conference of the Association of California Community Col- .

lege Administrators, Monterey, Calif., March 7-9, 1982. 28 pp.
(ED 213 467).

Argues that recent changes in social and cultural values require
a reassessment of the mission and function of California community
colleges. Urges educational leaders to explore alternatives that will pro-
vide greater fiscal stability in the future.

Administrator Role

Griffin, D. F., and Griffin, W. A., jr. "An 'Ideal' Community College
President: A Position Description." Unpublished paper, 1981. 8 pp.
(ED 203 946).

Details desirable presidential qualities in terms of personality
traits, educational and professional background, and educational phi-
losophy. Outlines general presidential functions in the areas of leader-
ship and college management.
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Hall, R. A. Challenge and Opportunity. The Board of Trustees, the President,
and Their Relationship in Community College Governance. Annandale,
Va.: Association of Community College Trustees, 1981. 29 pp.
(ED 201 362).

Considers the political context of community college governance, the
state's role in governance, the policy-making rules of administrators,
trustees, and students, and factors that strengthen the board-president
relationship.

LeCroy, J., and Shaw, R. "Community College Leaders for Tomorrow:
Emerging Problems and Leadership Strategies to Avert Declining
Resources." Paper presented at the anntal convention of the Ameri-
can Association of Community and junior Colleges, St. Louis, Mo.,
April 4-7, 1982. 15 pp. (ED 216 724).

Examines leadership skills needed by community college
administrators to cope with fiscal constraints and shifts in sources of
educational finance.

Parcells, F. E. "Role, Duties, and Regponsibilities of the Chief Voca-
tional Education Administrator in the Comrnt...ity College." Graduate
seminar paper, Southern Illinois University, 1981. 53 pp. (ED 20r 229).

Provides a literature review tracing the origins of two-year col-
lege %motional education and examines trends in the administration of
vocational programs. Identifies the managerial responsibilities of the
chief vocational education administrator.

Philips, H. E. "' ovationWhat It Is, How to Get It." Paper pre-
sented at the annual conference of the Florida Association of Com-
munity Colleges, November 11-14, St. Petersburg, Fla., 1981.9 pp.
(ED 211 159).

Defines innovation and discusses managerial tactics to be used
by administrators in fostering innmotke instructional programs at
community colleges.

Ringle, P. M., and Savickas, M. L. "Developing an Environment for
Institutional Planning and Management. Setting the Temporal Per-
spective."' Paper presented at the annual convention of the American
Association of Conuntinity and junior Colleges, St. Louis, Mo.,
April 4-7, 1982. 10 pp. (ED 217 916).

Examines the role tithe administrator in fostering future-oriented
institutional planning. Argues that successful planning depends on the
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administrator's ability ,E) differentiate institutional events from a tem-
poral standpoint, to view the institution prospectively and retrospec-
tively, to integrate events within a framework of continuity, and to
view the future optimistically as something that can be controlled.

Budgeting and Financial Management

Brightman, R. W. "Revenue Diversification: A New Source of Funds
for Community Colleges." Unpublished paper, 1982. 24 pp. (ED
221 251.

Argues that community colleges can diversify their sources of
revenue instead of reducing or eliminating programs or accepting a
decline hi qbality. Notes that one approach to diversification is college
involvement in commercial activities that are undertaken to support
educational programs. Examines problems that need to be overcome if
such involvement is to be successful.

Clagett, C. A. Community College Policies for the Coming Financial Squeeze.
'Working Paper No. 4. Largo, Md.: Prince Georges Community Col-
lege, 1981. 41 pp. (ED 205 245).

Presents a metholology used by Prince Georges Community
College to assess alternative responses to anticipated fiscal constraints.
Enumerates the elements of two policy options. continuing to add new
programs as they are needed and implementing a policy of progressive
retrenchment. Discusses the steps invoked in evaluating each after -
native.

Gose, F. J. "Simulating Revenue and Expenditure Limit Projections :

for a Community College in Arizona." Paper presented at tba joint
conference of the Rocky Mountain Association for Institutional
Research and the Regional Society for College and University Plan-
ning, Tucson, Ariz. October 27-29, 1982. 34 pp. (ED 225 605).

Describes a computer model clevelopeci at Yavapal College to
project changes in college revenue and expenditures over a five-year
period. Appendixes provide base figures for the simulation model and a
delineation of variables, which include county-assessed valuation and
other factors affecting revenue and expenditure limits.

JieObs, K. J. "Stretching the Educational Dollar." Paper presented at
the 1981 Central Region seminar of the Association of Community
College Trustees, Osage Beach, Mo., April 12-14, f981. 17 pp.
(ED 205 234).

112



108

Notes that trustees have a responsibility to promote cost-effi-
ciency measures and argues that trustees can set an institutional frame-
work for efficiency by asking appropriate questions of adm;nistrators
and by remaining informed of college management. Points out that
such measures can alleviate staff fears about reductions and redirect
attention to positive strategies that point to long-term gains.

Kozitza, G. A. Equity Allocation Model for MultitamInss Districts and/or
Large Divisions. Ventura, Calif.: Ventura County Community Col-
lege, 1982. 21 pp. (ED 225 614).

Discusses a model to be used in rationally allocating expendi-
ture appropriations among campuses or other college units. Details
steps in the model, which involve the identification of key factors that
arc indic.ttive of the need for various expenditure objects. Includes
definitions and illustrative examples.

Loftus, V. L,, and others. Financial Characteristics of U.S. Community
College Systems During Fiscal Years 1977 and 1980. Normal, III.: Illinois
State University, Center for the Study of Educational Finance,
1982. 41 pp. (ED 226 791).

Reports methodology and findings of a study conducted to deter-
mine whether a trend (evident from 1950 to 1975) toward increased state
funding, higher tuitions and decreased local support continued during
the latter part of the 1970s. Presents data concerning the financial char-
acteristics of the state public community college systems.

Pickens, W. H. "Managing Fiscal Crisis from the Perspective of a State-
wide Coordinating Agency: The Case of California After Proposi-
tion 13." Paper presented at the Conference on Higher Education
Financing Policies: States/Institutions and Their Interaction, Tuc-
son, Ariz., December 4, 1980. 15 pp. (ED 206 342).

Discusses strategies that a state can use in contending with fiscal
problems and turns to California's experiences after passage of Proposi-
tion 13 for specific examples. Examines Proposition 13 and its effects
on the revenue base of community colleges.

Scigliano, J. A. "Strategic Marketing Planning. Creative Strategies for
Developing Unique Income Sources." Paper presented at the annual
conference of the National Council on Community Services and
Continuing Education, Danvers, Mass., October 20-22, 1980.
22, pp. (ED 196 474).
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Examines the acquisition of alternative funding through the
application of marketing strategies that attract new customers and that
provide early identification of potential threats to the college, such as
community apathy or competition from other institutions. A marketing
audit instrument is appended.

Small College Budgeting. A Funding Proposal Prepared by and for Colorado's
Small, Public Colleges. Analyst's Technical Report. Denver, Colo.: Colo-
rado State Board for Community Colleges and Occupational Educ-
tion, 1978. 47 pp. (ED 213 459).

Describes funding and access problems facing small Colorado
colleges and examines core activities and appropriations in five bud-
getary areas: resident instruction, general administrative expenses,
student services functions, capital outlay expenditures, and libraries.
Summarizes budgetary recommendations and propostd formulas.

Planning the Instructional Program

Arman, H. D. "Community Colleges and Agricultural Education:
Strategies for Serving a New Market." Paper presented at the annual
conference of the National Council on Community Services and
Continuing, Education, Detroit, Mich., October 10-13, 19112. 14 pp.
(ED 221 256)

Discusses the efforts of Delta College to assess community needs
for agricultural programs and examines the college's potential for devel-
oping such programs. Describes the development of short -term work-
shops on diesel engine maintenance, farm building construe; ;on, and
other topics of interest to local farmers.

Brown, G. C. "Strategic Planning in an Urban Environment. Focus on
Education." Unpublished paper, 1982. 9 pp. (ED 216 739). .1

Reviews the accomplishments of Cuyahoga Community Col-
lege's Strategic Educational Advisory Committee, a group of eleven
administrators and faculty members charged with identifying innova-
tive projects that can be implemented by the college in response to com-
munity needs. Discusses four projects.recommended by the committee
after an analysis of community socioeconomic characteristics and of the
college's fiscal, physical, and human resources.

Carling, P. C., and Ryan, G. J. (Eds.). Report of the 1982 Marketing Com-
mittee. Lincroft, NJ.: Brookdale Community College, 1982. 59 pp.
(ED 224 516).
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Presents policies, goals, objectives, and activities designed to
actualize Brookdale Community College's long -range marketing plan.
Includes an outline of a systematic marketing audit.

Eisen, M., and Lucas, J. A. Feasibility Study for the Establishment of a
Human Services Program Phase II. Volume 12, Number 3. Palatine, Ill.:
William Rainey Harper College, Office of Planning and Research,
1983. 38 pp. (ED 226 804).

Describes a study conducted by William Rainey Harper Col-
lege to determine the feasibility of establishing a new human services
program at the college by assessing the enivloyment opportunities for
graduates of the proposed program and the educational needs of per-
sons already employed in the human services field. The questionnaire
is appended.

Mehallis, M. V. Responding to Community Needs Through Community
Follow-Up. Junior College Resource Review. Los Angeles: ERIC Clear-
inghouse for Junior Colleges, 1981. 6 pp. (ED 202 564).

Presents a literature review examining the iit,tltzktion of com-
munity needs assessment data in program planning and eNaluation
efforts undertaken by colertmunity colleges. Provides citations to addi-
tional readings.

Morse, E. Student Services Planning Model (SSFM). Richmond, Va.: Vir-
ginia State Department of Community Colleges, 1982. 52 pp. (ED
219 106).

Describes the Virginia Community College System's strategic
and operational planning methodology for student sere ices. Presents
guidelines for the use of the planning tnodel as well as requisite work-
sheets, forms, and survey instruments.

Parsons, M. H. "Where Do We Go from Here? The Use of the Market
Analysis Sur %ey in Needs Assessment and Program blvelopment."
Paper presented at the Nation?: Conference, "Needs Assessment: The
Pulse of the Community," Blacksburg, Va., May 11, 1982. 16 pp.
(ED 217 909).

Art,-ues that market analysis helps tk. focus program deNclopment
on identifiable constituencies in the college's set-Nice district. Discusses
four steps in market analysis and pros ides instruments used by Hagers-
town Junior College in two marketing studies.
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Peterson, A. L. Courses to be Deleted from the Credit and Noncredit Programs of
the Community Colleges. Sacramento, Calif.: Board of Governors of the
California Community Colleges, 1982. 11 pp. (ED 217 959).

Describes the procedures used In the preparation of a list of
courses to be deleted from the credit and noncredit programs of the
California community colleges in response to a $30 million deduction
from the total community college apportionment. Examines the effect
of course deletions, which affected primarily vocational or personal
development courses that could be offered on a self-suppbrting basis.

User's Guide to Educational Marketing: A Practical Approach for Responding to
Community Needs. Portland, Ore.: Portland Community College,
1981. 56 pp. (ED 206 364).

Provides checklists of steps that need to be followed in the devel-
opment and delivery of new, experimental, and custom-designed pro-
grams for the public and private sectors of the local community. includes
a tuition pricing schedule, a sample agreement fbreontracted services,
and sample employment, registration, evaluation, and scheduling
forms.

Long-Range Institutional Planning

Arter, M. 14. Use of the Community College Goals Inventory (CCG I)
as an Impetus for Change in a Rural Community College." Paper

.presented at the annual conference of the California Association of
Institutional Research, San Francisco, Calif., February 25-26, 1981.
23 pp. (ED 198 861).

Details Palo Ve. 'e College's application of the Community Col-
lege Coak Inventory, which asks respondents to rate the importance of
105 goals in terms of existing and ideal conditions. The goals include
outcome goals; process goals relative to student services, accessibility,
and other areas; and goals relative to specific college areas, such as
parking and childcare services.

Brown, G. C. "Planning for Excellence: A Case Model in a Large
Urban Community College District." Unpublished paper, 1982.
10 pp. (ED 216 740).

Discusses the strategy-oriented'planning process used at Cuya-
hoga Cotninunity College. Describes how the management functions
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of planning, leading, andaurganizing are systematically strengthened
through the implementation of an Academic Management System
Design and Plan.

Clark, L. R. "An Interactive Planning and Program Evaluation Model
for Higher Education." Paper presented at the annual meeting of the
North Carolina Association for Institutional Research, Raleigh,
N.C., November, 10-12, 1982. 17 pp. (ED 224 515).

Reviews the six phases of the long-range planning model insti-
tuted at Western eiedmont Community College in 1982. Includes
forms and charts to illustrate various aspects of the planning process,
which is designed to clarify issues, establish priorities, achieve consen-
sussus on course of action, and allocate resources.

Groff, W. H. "Strategic Planning: A New Role forMaLgement Infor-
mation Systems." Unpublished paper, 1981. 48 pp. (ED 213 446).

Notes that strategic long-range planning is becoming increas-
ingly dependent on data external to the institution, such as community
demographic and socioeconomic characteristics. Examines the con-
comitant importance of management information systems that arc cap-
able of monitoring social changes, assessing institutional strengths, and
integrating data concerning the internal and external environments.
Includevsurvey instruments used in strategic planning.

Groff, W. H. " Strategic Planning for Community Services and Con-
tinuing Education." Paper presented at the annual conference of the
National Council on Community Services and Continuing Educa-
tion, Detroit, Mich., October 10-13, 1982. 47 pp. (ED 221 249).

Considers the ramifications of the computerized information
society for strategic planning and management in community services
and continuing education. Presents a conceptual framework concern-
ing the changing nature of society and the implications of this change
for postsecondary educational planning.

Kennedy, W. R. "Strategic Planning and Program Evaluation in the
Community College." Paper presented at the annual meeting of the
American Educational Research Association, Los Angeles, Calif.,
April 13-17, 1981. 17 pp. (ED 202 506).

Notes the increased need to evaluate programs on the basis of
!ong-terin strategic information relating to projected market forces,

.such as the future economic health of tne community or expectations
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for future state funding. Argues that evaluations based on current
budget and enrollment data are no longer adequate.

The Long-Range Plan: '44 Plan for the Eighties. "July 1982-June 1990. Lenoir,
N.C.: Caldwell Community College and Technical Institute, Office
of Research and Planning, 1982. 76 pp. (ED 224 530).

Explains the lonz-range planning process utilized by Caldwell
Community College and Technical Institute. Outlines the college's
long-range plan as it relates to seven areas: organization and admin-
istration, personnel, finance, student development, educational pro-
grams, educational development, and facilities. Details objectives, per-
sons responsible, costs, personnel requirements, and equipment
requirements for each of the seven areas.

Long-Range Planning Committee Progress Report, 1981-1982. (Vol. 1I,
No. 15). Palatine, Ill.: William Rainey Harper College, Office of
Planning and Research, 1981. 44 pp. (ED 217 930).

Discusses the long-range goals established by a committee that
was charged with responsibility for coordinating planning efforts at
William Rainey Harper College. Includes minutes of committee meet-
ings, memoranda on a strategic planning workshop, and results of fac-
ulty, student, and -staff surveys.

Turner, P. M., and others. Ailiskegon Community College Long-Range Plan.
Muskegon, Mich.: Muskegon Community College, .1980. 38 pp.
(ED 203 952).

Presents long-range planning assumptions a goals for Mus-
kegon Community College as they were submitted b a committee of
area citizens Outlines planning objectives and recommended activities
Tor thirteen areas of Concern, including curriculum evaluation, transfer
and articulation, staff development, finance, and institutional research

-...
and development.

Vaughan, J. L. Strategic Planning: The Long-Range Future of Community
Colleges A Report by the ProjectAns Committee on Accreditation Reaffirmation
at the College of the Mainland. Part I. Texas City, Tex.; College oP the
Mainland, 1981. 87 pp. (ED 214 601).

Identifies the principles of strategic planning at community col-
leges, illustrates the implementation or strategic planning, identifies
the conditions conducive to the employment of strategic planning in the
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college environment, and suggests an organizational framework to
facilitate strategic planning.

Institutional Master Plans

Cargol, 0. F. North Idaho College Long-Range Plan and Statement of Institu-
tional Mission and Purpose. Coeur D'Alene, Idaho: North Idaho Col-
lege, 1982. 41 pp. (ED 225 611).

States the mission of North Idaho College and specifics goals
and objectives to be attained in the next three years. Includes a sum-
mary of the basic characteristics of succe§sful college planning, an
examination of the results ofa needs assessment of college constituents,
and an outline of specific objectives for attaining goals in the area of
administration, instruction, continuing education, student services,

service, facilities, and finance.

Calvert, C. C. An Educational Master Plan for Austin Community College.
Austin, Tex.: Austin Community College, 1978. 109 pp. (ED 206 369).

Suggests a master plan for Austin Community College through=
1988-89 based on projections of enrollments, finances, and facility
requirements.

Occupational Education Master Plan, 1981-1986. Phoenix, Ariz.: Maricopa
Community College District, 1981. 87 pp. (Ell 210 074).

Presents a five-year master plan to be used by the Maricopa
Community College District as a standard against which progress in
occupational education can be measured. Discusses underlying
assumptions about political climate, the local economy, and othe. plan-
ning factors. Outlines goals and objectives for each of several issues
related to the occupational program, including external relations, per-
sonnel issues, placement, and the delivery of vocational programs.

°

Stoehr, K. W., and Covelli, N. J. Long-Range Plan for Gateway Tech.
nica1 Institute. 1982-1987. Serving Kenosha, Racine, and Walworth Coun-
ties. Kenosha, Wit.: Gateway Technical Institute, 1982. 132 pp.
(ED 217 920).

. Reviews the socioeconomic situation of Gateway Technical
Institute's service district, the institute's mission, projected trends in
student enrollment and characteristics, future educational program
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and support services, and projected financial resources. Discusses the
financial and nonfinancial factors that affect the college's long-range
plan.

Vancouver Community College Educational Plan, 1980-1985. Vancouver,
B.C.: Vancouver Community College, 1980. 150 pp. (Ell 212 310).

Prpents a five year plan that incorporates nine goals related to
the range of college programs, program quality, accessibility, itruc-
lure, decision making, communication, community relations, support
services, and accountability. Examines institutional and market factors
likely to affect,the 1980 -1985 plan.

0

Jim Palmer is user services librarian at the ERIC
Clearinghouse le:Junior, Colkges, Los Angeles.
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From the ditor's Notes
1

There is a' growing sense that a transformation is taking place
in community college management. The transformation involves
a shift in emphasis from operational to strategic management,
from running a smooth ship to steering the ship. Colleges
have begun to devote more time and energy to charting definite
courses of action that will shape the fundamental character
and direction of the college. It is this combination of building,
assessment, strategic formulation, and strategic implementation
that is referred to as 'strategic management." This volume of
New Directions for Community Colleges examines and offers
suggestions for implementing these management strategies.

lie

JOSSEY-BASS

age CLEARINGHOUSE FOR
JUNIOR COLLEGES

UNIVERSITY OF CALIFORNIA

JAN 211984r

8118 MathSciences Building
L Angeles, California 90024

129

ik


