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. ~_°  'Urban community colleges can be distinguished from - . "

other comnmunity colleges in terms of their settings, clientele,

, richness and diversity of staff resources, and importance to the
segments of the population who cluster in major national cengers of
commerce and government. In light of their unique characteristics,
these institutions require study as a distinctive subset of the

~ larger community college movement to determine their goals and
‘objectives and success in jachieving them. The two fundamental
criteria for determining this success are effectiveness (i.e.,
performing a' legitimate function for which a need exists at some

 acceptable level of quality)\and efficiency (i.e., producing at as

- high a level: of output as/ possible with as 'low a level of inputs or
costs as possible). The main difficulty in determining the success of -
community colleges arises from\different views of effectiveness. One
view would link effectiveness QO,succesﬁ'in carrying out priorities

~ that are similar to .the priorities of those who pay the bill. Another
‘'view would maintain.that eii;ctﬁveness,is mggsnrqd,by,assessing,thé
level of. agreement among| faculty and administrators with respect to
‘their support for institutional priorities. Future research -
"contrasting. these views gf institutional .effectiveness may illuminate

some of the conflicting. ! rces with which administrators must .cope ‘as
well as strategies BVPi1;§fe't° reconcile them. (HB) ) :
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ASSESSING EXCELLENCEIEFFECTIVENESS
- IN URBAN SETTINGS -

l

/- Urban community colleges aré important and exciting institutions. This
' statement is notlmade to disparage the iniportance or innovative character of
other kinds of cOmmunity colleges, tut rather in an attempt to suggest'that

urban community colleges are d4stinctive in‘terms ot their settings, clientele;-
-‘richness and diver51ty of staff resources and in their 1mportance to segments'
of our population who for 'a variety of reasons cluster in our major national’
centers of commerce and government Because urban community colleges are both
distinctive and 1mportant we need research to 1dentify their constraints,
| their priorities the strategies they choose for achieving priorities and the
.iessential.contributions they make to the populations they serve. It is our -
.perspective that urban institutions will be understood‘by the general publicg
'~and by the legislators“Who fund them -only as they are seen in relation to
their context and that- comparisons between urban community colleges and other
types of institutions out51de the urban setting run.a very real risk of

.1perform1ng a significant disserv1ce to both

My presentation has three purooses First, I want'to smunaﬁize a few-of-
the arguments for studying urban community colleges as. a distinctive sub set

_ rather than as a part of a larger commun ity college movement Second ¢ will .
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'discuss concepts of efficiency. effect¥ie < and excellence as/theSe might be
applied to the urban setting, tofguidx tr+ . rasearch, - Finally, I will
'describe~a cooperative approach to resea. .= " lving pniﬁersity graduate
programs and urban community coljeges that i Loreced the two'studies that will =~

be described by my colleagues.

Urban community col]eges'are distdnctira in terms of their sett1ngs. From
Borough Manhattan in the shadow of the World Trade Towers, to Metropol1tan. an
.arch1tectura1 1nsp1rat1on ‘to inner c1ty residents of Cleveland; from South
Mountain, a prom1se kept to the minorities of South Phoen1x to Los Angeles C1ty
\Cd]lege. a grand ‘o%d campus JUSt off the Hollywood expressway before it plunges
1nto downtown Los Angeles, these 1nst1tut1ons occupy strateg1c pos1t1ons that

"~ place them at the crossroads of our civilization.

x'In many of these urban colleges, minorities are in the majority. 0ne hears
every language spoken on the:face of the earth.~ Recent immigrants_from Asia, °
'Central»America and many other regdons.of the world, struggle with the English -
language excel- in science and math or cope with thé shock of trans1t1on from
“their 3rd World origins, to the most advanced and soph1st1cated nation of our
era. Among these populat1ons. the promise of Amer1ca 1s.not out-of-date, and
the urban community_college is on the Tine to deKiver,,/

Matching the diversity of student clientele-is/the richness and qua11ty of

staff resources. " Urban colleges account for many of our most prom1nent |

'nat1ona1 leaders. Their staffs include our best recogn1zed expertsvon dealing

.
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with the most difficult types.of learning probléms. And our urban staffs;are
multicultural and bilfngual to a degree that most other institutions can ogly

envy.

Because they are educational melting pots;-urban communitg colleges.are '
centers of great interest to foundations and a varlety of levels of government.
The resources that. flow from this 1nterest guarantee the1r status as centers of
innovation, ‘if not or: affluence. In brief, urban’ commun1ty colleges are where

much of the action is and as such are of spec1al 1nterest to many of us who

' see ourselves pr1mar1ly as researchers.

A3

“Urban community colleges as'organfzations have some similarities with all

organizations, )ust as they h(emfferences. If you are ‘interested in -

research it generally makes sense to start with the s1m1lar1t1es and move from
there to the unique character1st1cs. “Urban commun1ty.colleges, like all

organ)zations must fulfill two criteria to remain in business. They must'be

effective 1n the sense of performing somerleg1t1mate funct1on for which a need '

K

exists at some acceptable,level}of quality. Our nat1onal slogan is

'fOpportunity With EXcellence“._ Excellence implies a very:high-level of

H

- effectiveness in performing a.needed ‘and legitimate function. Making it

possible for students to complete the first two years of a baccalaureate degree

is one example of a needed and legitimate function.

~

.\\

. But all organizations 1nclud1ng urban communityfcolleges must not only be

effect1ve They must also be eff1c1ent Eff1c1ency means the ratio of outputs'

“to costs. “That is, the number of‘student crednt hours generated per one -

: |
hundred dollars of expenq1tures. The need t6 be efchient,thus acts as a




'constraintﬁupon the desire to be effective. It turns out that opportunity thh
excellence is not always a pr1or1ty of those who pres1de over the pub11c purse.
For examp]e. pr1sons exist to house of fenders. There is a wide range of
qua11ty that might be ach1eved in performing th1s 1eg1t1mate funct1on.
Taxpayers however. are extremely cr1t1ca1 of a country-club atmosphere. Thus.
we learn that important tasks should be performed well but.not too ue]]. In
- thJs—wa ;-1t becomes cTear that urban commun1ty colleges, like other or§aniza~'
t}ons must be concerned not only by the relat1ve 1mportance of what’ they do.
! but in add1t1on, mustladdress cr1t1ca1 cost benef1t rat1os.
) . , ) ;
One of the problems of dealing;With the effectiVenessvefficiency issue
involves the multiple definftions of effectiveness.'as well as the growing
. pubjic.concern with this sﬁde ot the'equatﬁon.' In contrast,lmany community .nc
colleges have remained preoccup?ed with efficiency. They want to.telf” -/
everybody how cheap they are in relatjon. to other forms of higher educati.on,'
‘They cite the numbers they serve, as further evidence of'efficiency;,but puthc
_policy makers keepkashing - Fbut'how well are you'dofng whatever it is you're
doing". \ . o R S '
we are not so well equ1pped to answer these effect1veness quer1es except in
very general or anecdotal ways. To assist urban colleges11n,respond1ng to.
effect1veness/exce11ence quest1ons.'our research hashadapted a definition of
effectiveness_suggested by Miles. His ecology model recognizes three distinct‘

~and potentially cohflicting views of effectiveness. The first view is that.an

‘v

Miles, Robert H. Macro 0rgan1zat1ona1 Behavior. Glenview, IL.: Scott
*  Foresman and Company, 1980, - T ' :




organization ls‘effectlve to the extent that-its priorities are similar to the
priorities of those whogpay the bill. The study reported by Richard Armenta
was an‘effort to assess this type of effecf%veyess in a cooperative project

R

_involving the~Maricopa Community:Colleges. .

A secono vfew maintains that effectiveness can be measuréd by assessing the.
level of agreement among facultyhand adm1n1strators. in terms of-their. support
v for 1nst1tut1onal pr1or1t1es. Ann H1ghum will report an attempt to- examine
effect1veness‘from th1s perspective in a cooperative research’project carried .

' out'with the Cuyahoga,Community College Distrﬁct. . S 4 -

A th1rd view of effect1veness invoives the extent to which organ1zat1onal
goals are ach1eved We don't have an example of th1s type of study because 1t
is so d1ff1cult to -get agreement on measurable goals for human service

Vorgan1zat1ons. In fact we think th1s may be the least useful way of study1ng
~effect1veness in the context of urban colleges. We do bel1eve. however. that -

contrasting 1nst1tut1onal effect1veness measured as the abfl1ty to attract

| external s\p;ort with 1nst1tut1onal effectiveness, conceptual.zed as internal

agreement may help to 1dent1fy and 1llum1nate some of the confl1ct1ng forces

;fw1th which key adm1n1strators 1n.urban colleges must\cope;mas well as the

strategies available_to them for reconcilinglthe two'oerspectives.
. N, ’ ' )

N

In clos1ng, let ‘me comment br1efly on the ways. in which we work ﬁTth urbanig
- commun1ty colleges 1nthe conduct of research felevant to. the issues they face.

§ | /

F1rst we try to be certain that-the ocus of the research 1s on an issue’

lf"

of 1mportance to the commun1ty college Th1s goal 1s ach1eved when ‘the: urban



college comm1ts S Jme of its own t1me and resources to the study because they :
are 1nterested in the results. Second we try to avo1d confus1ng research with

: onsult1ng; Faculty and graduate students devote some of their own t1me and i
resources to the study because they are interested in understand1ng an . -
;1mportant problem more completely " The relat1onsh1p is thus a partnership.
Third, urban commun1ty college researchersdare asked to join with uniVerslty"
researchers 1n‘develop1ng the research des1gn, in. 1nterpret1ng the results and
in develop1ng recommendations. My time here does not permit descr1b1ng a ,;~4
.recent research des1gn meet1ng conducted at Ar1zona State in connectior with
our ford funded transfer opportun1t1es proJéEt I do want to emphas1ze.tha‘

for three days representat1ves from e1ght urban un1vers1t1es and e1ght urba
"commun1ty colleges, met: and hammered out the essential elements of the proje t
des1gn. After data has been collected, the -same group wilt part1c1pate in
1nterpret1ng the results and develop1ng the recommendat1ons. S "

/,

“Indeed, this forum has been deslgned to model the reszarch process I have
described.- Our chair is a hey administrator from$the Maricopa Community
Colleges which funded and'participated in the research Richard Armenta will

“describe. Qur reactor: is a key adm1n1strator in the Cuyahoga Distr1ct wh1ch
part1c1pated in the project to be descr1bed by Ann H1ghum. Her cmnments Ulll
be useful in the work that has yet. to be done before this latter proJect will

-

be ready for publ1cat1on.
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