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' ) As part of the process of redefining institutional
growth and vitality, the Dallas Community College District is
attempting to become a "learning society," that is, an institution
which 'is capable of on-going critical self-examination, which is
process—oriented, and which encourages the development of new ideas.

—__The_major-components—invelved—in—achieving—this—goal are: ()
becoming a community with a strong core of shared values based on
behaviors that enhance the work environment, such as trust, honesty,
fairness, cooperation, cfeativity, and risk taking; (2) encouraging
staff to becéme more responsible with respect to their own behaviors;
and (3) creating more options and more time for growth using
strategies such as setting aside work days during which :
administrators read, write, and plan for professional growth; using
resource consultants to provide logistical support for .
administrators; developing a comprehensive council structure to
encourage grassroots involvement in decision making; and encouraging
free-forming groups to pursue innovative and ¢reative activities. As
the . District personnel focus on their values, become more self-aware,
and develop more options for professional growth, they are becoming a

~community capable of stimulating and supporting each other. "A .-
.Commitment Statement of the Dallas Community College District:
Organizational Values" is appended.” (HB)
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THE DALLAS QUEST FOR QUALITY: THE COLLEGE BECOMES
A LEARNING SOCIETY

e
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Let me first, very brief]j, describe the Dallas Community College District
and give you a measure of our growth, which is comparable in many ways to growth
in general in the Da]feé area. The Dallas Community College District has 7 campuses;
2 district sitesg 800 or so full-time faculty; approximately 50,000 credit students,
with an additional non-credit enrollment of 40,000 each semester. We serve a 900
‘square mile service area that includes 1.6 million residents. Our annual budget is

about $100 miiﬂ?bn, a little over 18% of that made up in local taxes and more than

60% garnered through state appropriations.

Nearly three-fourths of 511 college freshmen and sophmores who reside in Dallas

County and attend college in Texas enroll in our D1EEIlEE__”§lngg“gpen1ng,£l-Centno

~___________~_,_______._——

_College in 1966, we have prov1ded educational services for over 1 million students.
In the fall of 1966, our enrollment was 4,047. In 1983, our fall enrolliment was
nearly 50,000. The average age of our students is 27, about equally divided between

male and female with about two-thirds of our students attending on a part-time basis.

We serve a burgeoning community. As you know, Dallas is among'the cities in the

V4

As is true of so many community colleges, we are in a "passage".as an institution,

southwest that is "on the move" in almost any way ‘you would choose to measure.

just now. We are’redefining what growth .and vitality mean.. We are no longer opening
new co]]eges Instead of the quantram 1eaps'of growth we experienced during the first
fifteen years of our institution's 11fe we ant1c1pate gradual growth or a leveling

of enro]]ment Now we are also finding ways to grow that are more sophisticated:

A

and subtle - to grow in our ab111ty to respond to business and 1ndustry, for examp]e,

+

or to grow in our ab111ty to provide 11fe 1ong 1earn1ng or to- use advanc1ng techno—

lTogy to better meet the individual needs ;;\;?udenis‘_,? @ ' BN

4]
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. The title of this forum suggests that the Dallas Community College District's
goal is to become a 1earn1ng society. ;That is an outcome dear to my heart, one we
are already in the process of attaining. Certain]y, there are a great mnany
difficult tasks in store for.an institution seeking to become a learning society.
Such an dinstitution must deal effectively with paradox and ambiguity. It must be
capable of on-going, critical self-examination. It must he'brave enough to take a
long, rea11st1c look at where it is and where it needs to be. A learning sooiety
is process-or1ented. It concentrates an inordinate amount of energy on how things
are accomp]ished. It emphasizes hor1zonta1 rathey than vertical work1ng re]at1on-
ships At the same time, it is chock full of “idea entrepreneurs who dre constantly

trying someth1ng new, se111ng a“ better way, exp°r1ment1ng with the trad1t1ona1

e

v

T

~,—% As Chancellor, I must ask over and over, "How do we become a 1earning society?"

«

"How do we lgarn_to grow in these ways?" First and foremost, t expect high quality”
performance from 311 of us at work in the-District.' I also hare a funoamenta1 be]ief
that the quality of the work w11] rema1n high _nlz_1f the qua11ty of the work environ-
‘:ment is excellent.’ eIn other words,.1t is more d1ff1cu1t for a coliege to become a.
1earn1ng SOCTEtJ if certain basic needs are not be1ng met 1f there is not a comfort
+ zone" provided by the organ1zat1on wh1ch makes the 1arge r1sks eas1er and wh1ch
 offers us ways to pract1ce the human sk11]s we need' to funct1on as a learning soc1ety
Basioaily, over the last three years, I have spent a-great_dea] of time withi

. . . . . ."'.& "
~ leaders in the organization bailding this comfort zone.and cultivating .the human

i ) : « \ . . N . .
skills we need'to become a strong working ommun1tz -- with a quality work environ-
ment. 1° be11eve th1s emphas1s enables us to better respond to the cha]]enges

) facing our D1str1ct w1thout dep]et1ng ourse]ves, without -Burning out with more than

-enolgh energy Jeft «to risk:in ways that w111 make us a 1earn1ng soc1ety

9



f
Y \

If:I were describing the process, I would point to these eléments:

First, werare becoming a conmunity with a strong core of shared

values. To be a rea],community, there must be a common core of
values. InNthe last year, top leaders within the Nistricts have
spent much structured time, on retreats and at work sessions --
identifying.and clarifying thest values. In a nutshell, we have
come to say that we va]ue'certein;behavﬁors that we believe will
make a qua]ity work environmept more ]ike]y.' Tnen'we have defined
these behaviorsras.concretely as we‘know how. (I have a handout .

for you which defines them.)v They -in¢lude trust,'honesty, fairness,

&

ope"nne,S__s_Lc,oo,per_eic_j_gn,_;__cre_efcjxi ty, and risk-taking. . _

By express1ng our va]ues in terms of behav1ors, we underscore the

* “importance of process. we say we favor- processes 1n our. day-to- day
work,that— ' : ' oo V 5
discourage hiddenbagendas )
avoid adversarial relationship
minimize power plays L

‘value deep comm1tment to our educat1ona] mission

. ‘make each person respons1b]e for h1s/her own act1ons

a

The second component of strengthen1ng our work commun1ty has bven to-

- ' encourage our staff to become more respons1bTe If our va]ues are

. expressed through behav1ors, then we must pay attention to our work

behaviors and what they implicitly and exp]1c1td1 say about our work.

My hupch has béen that our’organization'sets“up behavioral barriers .-

almost inédvertentty.. ’

¢
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Something pervasive in our work culkure encourages us Lo he more
compet1t1vo and torritorial than we need to be and makes us reluctant

at leov to be open and trusting.

Ihe strategy wo dev1séh to increase persoha] res pns1h111ty'wns to
select an internal consultant who would help make us be more account-
able. Dr Battie Tully, a profossional with great cred1b|11ty within
~the D1str1ct was released from a portion of her work rosponsibi]ify
for a year to comp]ete a spec1a1 assignment. Dur1ng the year she
worked pr1mar11y among leaders in the D1str1ct Al of us, beginning

w1thfme, were 1nvolved in this process work. We learned how to build

Ttrust, how to: commun1cate more c1ear1y, how to~ respect each other even T

when we disagreed. P

Bett1e has extended her internal consu1t1ng role w1th us for a second
‘year and cont1nues to 1ncrease our se]f -awareness so that we con mea2

our stated 1ntent1ons and our actual behav1ors more cons1stent I 11ke

the way Bett1e ta]ks abgout th@s Her goal is to increase “p-easure.inb

. ‘ §
+the process ofvwork." . She eficourages each of us\ito emower ourselves

to experience pleasure in the process of work, s
L 4 ' d

s

: An0ther eiement of strengthening our communityfhasfbeen to Zreate more

E

opt1ons, more time for growth where we Work I betiev2 a community is

on]y as strong as it 1s 1nnovat1ve and creat1ve, on]y as strong, dS the

w

opt1ons for growth it offers. We have a-whole cluster of- strateg1es

~ that seek to offer more @p‘ .ns, more time for growth. 4 Several of these

&

strategies include:
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WQndorrul Wtﬂhosdny - lhv e are Wednesdays -~ ahout two a month --

acaLLorod Lhroughout Lhe yoar that have heen sob aside for admini-
strators to rhad, write, and plan in ways thnt provldo for their
own professional growth, We.agree to certain ground rules on these
Wodnesdays - to keop phono calls to a minimum and not to schedule
meetings, After tho first yoar we evalued Wonderful Wednesday and
fount that 65% of our adminis:rators had aetua11y participated,
wtth a]most 90% of those saying that Wonderful Wednesday had had a

positive effect on their morale. N1nety-seyen percent of those

who responded to our eva]uation, indicated that they would like to

see WOnderful Wednesday continued To demonstrate the k1nd of

]
VoS UU — TR ML IS - RS U RS

responSe the pract1ce has generated let me read th1s quqte from one

. of the eva1uat1on forms !
- "I have derived a sense of pride in be1ng<part of an
organ1zat1on that would entrust me with time to grow
! profess1ona11y and .i mprove my effectiveness. Thanks ot

W - for the opportunity ’

o

. . \
Another strategy is .to use resource consultants. We have several district'

J profess1ona1s who, as part of the1r respons1b111t1es, gather 1nformat1on,
prov1de 1og1st1ca1 supportg_and offer food for thought through concept
papers, briefings and WOrkshops. They buy 1eaders time for more cﬁeat1ve

work. Educat1ona1 1eaders are swamped w1th 1nformat1on, and to.me, it makes

t [

,senSe.to have someone sift through mountains of mater1a1s,to select a few

d 1

espécially relevant ideas or opportunities.

1,
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Over the last three years, we have developod a comprehensive

councl1 s Lruckure as anothar eraLoqv. Tha hasic format has heen

to pull together prorcss1onals from across the District who peyForm

the same tasks within our institutions, Thus our councils represent

AT seven colleges and appropriate district units, They moeet reqularly

T8

\ {
and are charged with several key wesponsibilitios:

PWieisar

‘Tolisten to all employees within their work groups and

share 1deas, concerns, prob]emsd and solutions;

~ To communicate what 1s Jearned throughout the District;

: ‘ S S
To problem solve, when problems are raised in their

work areas; ' Ly

'
.
"

To make decisions on matters which directly affect them;

. To make recommendations for change when solutions to
0

problems cross work group lines. _ b

Our counc11 structure tru]y encourages grassroots 1nvo]vement It
encourages dec1s1on -making and respons1b1e act1on among those who
are most directly affected by problems. The counc11 structure is, in

essence, designed to empower more and more employees.

AS a final strategy, we encourage free-forming grogps.- Lateiy,‘these

have formed in growing’numbers throughout the-District. Such groups

‘encourage’ members to pursue innovative and creat1ve tasks, to support

one another in the risky bustness of exp]orat1on._ They get r1d of ~

«

barriers and work on specific projects beyond the range\pf day—to-day.

e 8 S
".. ) "P~' ~
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One sueh committee has formed at Richland College, Appropriately,
‘:!

u
o A . (W4

it is called the Uncomnitteo. The Uncommittee 1s an interdisciplinary

aroup of admlnletrnlor and faculty who mnot monthly to discuss readings -

that. vorloc‘ on those large 1ssuee and 1deas odnrators so sdidom take
TN

Lime to considar., Tor oxample, during 1h0 Tast several months lhey have

v read Becker's Doanfal _of Death and Fromn's The Revolution of llape. They

1
' \ o ‘W )
talked about the ways our belief system can hoth inhibit and Tiherate us
as. human beinqs'who also happen to be'uducators. To nw mind, groups Tike

this one are exploring\ways to make 1parn1ng more connocted for our -

"stugdents and, for us. This is cr1€1ca1]y 1mportant We 11ve in an 1nt2r-

dependent work and our .Tearning experdences nust be connected.’

"

These are only a few of the strategies we are working on now.

As we focus en our_va1ues, become more self-aware, develop more options for
. ey N ' .

professional ghowth, we are,_in effect becoming,a community Eagable of stimu]ating

and supporting egch other. We are empower1ng one another, encourag1ng each other’

to part1c1pate in work‘1n more authent1c ways.k A]] of the profess1ona1s in our

- District are free to take 1n1t1at1ve , but they a]so must take respons1b111ty for

it
‘the1r'1n1t1at1ves.

3
»

1 guess I would say that creat1ng such a commun1ty, creat1ng such .a qua11ty

work-env1ronment ‘has 1ts n1sks There is a good b1t of . "fe1st1ness" that surfates.

—

_ Your co]]eagues are less 11ke1y to ]et you get away with (razy bEQ§VlOP or with

.]az1ness,_ You: f1nd you must be menta]]y and emot1ona11y present at work. .You must

-

stretch.yourse]f. But these are the k1nds of demands that becomevrewards. At

RS

least that is what we are“finding as we work to hecome a learning society.

" N - - '. : ’ -
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A CﬂMMIlNFNT ﬂTATEHENT OF THE_DALLAS COMMUNITY COLLEﬁf PISTRIET
ﬂ ORGANTZATION VALUES

we serve students, Thelr needs and axpectations must inform our work. Wa serve
them best by ensuring that the.edication we p[nvide 15 of the highest quality, Thus
the organizationa) values which shelieve to be impartant are those which enahle us ta
serve students better, ' P 1 i

Realizing that our own hiﬁn expectations somatimes exceed what 15 {mmediately
vossible {n.a complex organization, but that providing excellent education {s more
fkely when these expectations are clear, the leadership of the Dallas Community Col-
tege District holds ta these commitments; ‘ ,

Ne must {nsist upen excellent parfonnance from oursalvos and each employee thraugh:

t

J "

oy

' . Clear expectations and evaluation,
Cont{nu¢d professioml. growth, , . '
Reward and recognition for outstanding achievement. a |
’ . We must provide a quality work environment”for all our employees through:

Work that'is meaningful, that. is productive, and that encourages {ndi-
vidual initiativo and offars enjoyment.

" Salary, benefito. programs, facilities, ' '
Mutual support for each other and our work qroups. , |

' . Believing these two tenets to be Rrimary. we therefore essert the following
behaviors to be cruaial- to the achievement of qqgaicy in our work:

Mutual Trust: He value each other as persons =- sharing perspectives. accom=
~ wmodating differences, assuming motives are trustworthy. This
. quality undergirds the others,:
Honesty: Ne speak and act truthfully, without hidden agenda -- saying when o
we make mistakes or do not know, keeping commi tments, avoiding
silence when 1t may be misleading.

e, Fairness: . We treat each other Justly -- applying rules with equity, provid-
' - ' {ng opportunity based on qualifications, giving each other the
. benefit of the doiibt.

Considerate. Open’ Communica tions: He ‘share’ infordation. {deas, and feelings - Tis-
) ten:ng carefully, speaking forthrightly, respecting opinfons of !
co eagues .

[

Coogerationf We work together to achieve common goals - looking beyond self-
interest, remajning helpful in difficult situations, endquraging
compromise and positive change. . A

'Creativitz: " Ne value originality and vision -- fieeing professionals to try
. something new, expecting follow through, using ideas that work.

Rgsponsible Risk-taking' Ne respond well to challenges -- considering carefully.
acting although uncertainties remain. moving forward in spite of -
possible criticism.

-« Because these’ commitments and behaviors are of great significance. we hold them as
essential to our' task as educators, and we hold. ourselves and all the Dallas Community
Tollege District staff accountable to achieve them. .

"ERIC Clearmghouse for Junior Colleges
' o ' 8118 Math-Scierges Bundmg
DR R : Umversny of Cahforma\ ,
- O Los Angeles, California. 900




