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Editors Notes

Orver tventy years ago when many comnmanity colleges were founded,
boards were primarily comprised of professional, business, and civic
represcatatnes of the wmmuni() These were men and women who
Lrought leadership experience and vision to the creation of board pol-

icaes. Such buards were indined to hire presidents who were accustomed
tu a free hand in catrying vut board mandates. Indeed, the respect and
puisunal standing that founding trustees and their presidents brought to
their oles gave them acedibility and assured otherwise dubious tax-
payers end legislatots recruited w suppott the new institutions. For these
founders, trusteeship was an impuortant but essenaally peripheral part of
their lives, wiost finding fulfillment and recognition in their careers.
Pulitical stability, mutual respedt, strong presidential support, and lon-
gevity of service was characteristic for these trustees and presidents.

Today 1nany, perhaps a majority of, community college boards
maintain this long standing tradition of public respect and community
scrvice. They usually do so under more ceonomic and legislative re-
straints than those of their predecessors. Increasing numbers of minor-
itics and women are espeaially central  new leadership coalitions, this
ixvery often a parallel to the political power reorganization taking place
in communitics. Many such boards, typically more represemative of
thair communities, work well and fairly wgether and with their CEOs.
By and large, these buards receive ordinary media attiention and very
little notoricty. However, some community college boards today are
different both in perspective and expectations.

The increased di\.(.'l’bi() dinong huard members with often dis-
similar values and wmpums, prmnuca has tended 0 preoccupy the
attention of college constituendies and, 1n sume communities, make
trustee senviee itself controversial. Community college trustees, on the
whdle, are more broadly and intenscly active now than in past ycars as
thair prarogauses of office have enlarged beyond statutory limits and
institutional custom. Learning how to mianage their conflicts cooper-
ativdly with fcllow tustees is a concern of many buard members. Past
assumptiuns abuut board members” relativns and roles may need re-
thinking as tustee invoivement gains scope and impadt. As a result,
atttacting and heeping quality trustees has emerged as a prime issue in a
growing number of community college districts.

There is a new breed of community college trustee. While the
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styles and agendas of these trustees are famiiiar, their cumulative impact
has altered the style and substance of board life. These trustees can be
helpful in focusing attention vn issues not previously addressed by the
board, but they may lack an sverview and tend to be preoccupied with
their own privrities. Atleast six conduct patterns of such trustees can be
identified:

The Presidential Usurper. The role of board member is viewed as
one of adrinistrative interyener, sumetimes also as confessor for cullege
employces disenchanted with the administration. This trustee may also
pr-tform, ad hu, gratuitous administrative seivice as needed. Not at all
shy, such a trustee may actually establish an office on campus, hire a
secretary, issuc press releases, and utherwise assume the rale of leader in
residence, effectively supplanting the president at times.

The Partisan Aspirant. Historically, trustees have not necessarily
viewed themselves as perennial candidates for political office. But this
member views the trusteeship as a step on the political career ladder or,
in some cases, as an interim consolation prize untl clected to the
legislature or uther public office. The college may serve as ashowcase for
this ambiuon.

The Speaal Interest or Adversanal Intercessor. This trustee postures as
a friend of the teachers, the union, a taspayers’ association or other
groups whose specdial interest may, in fact, be in opposition to other
college cunstituencices, Such a trustee may also foment adversarial rela-
tions between the faculty and administration or uther groups. The will of
the befriended group may take precedence over the overai! interest of the
college.

The Crusader or Ideolague. “This member brings the passion of a
sinigle causce to the buard table. The cause may be to stamp out illiteracy,
buwild championship sputts teams, cnsure institutional commitment to
affirmative action, cut college spending on frills, and so un. All college
aflairs are viewed through the narrow focus of this ideology.

The Vocatwnalist. For this board member, the trusieeship is a
lif:style, a primary focus, and the principal source of pusonal recogni-
tion and reward. Individual identity, self worth, even life’s meaning (or
50 1L mdy sumctitmes scemj are complealy interwoven in the actions and
activities of this type of trustee. This trustee, so personally involved in
the role as to losc objectivity, require  perpetual “maintenance”™ by |
college personnel who are eapected to be on call to provide service and |
attention. 1

The Terminator. This trustec is out to get someone (often the 1
president) in an effort w vindicate sume percened wrong. Conducted in 1

1

the manner of guernilla warfare, the carnpaign of sermination features
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harrassinent, disapproval, rasicor, and personal attacks on the subject.
The success rate for this type of trustee hes been very high in recent
years,

These types of trustees may oceasionally be found even on boards
that function competently and in reasonable coeaistence with their
presidents. Eaaeme examples of these types of conduct, however, usu-
ally quarantee rancor among board members, withdrawal of good trust-
ces, presidential turnover, or adverse public selations for the college.
Inappropriate behavior of this hind .nay sometimes secin more common
among acw buard tacmbers. Suane sunply have not had previous eaperi-
ence un governing boards or other icadership positions and have no
modcls to anulate. Others may initally eespond to the eapetience of
ponas with behavior that approaches eahibitionism. Over a period of
tilic, suanc trustees restrict of abandon negative role behavior as matu-
tity or hostile feedback becone more manifest. Ever with eaperience,
some ruerely get worse and alienation becomes their nporm.

However, the vast majority of trustees are more than willing to
learn and grow. A transfurmation towards responsible behavier can be
aided by a planned uricntation process of trustee development. It is in
the best 1aterese of all imvolved in community college leadership to
promate statesmanlihe attributes and conduct among board members.
What remains of local control as 4 governance doctrine and the survival
ol culleges themselves may depend on such development. Otherwise,
state legislators will aceelerate what 1s already a regretable reality.
crosion uf local beard autonomy through statutory centralization of
authurity and operational rule making at the state level. Therefore,
quahty trustees are ultimately responsible for the survival oflay guvern-
ing ! oards in postsecondary education,

This voluue is offered as a contribution to developing better
trustees and represents a variety of view points on the nature and eatent
ol tustee senvice for this decade and bC)d 1d. The sourcebook addresses
several arcas of trustee involvement from the vantage points of persons
whuse work brings them in diredt contadt with the inner workings of
buards, Several issues are featured. a demographic and attitudinal
survey of trustees in one state, at analysis of the roles of minorities and
woinen s buard members, and the function of state and national trustee
assutiations in trustee developmeat. The authors also discuss ¢ ¢ impor-
tance of trustee partidipation in collective bargaining, accreditation,

public relations, pecsonnel, political advocac. presidenual relations,
and board chairmanship. These chapters focus on the strengths and
limitatiuns of trustee contributions in key arcas of college life. Desirable
recommendations for proper buard cunduct and decorum are incdluded.
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It is hoped that the se contnbutions will broaden the ficld of vision and
heighten the compassion and ~ensitivity of those citizens vested with a
public trust worthy of the title tru-ree.

Gary Frank Perty
Editor

Gary Frank Fetty s executtie derector of the Hllmons Community
College Trustees Assoctatum

ERIC 12
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What are the characleristics of community college trustees?
This introductory chapler details the findings of a survey
conducted lo provide a demographic and political profile of
the trustees representingy the thirty-nine community college
districts of Illinots.

The Illinois Public Communaty
College Board Members

Gary Frank Pelty
William E. Pilard

Because governing boards are public corporations, they arce legally
responsible for all college affairs. Yet little is-know n about the trustees
themselves. In fact, a scarc’s of the entire ERIC data base yields only
three state or national surveys that have been designed to provide
informauon on trustee characteristics (Grafe, 1976, Harkinsand others,
1978; Parker and Parker, 1979).

Due to this dearth of information, the Illinois Community Col-
lege Trustee Association (ICCTA) and Illinois State University con-
ducted a survey n 1983 that provides a useful glimpse into the back-
grounds, values, and view points that public community college trustees
in Ilhinoss bring 1o institutional governing boards. The study explored
three general arcas including trustees’ backgrounds (for instance, per-
sonal, educational, vocational, and political interests) in addition to
their percepuons of trusteeship, their evaluations of the role and effec-
uveness of their state trustees assutiation, and certain educational issues
as viewed by members of the association. The survey polled responses
from some 34 percent (141 trustees).of the clected trustees se ~ving-the
public community colleges of Illinois. Trustees from thirty-four of thirty-

G F Peuy tBAy Aitire Trusterskep for 8 Changuag Era. New Drrections for
Community Coltexes, ne 31 San Franasos Jossey-Bant, Seprember 1985 5
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nine community college districts returned survey instruments. The
boards of the Chicago City Colleges (appuinted by Chicago's mayor) and
State Community College of East Saint Louis (appointed by the gover-
nor), cach with significant minority representation, were notincluded in
the study. In an effort to make the study as current as pussible, the same
survey instrument was sent to thirty-six newly elected trustees following
the November 1983 clections. The percentage of responses (50 percent)
and the results were consistent with the data collected carlier from
incumbent trustees

The purpose of this chapter is to present an overview of the
study’s findings and to bricfly discuss what impact trustees’ charac-
‘teristics and view points might have on their activities in the immediate
years ahcad Although the study results show trustees’ seats dominated:
by politically consery ativ ¢, middle, and upper-middle class white males,
the trend-over the past ten-years is toward trustees who are female,
minority, more politically aggressiv¢ and middle-of-the-road, more visi-
ble, to some extent more controversial, and more diverse in socio-
cconomic outlook In general, their collective influence through a state
association and their perceptions of educational issues may be described
as progressive, moderate, and responsive to the needs of communitics
they serve.

Demographic Characteristics and Educational
Background

From those responding, the survey showed that 97 percent of the
trustees are white, 76 percent are males, and more than half serve in
“usiness-managerial- professional-occupations. {Although not reported
n the study, it should be noted that the number of female trustees has
doubled in the past ten years-at thie same time that the number of female
community college presidents i Hlinois has decdined by 30 percent,
from two to one out of fifty-two campuscs.) On the average, a trustee is
forty-seven years old, with an income that is cither in the $30,000 to
$40,000 range (28 percent) or between $45,000 to $60,000 (23 percent).
Nearly three quarters of the trustees responding have baccalaureate
degrees and morc than half have done graduate work at the masters
level About 20 percent of those participating in graduate studics com-
pleted doctoral degrees.

Educators represent the largest growing vocational group serv-
ing as trustees. The study showed that nearly 50 percent of those
responding are employed in cducation. Tventy-six of the trustees work

Q
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atclementary or junior high schouls, twenty-three work at the secondary
level and nineteen are at the four-ycar college level, Some 13 percent of
trustees surveyed had been previously employed at a community col-
lege. Among the most recently cledted trustees are a former college
president, and ea-college viee-president and a former part-time instruc-
tor, cach nuw scrving on boards that previvusly employed them. The
increasing numbcers of educators sceking board scats parallels the rise in
the number of cducawors being clected to the Illinois General Assembly.
Most of the trustees responding (85 pereent) have never been
cmpluycd in acommunity college, but, of thuse who had, 12-percent had’
wuthed previvusly at the cummunity college they represent. Only nine
pereent of the trustees had immediate family members-working at the
community colleges vperated under their buards. A slight majority, 53
pereent, had attended a community college while 88 -percent of the
trustees had sumic immediate family member who previously or pres-
ently attended the community -college governed by his or her board.

Political Affiliations and Aspirations

Trustees surveyed are predominantly affiliated with the Republi-
can party (43 percent), 23 pereent of the Republican trustees cate-
gorized themselves as moderately supportive of the party and 22 pereent
said they are strungly supportive of the GOPR About 23 percent of the
respondents identified themselyes as Democrats, butonly 7 percent said
they strongly suppurted the policies of that party. With regard to politi-
cal ideolugy, the tustees were nearly evenly split between moderate (36
pereent) and wnsenyative (33 pereent) stances. At the eatreme ends,
there were only two pereent who were strongly liberal and only 14
pereent who were strongly conservative. The party affiliation of trustecs
stands in contrast to the current party hine make-up of the IHinois
Genceral Assembly. While Hlinois has had the same Republican guvernor
for ninc years, the Democratic party enjuys vverride power m the Senate
by a thirty-three to twenty-six margin and in the House by-a seventy to
forty-cight margin. The Demucrat majurities, which have grown within
the last two statewide clections, may be expected o grow even further
during the remainder of the decade. The political implications of this
party afhiliation contrast between trustees and legislators may increase in
importance if more trustees were to address their clections and activities
alung partisan-lines, This dues not appear to be a genceral trend, how-
ever, in Illinois.

Is political ambition un the risc among trustees? It would appear
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fruin the study that some trustees see board service as a stepping stone to
other political offices. There are at least four trustees who aspire to be
governor some day, seven who arc eycing a U.S. Senate seat, five who
want to be a U.S. Representative, and four who want a state or federal
Judgeship. Beyond that, siateen indicated they wanted to be a state
legislator, cleven said they sought a city coundil seat, and cight wanted to
be mayor in their comunities. One can argue that the trustee as
political aspirant can often, through legislative contacts and party influ-
enee, help shape the colleges fortunes by making it more visible and
valuable as .a constituent center for politicians. This level of trustee
activity accrues real and intangible benefits to the college.

Regardless of political indination, attracting and keeping good
trustees may be aspecial challenge for community colleges in the future.
-Of thuse surveyed, cighty-three trustees said they were encouraged to
run by friends, while fifty-unc said they were encouraged by other
college board members, Another forty-two simply made the decision on
their own. Partisan slate-making did not appear to be a factor in most
trustee election campaigns. Of thuse seeking clection, 71 pereent did-so
as individuals while unly 19 pereent ran on informal slates and 10
pereent on foninal slates with others. Of thuse who ran with others, in
thirty-one cases all candidates on the slate won, while in cleven cases
sutne won and some lost. When ashed whether-or not they would seek
reclection, 71 pereent of those surveyed said they would. With respect to
campaigning, 23 pereent said they had received endorsement from all or
most of the media, 16 percent said they had received sume endorsement,
40 pereent said that their vpponents received endorsement, and 47
pureent sad that the media did not endorse anyone. Though many
trustees identified themselves with a political party, 82 pereent did not
get a party-endorsement, comnpared with 18 percent-who did.

Onc of the most impressive and surprising findings of the study
was that ttustees un the average had lived in their own community
college district for twenty-nine years —most of their adult lives. Also,
trustees surveyed had served on the average of sia and a half years on the
board. Yet even with long board tenure as a norm, it should be noted that
in 1983 the State of Ilinuis mandated sia year terms for community
college trustees. Previous terms were for four years. More than half of
the siateen incumbent board members who chose not to run in 1983
clections cited the sia year term as the reason. Of the estimated cighty-
cight trustees scheduied to 1un for reclection in 1983, itis believed that
approaimately fifteen to twenty will not seck further service on their
boards and that the six year term will be a primary factor in their
decision,
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Trustce Perceptions of the ICCTA

Another important dimensivn of this survey was to-determine
the perceptions the trustees have about their state assodiation, In gen-
ctal, the ICCTA was given a very favorable asscssment. Of those
surveyed, just over three-quarters said they felt the association was
cither goud our excellent. About seven pereent indicated they had no
opinion-ut felt it-was puor. The trustees surveyed indicated they valued
thc ICCTA' new trustee uricntation seminar, the trustee professional
development programs, major media liaison, and the annual
convention.

As far as the legislative functions of the association, the trustees
ranhed them as fullows. mounitoring state legislation was first, influenc-
ing-the state legislature to pass bills favorable to community-colleges was
sceund, and liaisun with the executive branch was third. It should be
noted- that political advocacy in the Ilinois General Assembly, trustee
¢ducation, and public relativns un behalf of the system are, in order of
priority, the three main purposes of ICCTA.

There were a number of functions that the respondents listed as
very crucial to the assodiation’s operation. The first one was that the
ICCTA should mounitor federal legislation affecting Illinois community
colleges, a role that the assoddation has eapanded in-recent years. The
sceond was condudting press conferences on impurtant issues affecting
community colleges. The third was conducting board/president clinics,
and-the fourth was developing a code of ethies for boards-and-presidents.,
Other important services identified by the respondents included issues
arification, visits by staff, telephone and personal consultations, and
assistance with board sclf-evaluations. The respondents felt the associa-
tion should have very little to do with issues related to faculty evaluation,
woutse vt program development, and -buard meetings themselves.

The Board/President Relationship

Between July 1982 and March 1983, sume nincteen out of thirty-
nine cotnmunity eolicge districts in Ilinois experienced a change in chief
administrative officer. This is a 50 percent turnover within a four-year
petiod. If campus presidents were induded in the figures, the turnover
tate would be slightly greater than 50 pereent. It is estimated that eleven
out of the nineteen chief executives were asked to resign or retire-or
otherwise found conditions unaceeptable fur continued employment,
The vther cight left through normal transitions, such as planned retire-
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ment and job advancement. Atleast six of the firings generated contro-
versial -publicity in their respective communitics and a few excited
commentary throughout Ilinois.

A closc look at the data behind the dismissals reveals an apparent
explanation. It may be that time and circumstances caught up with
many presidents as buards themselves changed. Eight of the nincteen
presidents who left averaged nearly thirteer: and a half years of service in
their respective jobs, while the average years of service for all nineteen
was nin¢ and a half in a range of four to twenty years. Although
1982-1985 may have'been unusual ycars for presidential longevity, the
dramatic turnuver has heightened sensitivities and may have raised
potentially lasting cffccts un board/president relatiuns in a state lung
recognized as attractive to community college leaders throughout the
country.

Our survey disclosed buard/president relations as a high priority
for the assoddation. As a practical mattet, however, assistance with
board, president relationships as an assuciation service clearly does not
‘mean helping buards resulve disputes with: presidents. During the four
year periud, the ICCTA has, un unly one oceasion, formally intervened
on request to assist in a buard/president problem. Most service has been
limited tu providing gencral infurmation on presidential scarches-and
conducting worhshups un buard/president matters, What trustees seem
tu eapeet frum their state assuciation arce aspirativnal guidelines that
local boards may or may not embrace as policy. This eapectation is
underscored by the fact that only four out of thirty-nine districts-have
adopted as pulicy the buard, president Code of Ethics that was developed
over a two year period between the assodation and the Ilinois Council of
Public Community College Presidents. The buttum line is that the
doutring of local buard control has its strungest cxpression in questions of
presidential-employment.

Linkages with the Community and with Legislators

Another aspect of the survey dealt with trustec/community link-
ages. We wanted to obtain information about the type and eatent of
cummunications the trustees have with the citizens they scrve., As to how
well the gencera! public was informed abuut board activities, 11 percent
of trustces said they (the general public) were highly informed, 26
percent, reasonably -infurmed, 31 pereent, sorewhat infurmed, and 12
pereent, not informed. Respundents said they cummunicated 1nost with
college administrators, uther board rmembers, and spouses while they
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had the least communication with college students, state government
offizials, political party vrganizations, and citizens' nominating
caucuses.

While trustee political activisin is un the rise, vur experience at
ICCTA supports the survey’s condusion that contacts between trustees
and legislators niay, on sume boards at least, tend to be underdeveluped
and inconsistent. This fact of trustee life may, for sume, reflect a distaste
for politicalization of the bvard members role, or a feeling that the
president should take the lead inlegislator cultiv ation, In any event, this
ducs create special challenges fur a state association in building lobbying
walitivns-in the General Assembly among all 273 trustees, at feast a
third of whum eapress no apparent interest in lobbying legislators on
behalf of their district or th L-system. On-the other hand, the majority
of trustees represent o vis.ble, influentia politedl presence in their
communitics.

Opinions-about-Current Educational Issucs

Thc survey ashed about pereeptions of cducational issues in four
arcas. funding, guvernance, cducational programs, and the statewide
systeni. Trusiees overwhelmingly agree that the state should-increase

funding lovels to community colleges, specifically for cconomicdevelop-

ment activity. They-disagree that local property taa should-be replaced
by a lucakincome tax-to finance community colleges, In addition, they
du notbddieyv e that thefederal- government should provide direct funding
fur community college vperations-and that the state variable funding
formula should be changed to a flat rate per credit hour.

Onu the issuc of gorvernance, trustees show strong disagreement
with a mandatory wollective bargaining law fur cuminunity colleges and
struny agrecment-thatboards should setain the opuon to bargain with a
faculty group. Nevertheless, Iinois passed a mandatory bargaining law
in 1984, thus further eruding local buard control vriginally authorized
when the system was created. Trustees also disagree with these state-
ments. wmmunn) ‘wolleges are well represented by legislators™ “faculty
uniuns work against coinmunity wllege goals,” and “the president’s role
should be one of mediator rather than leader.”

Tn the arca of educational programs, only one out of seventeen
issucs related to educational programs evohed strung sentiment either
pro ur con. the trustees du not belies ¢ that colleges place more emphasis
un vouational training than on -providing a gencral education for stu-
dents. With regard w the Ilinois system, trustees do not-believe that




E

12

some colleges should be combined to reduce the number of districts or
that sume colleges should be dused altogether. Thereis a strong belicf
that campus construction shuuld not be financed by student fees.
Finally, what pereeived obstades inhibit boards frum achioving
goals for their institutions? One hundied and nince trustees said moncy,
fifty-nine said state burcaucracy, thirty-cight said limited physical facili-

tics, thirty-four daimed community apathy, twenty-sesen blamed time,

and sixteen said faculty.
Implications

We may wndude from the survey that trustees represent a-well-
cducated, finandially sceure, moderately conservative-and increasingly
morc politically active presence on the boards. Greater diversity in
vutlooks and background among manbers may be expected for the
remainder of this century. They are, vn an average, a very geograph-
ically stable cross-sectivn of their respedtive communities, they devote
substantial time-to-their 1oles, many workin the field of ¢ducation, and-

‘many have family ties to community college education.

The trustees perceive their state association as an eflective group
representing their interests inthe state capitol, and gencrally concur on
the role, mission, and privrities of ICCTA A spedial concern for future
buards will be to maintain a stable political dimate among members in
order to attract and sustain their chief executives.

From the survey, it appears that greater communications by
trustees tu district cummunitics may need to aceelerate as citizen sup-
port for tax referenda and local cconomie develupmentprujects through
the college becomne more crucial for institutional survival. More trust-
ces, tou, will be-eapected o activ ate-interestin legistator-desclopment.
From the state lesel perspective in Ihinois, these changes are already
taking place in many districts.

Trustees’ stiong feelings about maintaining lucal buard control
and their balanced views un educational program issucs suggest a
willingness todead and-an appreciation fur educational diversity in the
curticula. Trustee concerns about money as the greatest obstade
achicving goals is borne vut by the fact that Hlinois state appropriations
have decdined between 1978 and 1983 from 35 percent to 30 percent of
the total operating budgets of districts at the same time that student
tuition and local revenue, buth with statutory caps, have increased and
dedinea, respectively. The governors recommended allocation for
higher cducation in fiscal year 1986, however, indudes substantial in-
creases in state appropriations for community colleges.
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Obscrvable in practice and implied in the results of our survey,
the majority-of trustees bring to-their roles great-personal interest and
commitment t the success of the colleges they serve. This fact alone
cnsures positive conscquences for trustee activities in the 1980s and
beyond, and a bright future for Illinois community colleges.
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The fundamentals of sound board-president relations are
essential to the development of superior community college
boards.

Actwe Trusteeship for a
Changing Era

James B. Tatum

Given the hugh turnover rate of governing board members and-college
presidents, 1s npor tant to focus on the fundamentals and proven basis
of successful trusteeship.

This is ¢specially important in the area of trustee-president
relations. Buard-president relations arc critical to productivity and to
the well bung of the institution, the more harmonivus those relations
are, the more-the institution will-grow- and prosper. Though conflict ~
properly handled — does lead o improved perfurmance, board members
should learn to recognize those behaviors that wreak havoc on the
attempts of individuals to work together toward common goals. The
trust:s first responsibility, then, is to study the fundamentals of good
behavior that lead to successful board-president relations.

‘Evaluating the President

The butlding blocks of improved board-president behavior are
based un the suppusition that the-buard is able to identify its job and to
duit. Nu buard member can assess a president with fairness-and honesty
without knowing what he trustee job is all about. The board, then,

G F Peuv(Ed.y Autue Trusteeskip for 4 Chaaging Era- New Direetions for
Community Colleges. no 31 San Franaxs  Jossey-Bass, Septemoer 1985 15
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nceds to understand the mission of the institution, embrace that mis-
sion, and dedicate itself to seeing that that mission is fulfilled. Mecha-
nisms arc further requirced by which the board can study its role in policy
making as wcll as the president’s respunsibilities in governance. The
board should realize that the president has a very important policy-
making rule — as a leader, as a consultant, and as a person who makes
recomrendations. Only through an understanding of these things can
the board cffectively assess presidential performance.

How is the assessment of this important person to be fairly and
professionaliy accumplished? Preoidents frequently complain that they
are nut being competendy evaluated. On the other hand, buard mem-
bers often note that they are not provided with accurate infurmation on
which tobase the evaluation. Somctimes board members complain that
they are provided +ith oo much information. Often diffierent board
members willhave indivitual preferences for the amount of information
necessary to make decisions. Trustees need to recugnize that this circume
stance can be very frustrating for presidents because it is extremely
difficult to supply infurmation at several levels to suit individual tastes.

These things arc nceessary -in making a_professional evaluation
of a president:

1. To have a jub (escription and for all parties to hnow what is
really expected-of the president.

2. To usc annual goals and vbjedtives as a measuring twol for
assessment (i this fits the management style) rathier than using intuition
to make assessments.

3 To require an annual written report from the president to
determine whether the buard views this report as an accurate statement
of where the institution is.

1. To decide what kind of ey aluation is to be made, whether it is
to be formal or informal, the predident must understand where he ur she
stands and that those persunal and processivnal characteristics will be
assessed and jointly discussed.

The level of maturity of the board-president relationship is re-
flected in the upenness of these assessments, buth the president’s assess-
ment of the board’s effectiveness and the bouards assessment of the
president. The spirit should be unc of enhancing growth of the institu-
tivn through an upen exchange of board and president views. It takes a
mature group to vperate at this level, but it is worth the effort. The
defensive natu.c that sumnctimes manifests itself in such assessments is
nonproduciive. Itis important to-not lose sight of unguing ubser ativns
and e aluations made during the year and to Iearn how to dealwith these
as they occur rather than to wait for an annual evaluation.
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Board Mcmbership and Leadership

Besides presidential assessment, board members need to learn
and study a varicty of issucs. budgeting, goal-sctting, strategic plan-
ning, and program asscssinent. Suceessful trusteeship, then, dependson
the skills and competencee that board members bring to the task of
institutional guvernance. It fulluws, then, that the focus should be on the
raw matcrials that go intv board :nembership and leadership. The
clection-ur sclection-uf-board-members is frequently lost in the more
glaring issucs of conflict ofinterest, financial disclosuretaws, and collec-
tive bargaining negotiations. Itsis-small-wonder -that it is difficult-to get
the best possible candidates for board members.

Onec of the most important but least understood-arcas of cullege
guvernancg is the role of the chairperson in relation to the president and
to the board itself. Many systems have been developed to deal with-
sclecting the board chair. Sume buards have clected chairpersons almost
in perpetuity. Other boards have had rotational procedures, the most
catremne being o rotate the buard chair every year. In the final analysis,
any president will tell you that having a goud board chair is critical ta
gouud wpcerativns. Forthat reasun, it is important for boards-to-rely. on
persondl qualifications rather than an impartial system in selecting the
chairperson. Three personal qualifications should be considered-in the
sclection prucess. (1) The persun should have the time-and-energy to do
the jub, (2} the person sclected should have persuasi e leaderihip, and
(3} that leadership should be the hind of leadership that the rest of the
board can cmbrace. If these ingredients are in place, we can select a
persun-who is the ty pe of public servant and-provides the leadership that
the board chair necessitates.

Functions of thec Board as a Management Team

Given the proper raw n.aterials, boards then need to work as an

-cntity. There must be a mechanism (for instance, board retreats, con-

ferences, and sceminars) by which trustees are trained together as a board
and brought to a high level of expertise. To ereate a superior board, we

‘have toclevate the quality and the level of input that goes into-the

mahcup-of the board. Quality buard-president reiations stem from a
willingness to'become involved and to learn.

The board selects the president, this is the first step toward
building a management team. Must presidents cannot survive a_poor
presidental scarch, and buards need to hAnow how to conduct the scarch
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and what, exactly, they wantin a president. Mutual trust and respect arc
of primary impurtance to board-president relations, and flaws in the
presidential scarch will 1etard the growth of-a trusting relativnship from
the start of the president’s tenure.
Sometimes the buard and the president do not get off to a good
start. Onc of the major problems in board-president relations is the
failure to recognize that, when a point of no return has been reached,
there must be a separation. Tt may well be that persons need to leave a
board or a president’s contract needs to be terminated in orderto have a
-new beginning but,-prior tu that, there should bea sincerce effort to build
‘trust and respect. The impurtance of knowing what goud performance
really is and establishing procedures to try to ensure that thereis a higher
level of performance cannotbe overemphasized. Itis critical to develop-
ing the mutual respect and trust that is- su-necessary in good college
operations. This 1s-not o say that there-is agreement-on-everything but
that there must be a healthy respect fur theabilities of both the board and
the president to listen and come to closurc on issucs.
This requires-us, then, to-understand our respective roles. It is
onc thing-to say that the buard scts policy and that the president is the
chief adminitrator. However, there are different ways that boards and
presidents work together. The buard needs to delincatc its pulicy-making
role and to identify those 1tems that constitute the role of the adminis-
trator. Naturally, there will be variations fruni insticution to institution,
There is -a common -assumption by trustees that a hands-off
approach to the administration is best. However, if we are guing to build
better-institutions, we-must-take a-hard leok-at-the consequences of this
attitude. None of us alune has the ability to perforni consistently at the
same Jevel or o judge vurselves properly, and it is not reasonable to
-expect this of the president.-Chechs and balances are necessary to allow
the board and president to deal with cach other. Furthermore, -the board
‘must-continuc to beinformed. The board frequently-is the last-to know
about events that adversely affect the institution. The buard and the
president must mutually agree un methods of climinating this unwanted
clement of surprisc.
This does nut mean, however, that boards should be overly
involved in every facct of administrativn, delegation is nccessary. The 1
buard-shuuld nut-act as a rubber stamp. If a board does its homework un |
recommendations made by the president andif it asks intelligent ques-
tiuns about thuse recotnmendativns and discusses issucs with adminis-
traturs before raufication, then Jhatis as it should be. But if boards do
not do theirhomework and if buards du not ash-questions, then-they are
acting as rubber stamps.
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Unfortunatcly, board intervention may become necessary be-
causc-the president has failed in perfermance or-the board-has failed to
properly delincate the president’s responsibilitics. Thus, the delegation
of pewer by the buard is notabsolute, Itis entrusted to the president with
the provisu that it may be taken back. Buard members simply cannot
give their power away irretries ably and support the institution on trust.

Thus, there is a need for su:ne tension between the buard and the
administration. The president and his or her staff need w be studiers,
researchers, and analysts who bring recominendations tw the board,
Trustees, un-theother hand, need-to be critical in the mostpositive sense
of the word. They need to play the devil’s advocate and to keep the
administration un a truc course. Trustees’ questions can perhaps cause
administrators to think of things that have-not been thought of carlier
and to improvc adnuinistrative responses to institutivnal problems. No
trustee should-come to mectings with the attitude that “I will simply be
critical.” Board criticism needs to come frum informed awareness, and it
needs to be excrdised in the framework of good, responsible behavior.

Conclusion

We as trustees need to renew ourselves in fundamentals, to
acutely fucus on-what it tahey to-make o goud buard person-and-a good
buard. This chapter has indined much morc heavily towards the side of
what is needed from the board member than the responsibilities of the
president because that s the author’s perspective. Others may take a
different approach with the view that the president is all important and
that the board means very little, However, many institutional problems
testify to the fact that boards have o be dealt with, that the behavior of
boards affects-institutions, and- that understanding-the job of being a
trustce is very important.

James B. Tatum chairs the Board of Trustees at Crowder College,
Neosho, Missouri.




Trustees can play a key role in Congressional lobbying.
Keeping informed of the current legislative scene is vital to
lobbying success.

The Trustee Role in
Congressional Lobbying

Sandra L. Ritter

Polit” . "s everybody’s business and the fact that decisions affecting
«duc. su arc-madein the political arena-and will:continue to be-made
ther . whether or not we become involved, cannot be escaped.

In-this vein, it should-be noted that government today is cven
mnure uf a participatury democracy than was envisioned by the founding
fathers when they established a government“of the people, by the people
and for the people.” Constituents are the most important people-in-a
tepresentatives professivnal life. Members of the House of Represen-
tatives depend upon their ability to take the pulse of their districts. In
fact, representativ es are constantly campaigning. In The Permanent Cam-
t ugn (1980}, Blumenthal untavels what he considers “the inside story of
.U ¢ Revolution in American Politics™ and-reveals “the permanent cam-
paign” as the dominant factor in politics and guvcrnment today. Brought
abuut by the information age-and counterpart of that age, the perma-
nent campaign is the game plar by which a politician-can-interest his
cunstituents through appearances and rhetoric aimed at the vital con-
cerns of that constituency. Since the majority of a representative’s time is
spent in Washingtun while Congress is in sessivn, establishing an infor-
ination network that enables the representative to gather reliable senti-
mentto gauge public opinion is necessary. Trustees are becoming a vital
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part of that nctwork and at the same time are mnaking their represen-
tatives a part of their educational network.

My dual-role as a board-member at- Oakland Community-Col-
lege and as a distzict assistant to United States congressman Bob Cart
gives me a twofold perspective. It has convinced me that it is definitely
feasible to forge cffective partnerships between local trustees and their
federal representatives. My staff responsibilities indude, to a large
degree, keeping in touch with constituents and responding to their needs
and concerns. We consider their infurmation and help vital to our ability
to discharge-our legislative-dutics. As a trustee, I also recognize the
necessity of well-rescarched and accurate facts as well as the added
advantage of creating alliances with business, labor, and civic
organizations.

Supporting Pro-Education Gandidatcs

A trustec’s involvement in the governmental process can take a
varicty of forms. At the must basic level, exerdising the rightto vote gives
- the trustee a chance tu select those who will ultimately be-responsible for
determining the ration’s cducational policy. Beyond this, active par-
ticipativn in nominating and clecting preferred candidates through
volunteer activities and campaign ¢ zntributions adds a tangible sense of
wommitiment o your support. Political:campaigns are costly. Monctary
contributions are, of course, welcome, but your time and efforts are
-cened tou. By virtue of your place inthe community, your invoivement
is a loud and dcar endursement. Contacting and drawing from -the
wonstituents that worked for your own clection or appuintment demon-
strates your willingness to participate in and help develop-a network of
support for your candidate.

As recent as the 1984 clection, faculty unions, community educa-
tion assuciations, vucational-occupational associations, aad adminis-
trative associations identificd thuse candidates that favored education.
Incumbents were graded on the basis of their voting records on educa-
tional issucs and human rights. My congressman received an outstand-
ing reporteard, and,-in turn, qualified for the support of the groups. The
cducational community became very active in his campaign. Fundrais- |
ing cvents, voter infurmation meetings, meet-the-candidate events, and l
formal ¢ndorscments were standard procedure. Individual members |
walked-door-to-door distributing campaign literature, organized neigh- i

|
|

borhoud cuffees, and supported Mr. Carr at the polls. Not only was Mr.
Carrs-information nctwork expanded, but the cducational community
ensured-the clection of a pro-cducation 1epresentative in Washington.
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Once your andidate is clected, assure him you can be counted
un fur continued support and information. Become acquainted with the
mcmbers of his staff. Tt will be through these people that you will be
working to help-the member bewwme aware of your concerns and the
importance of his support.

Kecping the Congress Informed

How well your information and recomrnendations are received
depends largely on the uscfulness, hunesty, and reliability of what is
presented. Certain-measures should be-taken-before-you approach-your
representative with your special interests. First, review and become
familiar with as much material-as possible-related.to bills or issues of
importance. This familiarity should include how measures will affect the
district beyond that of the cducational community. Basically, the knowl-
cdge of bill numbers, thestatus of bills in the legislative process, which
organizations arc supporting bills, and how the support of targeted
mcasures will confurm tu the image of the representative projects are
essential. By all means, maintain a calm, reasonable, and well-prepared
tase for your pusition, be bricfand to the puint. Refrain frum prolonged
or wntroversial arguments, and allow your member-to-cxpress doubts,
questions, and opinions without-interruption.

As a staff member, I am able to seehow well the system works. In
February of 1984, large numbers of vocativnal-uccupational associa-
tions converged on Washingtun-at the-time when-vocational-education
mnath-ups were scheduled. In a concerted, organized effort, association
Tepresentatives called on key congressmen and provided the information
nceded-to win support for reauthorization. Staff members were invited
to lunch where, in an informal setting, the vou  .ial education pitch
wontinucd. All these cffurts paid off, wongress increased vocational edu-
cation funding and cxpanded the program-to bolster training and re-
training for adults as well as the program for technician training as-
sistance within high-tech industries.

Kceping Informed of the Legislative Process

Keeping informed- about national legislation is imperative. In
planning a lubbying campaign, the trustee should avail him or herself of
several uther information resources. The ERIC data base is a good place
for trustees tw startin familiarizing themselves with the federal role in-
comnmunity college education. Examples of pertinent ERIC documents
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include Davis and others (1983), who detail the history of Title III of the
Higher Education Act, Karabcl and others (1981), who provide a
suciological analysis of 7 cral legislation concerning student aid, com-
‘munity colleges, auu postsecondary vocational education, Kim and
Wright (1982), who present an evaluation of the Vocational Education
Actallucations in California, and Shannun (1984) who discusses the role
of federal programs and the mission of the predominantly hispanic
community college. The ERIC data base alsu includes the transcripts of
Coungressional hearings un educativnal topics (see, for example, United
States Congress, 1981a, 1981b, 1982). Additional hearings-and Con-
gressivnal -repurts-can be accessed -through- the -C1S/Index, published.
monthly by the Congressional Information Service, Inc. Like ERIC,
ducuments-indexed in the CIS/Index can be obtained on microfiche.

There are a host of other reference tools that can be used to find
current infurmation. about legislators themselves and about current
‘events in-congress. Sume of the-more prominent are listed below:

1. Congressional Directory (Washington, D.C.. Government Print-
ing Office). Issued-once every congress, this basic reference tool pro-
vides, among other-infurmation, short biographices of cach-senator and
congressman, committee listings, and maps of cougiessional districts.

2. Congressional Staff Directory (Mt. Vernon, Va.. Congressional
Stafl Dircctory, Lid.) Published annually, this handbook lists staff mem-
bers assigned to individual senators and congressmen, as well as the staff
whu are assigned to senate and congressional committees and subcom-
mittees. Short biographics (incuding educational and occupational
background) are provided fora sclection_of key staff members.

3. Congressional Yellow Book (Washington, D.C.. The Washington
Monitor, Ine.) Printed quarterly inlooscleaf furm, Yellow Book provides a
directory of congressmen, senators, and.their key aides.

4. Congressional Monitor (Washington, D.C.: The Washington-
Monitor, Inc.) Published unly while Congressis in sessivn, the Monitor
provides a daily schedule of upcoming committee hearings.

5. Congressional Quarterly Weekly Report (Washington, D.C.. Con-
gressional Quarterly, Inc.) Provides a summary of congressional activity
for the current week and follows bills through the legislative process. Of
course, it-s very impurtant to know who key congressional people are.
Tables-One, Two, and- Three list Congressional. committees that deal
with cducational matters, the tables also identify chairpersons and key
aides.

Another important resvurce is the Assodiation of Community
‘Cullege Trustees (ACCT) and the American Association of Community
and Junior Colleges (AACJC). The ACCT-0-LINE/Federal Focus is pub-
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Table 1. Committees Dealing with Community College Issues:
U.S. House of Representatives

COMMITTEE CHITRPERSIN RANKING MINDRITY KEY STRFF MENSERS
Education Rep. Augustus F. Hawkins (D) Rep. James M. Jeffords (R} Jack F. Jennings (D)
and California Verwont Richard D. DiEugemio (M
Labor
|- Dudget b Rep. Milliam o Gray 11 (D} _i- Rep. Delbert L. Latta_(R} -}  Richard 0. Praeger Jr. (0)]-
- Pennsylvania- - Ohio |- -margaret A, Hostetler (R)
“Appropriations |  Rep. Jame L, shitten D) " Rep. Silvio 0. Conte (R) Frederick 6. ¥ohrsan (D)
) ) Xiss158ippy - Massachusetts Frarcis K, Hugo (B )
Science - Rep.-Don Fuqua-(D) |- Rep. Manuel Luhan Jr. (R} -] Harold P. Hamson-(D}
-ard Florida New Mexico §  Joyce 6. Freiwald (R)
Techmology

Source. Koy Representatives and Heuse Stall2Manbers wn dhic 99th Congess.” Chronile of Higher
Education, April 17, 1985, pp. 17-18, 20-21.

lished by the ACCT/AAC]C Juint Commissivn-on Federal Legislation
and-its Director of Federal Relations tw heep trustees informed- about
developing legislation aimed at community-colleges. In addition, ACCT
actively prumotes the involvement of trustees in legislative affairs
through its Nattonal Legislative Serninar, artides in the Aduisorand the
Trustee Quarterly, workshops at ACCT mectings, presentations at state
-mectings, and direet communication, ACCTS national network of trus-
tces provides a cullective voicefor making our interests known in Wash-
ington. The success of ACCT 1s based on trustee unity. By staying ahcad
of fcderal prugrams, legislation, and regulativns affecting community
wlleges, we help mold educational policies and programs for the benefit
of individual constituencics and for the whole nation.

Conclusion

Though state and local governments have the prunary responsi-
bility for setting educativnal policy and administering cducational pro-
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Table 2. Subcomm:ttees Dealing with Community College Issues:
U.S. House of Representatives

SUSCOMM I TTEES CHAIPERSIN MNKING NINORITY KEY STAFF MEXSERS
Education and Aep, fugustus F. Hawkins (D) | Mep, Wailiam F. Boodiing (R} ] John F. Jenmings 1D}
Labor— California Pernsylvania Narcy L. Kober (D)

Elowentary, Secom Arcirew Hartman (R)

dary ang Vocational

Education

Education ard Rep. willism D. Ford (D) Rep. €. Thomas Colesin (R Thosas R. Wolanina (D)
Labor— Nichigan Miss0UTY “Marylyn L. Nchdaa (D)

Pest Secondary fose K. Dinapoli-{R)

Education

Ropropriations— Rep. Milisam H. Natcher (D1 | Aep. Siivio 0. Conte (R} “frederick Pfiuger (D)

--Labor, Health ang Kentucky Massachusetis ~James W _Kulikowsk: (R)

Husan Services and

Education

Science and -Fep. Doug Walgren (D) Rep. Srerwood L. _Boehlert-{R)] Exra D. Heitowit {D)
Techmology— Penesylvania New Jersey

Science, Research

and Techmology i

Source. *hey Representatives and House Stall Mambees i the 99th Congress ™ Chronule of Lighet
Education, April 17, 1985, pp. 17-18, 20-21.

grams, presidents and congresses from Jeffersons time have understoud
that it is in the national interest for the federal government to use its
puwers and resources 1o equalize acess to education and, through
cducativn, imptove the quality of Amcerican life. The need for federal
support of education is clear. Yet, today less than'1.5 percent of the total
federal budget is eapended on education. Now is the time to become
involved.

Looming uver us in the 99th Congress is the threat of a restruc- k
tured federal assistance program for pustsecondary students and the .
consideration uf the reauthorization of the Higher Education Actdue to
expire at the end of fiscal year 1985, Induded in the restructuring
proposal-is the climination of the Pell Grant Program-and State Incen-
tive Grants. A sclf-help propusal to replace these programs has been
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Table 3. Committees and Subcommittees Dealing with

Community College Issues: U.S. Senate

COMMITTEE/
SUSCOMITTEE

CHINERSIN

MANKING NINDRITY

KEY STRAFF MEMIERS

Rppropriat ons.

Sen. Mark 0. Hatfield (RI
Oregon

Sen. John C. Stennts (D)
Mississippi

J. Keith Kennedy (R)
Francis J, Sullivan (D}

| Repropriations
Subcomeittee On
Labor, Health §

Education

Husman Services, -4

Sen._Lowell P, Weicker Jr. (R)-
Connecticut

Sen. William Proxmire-iD) -

Visconsin

Marion R, Mayer- (D)
Rikk1-P. Sheshan (R)

Budget

Sen. Pete V. Dosenict (M)
New Nexico

Sen. Lawton D.-Chales 1}
Floeida

Jan Lalja (R}
Jaret Holtzblatt 1o

Labor and
Husan Resources

Sen. Drrin 6. Hiteh (R
Wah

Sen. Edward M. Kennedy (D)
Massachusetts

" Dennis F, Hernandez (0} |-

Kristine R, lvercon (R}
David N. Sundwall (&I
Mora Sarfaty (D}-

Lavor and

Subcomaitiee On
Education, Arts,
and Humanities

| Husan Mesources

Sen. Robert T. Stafford (R)
Vermont

Sen. Claiborne Pell (D)
Ricde Island

David W Evars (D)
Polly L. Bault By
Bruce 5, Post_ (M)
Susan E.-Framson-{Rl

‘Sﬂnu(

Key Scnaors and-Commtice Siafl Mombers in the 39th Coungress.” Chronwde-of Higher
Education, April 10, 1983, pp. 21-23,

suggested, but it would actually provide 9 percent less money for student
assistance. In additiun, students would be expected to provide at-least
8300 (ur 40 pereent) of their educational expenses, whichever is greater.
This will be a-significantbarricr for puurer students and those who are
heads uf houscholds. Can your students afford to have aboard that is not
involved?

Even though congress has made strong attacks on-the proposed
cducation cuts, your voice and your mnvolvemnent in the legislative
prucess is nceessary. It is your job to bring education its sufficient
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recognition. Recognition is neeessary of education’s complex nature — of
its natural entanglement with the cconuiny, of the primary relationship
that cxists between jub skills and education, of the importance of scien-
tific rescarch to vur country’s continuing as a world leader, of the true
value of eaposure of diversity of ideas in the sciences and humanitics.
You arc obligated tu your constituency to be involved. They havechosen
you to be their advocate for education. As clected and governmental
appuinted officials, you are part of the political world. Do not hesttate to
take an.active part in the political process.

The community college constituents you -represent provide a
unique network-thatis-already in place. The-college-is interwoven with
the -community it serves. Its linkages with business and industry, its
cooperative programs with-univns and social scrvice- agendies, its ad-
visory groups and its ecmployces represent a broad base that, when
asscmbled, can influcnce policy dedsions, Tt is tine to use these re-
sources and become involved. Lobbying can pay ~ff. Most recently,
through collective community college lobbying cfforts, the reauthoriza-
tivn of the Vocativnal:Education-Act and the Peacetime G.1. Bill were
passed. In addition, wllective influence suceceded in sccuring an in-

crease of 23 percent in fiscal year 1985 for student assistance.

Cungressmen can be influenced to vote for vr-against proposed
legislation. They are reasvnable, concerned - individuals who listen to
their wonstituents. They want:to-know what you think. Tts-up-to you to
mahe your pusition heard. Its up to you to exert your authority as a
spohesman for the people of your community college district. Re-
member, your constituents are depending-on-you.
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State legislation has grown increasingly important in two-
year college governance. Trustees must take a leading role in
organizing the college’s lubbying effort.

Trustees as Advocates in
State Legislatures

Dan Grady

The increased importance of state legislation in community college
governance and education i1s well documented. Martorana and his
colleagues at the Pennsylvania State University have traced the ycar-by-
year growth of state legislatien affecting two-year institutions (Mar-
torana and others, 1978, Martorana and Broomall, 1981, 1982, Mar-
turana and Curbett, 1983). Their findings indicate that the amount of
state legislation affecting community colleges has increased by 297
pereent from 1977 through 1982 (Martorana and Garland, 1984). The
state legislature notonly decides which of the thousands of proposed and
caisting programs cornpeting for state funding will receive the financial
nod — and to what degree ~ but it also takes an active role in imposing
requirements on wmmunity wollege districts, thus limiting the power of
locally-clected trustees.

As competition for state funding intensifies, it becomes in-
creasingly important-for-community colleges w reevaluate the status of
their relationship with the governors office and state legislature. Imple-
mentation of a well-planned program o increase the cffectiveness and
impact of a districts communications cfforts with key legislators is
essential and the college trustee can-and should play a vital role in this
cflort.

G. F-Petty (E4.). Actiee Trusteeship for 8 Chanping Era. New Directions for
Community Colleges, no. 51. San Francisco: Jossey Bass, September 1985 31
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An cffective communication prograin should have well-defined
short-term goals and empluy the most effeetive implementation method.
This could indude information dissemination, public relations ad-
vucacy, and lobbying. When the goal is to influence legislators, it is
essential that everyone involhved — especially a member of the byard—
fully understand the legislative process. A successful lobbying effurt can
take many forms but the groundworh for this effort should be laid well in
advance.

‘Understand the Legislative Process

To be effective, a trustee must not unly have-a thorough under-
standing of the legislative process but alsv be heenly-aware of the naines,
positiuns, and committee assignments of key state legislators.

In California’s legislature, for example, new legislation must go
before a cummittee —which may have sine to cleven -members -or
1nore —where a majority vote is required for that legislation to proceed.
It s, thercfore, unportantto-establish a relationship notonly with local
representatives but also with-every member of commitiees dealing-with
cducation {fur instance, policy, finance, budget, as well as the leaders of
‘both parties). Every resource should be utilized to establish such rela-
tivnships. The record and:philusophy -of the legislators must be studied
and cvaluated. Sumne legislators respond better when approached by
faculty, others to students, while sume, because of their ambition for
higher office, should be approached by the kingmakers of their parties.
Too frequently, trustees will-overlook the influence of legislative staff
membersin writing and amending legislation. The staff'is often respon-
sible fur the final details of legislation after broad policy guidelines have
been established by the member. Staff members respund to-the same
entreaties as committee members.

Those respunsible for college lobbying need to do their home-
work. Gumez (1981) suggests ses cral steps that can be taken t develop a
well-prepared lobbying cffort:

1. Study thelegislative and state budgeting process. Itis impor-
tant to know the committee structure of the state assembly and to know
the mechanism of introducing a bill and-sceing it through to passage.

2. Befoure the state legislative sessivn upens, involve college per-
sunnclin avne-day workshop w discuss institutional needs and lobby ing
priorities,

3. Put together a legislative calendar of activitics.

4. Fuster strong working rclatiunships with local organizations

ERI

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

33

and groups that can assist the college n getting its message across to the
state legislature.

Thus, lubbying begins at the college. A common misconeeption,
as Terry (1982) reminds us, is that the lobbying cffurtis undertaken at the
capital, “The heart of the action mechanism is on campus. Activities at
the campus level have an impact on the results at the state capital. But
the activities must be planned, organized, and coordinated. . . . All these
things must uecur on schedule, The legislatis e timetable is alway s tight.
Failure to adhere to the schedule dooms the program. .." (p. 85).

Organize the Lobbying Team

Thete 1s always a question of who should be duing the lobbying.
Should-tbe the-professivnal-cducator’administrator? Should-it-be-the
trustee? Or should it be a prufessivnal lobbyist? Actually, there is an
important role for cach, and cach role s quite distinct. Furthermore,
“the tash of persuading legislators t nurture community colleges in their
policy-and finanual decisions 1s an cnormous vne-that cannot be accom-
plished by the community college-trustees alune,-or the presidents-all by
themsches, ur the wollege Jobby ists uperating by themselves. Itis a task
that requires true imvolvement of everyone in the community college
system” (Gomez, 1981, p. 8).

Trustees, as clected politicians rather than educators, should
know the pulse of the commmunity. They canbest approach the legislator
because, as-elected officials, they are relating-on-a peer basis, clected
ufficial o clected official. Usually, trustees can best address matters of
pulicy, impact on the community, and need for the particular legislation,
details are-better Ieft tolegislauy c.and districtstaffwho deal with day-to-
day problems.

The lobbyist’s role is shghty different. The professional, paid
lobbyist, 1s un the scence-at the Capitul at all times and can more-closely
munitor the progress of v arious bills and measures and react quickly. Itis
weential, however, that the Jubbyist be provided with the necessary
infurmation from the district and be aware of the district’s interests-and-
pulicies, The professional lobby ist alsu has the upportunity to work with
other professionalobby ists representing vativus interests-andis able to
furm coalitiuns and negotiate compromises. He is, or should be, aware
of eaactly what it will take for a certain picee of legislation to go out of
committee vt gain those une ur two eatra votes on the flour thatare vital
tu the legislation’s passage. Itis also his respunsibility to alert the trustees
and administration of the wllege abuut when they should make a
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personal visit to the legislature. The lobbyist should also inform them of
what nceds to be dune and whose .ote must be switched for a measure to
be enacted.

A successful lobbying tcam-:hould indude-knowledgeable per
sonsin cach of these areas, and all should be shilled and well-prepared.

Involve State Legislators in Local Campus Activitics

State legislaturs are elected politicians who rely on public contact
and favurable media exposure-to be reelecied and continue-their public
service carcers. This, a community -college board has-ample oppor-
tenities to help a friendly legislawor or o develop new friendships,
induding. inviting the legislator to visit the district, arranging tours of
the campus so the Lgislator can talk direuly to students and know-first
‘hand the districts progressive programs and achievements, organizing
mectings with key locallleaders, or inviting the legislator to address a
graduativn ur dedication of a building. These and other sumilar activitics
should be dusely courdinated between the districts and the legislator’s
communications staffs 0 obtain masimum media coverage o ame
events.

Assist Elected State Officials with Reclection Efforts

As noted above, state legislators are clected politicians, While
cominunity wollege trustees -usually cannot provide the financial cam-
paign contributions that are av ailable-from the private sector, the trustee
is in a pusition o influence his own constituents, including his own
wontributers, As an clectzd official, the trustee enjuys a certain following
in-the-community and-understands-the campaign -process. If-a trustee
can demonstrate a significant influcnce among voters, that trustee wiil
increase his effectiveness with key legislators.

Establish Reputation for Credibility

Developing a reputation for credibility and responsibility is
important. It is-never oo carly o develop a-positive relationship with
thuse respunsible for key deasions that will ultimately affect the-local
district. Thoroughly identify the individuals who-are on hey commit-
tees, such as education and finance, and familianze yourself with the
governor's staff and that of key state legislators.

The gual of trustees should be to becume respected and knowl-
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cdgeable resvurce persons so legislators will feel comfortable in contact-
ing thern when confrunted with matters relating to educational policies
on funding. Effectiy ¢ trustees should be recognized as such by legislators
and members of their staff alixe.

Credibility is carned by consistently providing factual, rcliable
infurmation. Credibility can also be cultivated in more subtle ways. In
gorerning the local district, the trustee constantly receives a variety of
tequests or demands. Whenever possible, these should be handled at the
local level. The too-common excusce that such requests are out of onc’s
arca of responsibiliyy <nd that the state and the local legislator should be
wontacted should be avoided: A reply of this ty pe mercly passes along the
problan o a higher level and causes frustration for the-person making
the request and for the icgislator. Also, it reflects poorly on the trustee
and the district. Trustees should tahe action whenever possible and if it is

Tlikely-that that action might be-appealed, should infurm the legislator of:

the rativnale. Being infurmed, the:legislator is less likely to act against:
the rustecs interest. The legistator will also appreciate being relicved of
petty annoyances.

Trustees should deinonstrate to the legislator that their every
acton is well thought vut and responsible and should govern the district
in a manner that is a creditto the district. Trustees should avoid drawing
unfavorable attention w the district. A cunstant strean of negative press
relating to trustees ur the college district will diminish districtinfluence
with the legislature.

[tisimportant, alsu, that the trustee develop strong relationships
with-local business and_community lcaders and-be active-in_organiza-
tiuns such as the Chamber of Commerce, local comnmunity groups, and
tanpaycrs’ associations, Through this cxposure and participation, cred-
ibility-and visibility will increase.

Qe the trusice has cstablished a solid, credible relationship
with hey individuals, the task as an advevate for thedistrict will be easier.
The truztee will be speaking frum a pusition of strength and legislators
will know the trustecs seputation bachground, and influence in the
community.

Dcvelop an Imaginative Approach

As a trustce, many resources are available. Staff members can
furnish facts, figures, and other reseacch information that can be used
cficciively in presentations. The public information office or-the college
speakers’ burcau-arc such resvurces. The trustee should make an effort
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to know and fully understand stafl member’s respective responsibilitics
and capabilitics. He or she also should be aware of publications pro-
duced by the district and request that the public information officer
provide clippings of important news items that have appeared in the
local media.

These are trying-times for community colleges. As the federal
gevernment attempts to lower eapenditures and icducc taxes, states arc
sur¢ to follow in the same path. Furthermore, as every activity ancl cach
special interest group — both inside and outside education — competes
for a bigger picee of the annual-budget pic, it may be that only those
implementing the most thorough and crcative approaches of advocacy
will be efffective in achieving their goals.
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Community colleges serve large proportions of the minorily
students in higher education. This chapter, based on a
national survey, examines-the growing role of minorily
trustees in the college governance system.

Characteristics of Minority
Group Trustees

Jerry Lacey

Community culleges have vutgrown the status of simple institutions,
many have become large, comnplea organizations of students, faculty,
and administiators who represent @ wide range of ideas and back-
grounds. -Because of its very nature and function, higher educationis sct
apart as a unique socal system (Bawler, 1962). Onc aspect of the
organizativnal structure of cducation is + lay governance system. Con-
siderable attention has been given tw the role of trustees and lay gover-
nance in the literature of higher cducation, however, there is little
infurmation in theliterature concerning minonity trustees” influence and
involvement in community college governance.

At the 1984 Association of Governing Boards National Con-
ference un Tiusteeships, the experience and woncerns.of minority board
representatives were discussed. John King (1984), a trustee of the
College of the-Ozarks, distinguished visiting professor at the University
of Svuth Caruling, and former president at two universitics, stated,
“Being o minority trustee un any governing board is a severe test.
Scrving on a board that is predominantly white or black or otherwise
radially preponderant can-be more than a minority member with dig-
nity — of any extraction — can tolerate. However, such service need not

G F Peats (Ed ) Active Tusteekip for 2 Changng Era New Directions for
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some instances, ennoblement in other” (p. 21).

At a time of expanding minurity enrollment, it is appropriate:
that the concerns of minority trustees are properly noted. This chapter
reviews the findings of a national survey conducted in late 1984 that
rccurded such concerns. The survey was targeted to the approximately
400 commurity wllege trustees who are cthnic minoritics, 113 minority
trustees responded. The findings are discussed below.

be an overw helming difficulty, Fhave seen crucible situations develop in {

Personal Characteristics. Males cunstituted the largest portion of
minority trustees (59.2 pereent) as compared o (40.7 percent)-female
respondents. The survey showed that 76 percent of the minority trustees
were black, 10.7 pereent were hispanic, 3.6 percent were Indian/native
Amcrican, 4.4 percent were oriental ’asian American, and .9 percent
were other minoritics, Within radal groups the male-female ratio was as
folluws. blacks, 58.6 percent-male-and 41.3-percent female, Hispanic,
81.8 pereent male and 18.1 percent female, Indian/native American, 50
percent male and 50 pereent female, oriental/asian American, 60 per-
cent male and 40 percent female. The majurity of the minority trustees
were'in theage range between forty-one to fifty (32.6 percent) and-fifty-
onc to sixty (30.6 percent).

In the area of occupation, 25.9 percent served as administrators
and 18.5 pereent (cach) were in-business’'managerial and professional
pusitivns. The salarics of over 50 pereent of the minority trustees were in
two groups. 27.4 percent in the $45,000 to $60,000 range, 23.4 percent
in the 515,000 to 830,000 range. However, an additional 21.5 percent
were.in the $30,000 to $45,000 range, 10 percent were $75,000 and over,
and 5-percent were $15,000 or under. Tivelve percent had a baccaiaure-
ate degree, 13.8 pereent had done sumne graduate work with 42.5 percent
haviug completed a masters degree. As a group, 68.3 percent of the
minority trustees had at least a baccalaurcate degree.

Minority trustees usually had lived in-their community college
district for a number of years. 21.3 percent lived in the community
college district twenty to thirty years and 47.5 percent for over thirty
years. Even though minority trustees lived in their district for long
periuds of time, they were relatively new to serving on the board. 65.4
percent had served five years or less and a cumulative 84.4 percent had
served less than-ten years.

Friends (16.7 percent) and political party organizations (14.2

|
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pescent) were two groups that provided these minority trustees the most
encvuragement to run for the board of trustees. “Deciding pretty much
on oncs own” was the third choice, with 11.8 percent. Nearly three
quarters (72.5 percent) of the minority trustees ran for the board as
individuals rather than as a part of a formal or informal slate. An-
overwhelming majority 0f 82.5 perceent said they would seck reelection if
they had to make that decision today. Minority trusteees judged the
three most important characteristics a community college trustee should
have to be. (1) sufficient time for duties, (2) stature in the community,
and (3) ability to compromise.

Opinions About Effective Trusteeship. When asked: to compare
their present board with past buardsin their districts, 57.9 percentof the
minority trustees felt that the present board was rated as poor in repre-
senting the views and upinions of district citizens, and 49 percent felt the
present buards were pour in providing leadership-for the district. The
greatest-ubstacle that-inhibited buards from- achieving-their-goals were
considered to be lack of money (57 percent) and state burcaucracy (33
pereent). In the arca of trustees” activities and trustee effectiveness, 92.7
percent felt that influencing state legislativn affecting community col-

leges was the most important -activity and 86.3 percent rated their

cfectivencess in this as goud to excellent. The next most. important
activity was liaison with the exccutive branch, as indicated by 91.8
pereent of the respondents, with an effectiveness rating of good to
excellent given'by 85.4 percent of the respondents.

Inlzy gurernance, thereis a great deal of interest in the factors or
groups that exer. influcnce on trustees’ decdision making. Minority
trustees (80 pereent) repurted-that -they were iufluenced:-most by -the
president/chancellor. “Other trustecs in the district” was the next most
influcntial group, as indicated by 51 percent of minerity trustees. How-
cver, minunity trustees felt that different factors or groups influenced
their fellow board members. Ninety-three percent of the minority trust-
ces felt that “college administrators uther than the president/chancellor”
had the most influence on their buard colleagues, and faculty members
werc perceived to be next most influential group.

Minority trustees identified nine major responsibilitics of a
board of trustees. Atleast 80 percentof the responding trustees agreed or
strongly agreed with cach of these items. The fullowing list identifies
these items in descending rank-order of agreement (from the 93 percent
to the 80 percent).

I. The'buard-shuuld have a woncise set of by-laws that provide
clear duties for the officers of the buard and spell out the procedures by
which the board transacts its business.
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2. The board members should use their status in the commu-
nity tu bring about better understanding of the college’s aims and
programs.

3. The board should have an oricntation program for new
members to familiarize them with board policics-and goals.

4. The board should cvaluate the chief exccutive officer
annually.

3. Working relativns between the chicfexecutive officer and the
board should be clearly defined and understood.

6. Board mectings should be characterized by free discussion,
gencral participation, and active thinking.

7. The buard should not allow faculty members to have a voice
in formulation of district -olicy.

8. Buard.mceting: should deal primarily with policy-formula-
tion, review of plans, making buard authurizations, and evaluating the
work-of the-district.

9. The board should not conduct an annual review oftits own
organization and work.

Regarding the board's authority to release faculty or staff for
making stateinents or engaging in activitics that the buard-interprets as
detrimental to the district, approximately 40 pereent of minority trust-
‘ces agreed or strungly agreed, 47.6 pereent disagreed or strongly dis-
agreed, and 13 pereent were neutral un the rol: of the board of trustees in
this matter.

Another finding of the study-was the minority trustees’ ranking of
the responsibilities of the board members in order of importance. The
trustees perceived the responsibilities as

1. Establishing institutional policies,

2. Selecting and terminating, if necessary the chicef exccutive
officer,

. Evaluating the performance of the chief eaecutive officer,
Establishing a budget,

Fulfilling trustee committee assignment,

Serving a public relativns function for the college district,
Communicating the nceds of the district to state officials,
Taking personnel actions, including the hiring and firing of
administrators and faculty,

9. Determining whether the college district is mecting the
needs of community groups, and

10. Deciding on changes in the curriculum.

College Role Minurity trustees felt that vocational/technical pro-
grams were the mostimportant part of the two-year college curriculum,
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college transfer programs were rated next in urder of importance,
followed by adult and continuing education. When asked, however,
which curricular arcas the college wanted o give more emphasts, the
respundents indicated the transfer function, followed by vocational/
technical training and rctraining progtams. Over 75 pereent of the
minority trustees indicated that the community college should really
focus on the following matters:

1. Intensify their cfforts to sccure private contributions for fi-
nancing opcrations.

2. Approach local businesses for funds to finance operations.

3. Increase state funding for cconomic development activitics.

¥. Host rcgular informal discussion scssions for community
members.

5. Be as cuncerned about the persunal values of its students as
with their intellectual development.

6. Add-only new programs for-which-the local cotnmunity has
demonstrated a proven need.

Minority Trustees. Conclusion. Minority trustces arc well-
cducated, long time residents of their cummunity college districts. They
ar¢ in administrative, professional, and business/managerial positions,
they are hnowledgeable about educational issues and are committed to-
providing quality cducation o all students in higher education.

References

Bawler, N.W. “Who Should Be in Charge of the Departinent, Head or Chairman?”
Journal of Higher Education, 1962, 33, 315-318.

King. J. *Minority Trustees Face Special Challenges.” dssociation of Governing Board
Reports, 1984, 26 (5), 20-25.

Jerry Lacey is president of the Hlinois Community College Trustee
Association and is trustee at John A. Logan Community College in
Carterville, Illinois,

4

Aruitoxt provided by Eic:




e

ERIC

Aruitoxt provided by Eic:

Women heve found places on boards of directors of many
types of organizations. This chapter reviews their stalus on
communily college governing boards.

Characteristics of Female Trustees

Sheila M. Korhammer

Many of the women clected vr appuinted to community college govern-
ing buards have made significant contiibutions tu the progress of the
institution. However, many of them have had difficulty beceming part of
the board tcam. Anyone, male or female, who perceives himself or
herself o be an outsider is not guing to be a viable contributing decision
maker but will instead be-a weak, if notbroken, link on the tecam chain.
Women are more likely than men to feel like outsiders and suffer-from
the fecling that they lack a sufficient amount of -power and control.
Sharced puwer and wontrol requires that cach person has an equal chance
to influcnce vutcomes. The Link between vutcomes and good working
relationships is indisputable.

A survey administered to the 918 female community college
trustees yiclded a 42 percent response. Summiary findings of the national
survey of female buard members revealed that the average female
trustee was fifty years or ulder, Caucasian, had served on her board for
sia ur fewer years, and had done at-least sume graduate work. She was
cmploycd full-time in business related employ ment and was a moderate
Demuarrat. She shared respunsibility for the income supporting the
houschold but did nut hay ¢ the primary huine management responsibil-
ity for children living in the houschold. She was very busy in other
community volunteer activities, as indicated by a 92 percent positive
respunse. An 82 pereent negative responsc indicated that she was most
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likely not an alumnus-of her college. She was recruited to serve as a
trustee and attended an orientation that was presented by the president
or a combination of buard and administrators. Her motives for agreeing
to serve were, primarily, an interest in ed acation and a desire to provide
a valuable community service. She felt valued as a trustee and felt that
she contributed to key decision making. She was certain that the othe:
board members would clect or reclect a woman as chairperson within the
next five years. She was positive about her board's involvement in its
affirmative action plan and was satisfied with her institution’s efforts to
recruit and-employ qualified women and-minority applicants.

Beyond the raw data, however, the survey responses revealed

greatintensity of feelings, especially on the problems faced by women on

community college buards. The following sample of comments from
women-in various states is.illustrative:

Stop thinking of women as “sexual groupies.” The
“NOW?” group has stereotyped elected women. We are no better
or worse than eclected men. We are individuals, and behave as
individuals. If you remove the word “women” from your-ques-
tion(naire) it gains validity in my mind. (California)

I have been the only woman trustee since I was first
appointed (to replace the first woman ever to serve).. ..My
“assertiveness” was developed carly in life and has served me
well. New male trustees may begin with a patronizing attitude
(fots of them), but I don't put up with much of that. (Califarnia)

It has taken years to establish my credibility with male
collcagues, and I was not clected board chairperson until a
sccond woman was clected tu the board and provided the.needed
vote. Itis a continuing struggle to be perceived as other than “a
woman member.” (California)

We areall trustees — whether we are men or women, black
or white, hispanic or other. I'm concerned that being concerned
with the student, the school, the community is the prime empha-
sis of being a trustec. We do not represent women or any other
specific group. We are a part of the community. I served as board
chairman for two years. I'll probably serve again in the new term.
Do not divide — we are there for the same purpose. (Arkansas)

Inourrural area, itis generally a“man’s world.” It is hard
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for women to be clected- as chairman-of anything—lct alone-a
cullege board. Perhaps something may be done to show that
women arc capable and very devoted to a good cause. (New

Jersey)

I don't feel you should even suggest that women arc
tcated differently. If a woman has worthwhile ideas and presents
them intelligently, she will be accepted as any board member. She
has a job to do and she should do it in the best possible way
withouthurt feelings. She is not there as a pupularity contestant.
She 1s there to help make decisions and that she should-do as
should every board member. (Arizona)-

Quit thinking of pcople as men-or women and-consider
them as individuals! Don't make a carcer of cither sex or ethnic
background! Tt i> what is inside that matters. (Kansas)

We nced all the help we can get as we sit alone in a room of
men. (Texas)

As wan be seen frum the above quuted-comments, sentiments
were diverse. However an analysis of the comments indicated that a
majority (57 pereent) of the respondents offering comments felt-cither
that women frequently were nottreated as equal board members by their
inalc collcagues or that at leastsumetraining was needed to help wounen
overcome the obstacles frequendy set up by their male fellow board
in¢mbers. Thirty percent of the written comments suppurted the con-
wept that there was no problem and-that tov much attention was being
given to an arcaa in which there were no combatants. The remaining 13
pereent made general cornments or-felt that there was an vverlap in their
feelings as they vadillated between both attitudces, as is demonstrated by
a comment from 4 woman trustee in Florida, “Maybe an orientation
[should be held] for new women trustees. Women should be super
preparced for buard mectings and be politically active. Generally, I feel
women should notbe given spedial’ programs — we all (men and women)
are trustees — gender should not be a factor as race should not be —but
maybe that is wishful thinking.”

Since a board of trustees is a team, resulving these issucs is
cntical, Two facurs important o cach indis idual team playcer are, “Am 1
in ur out?”, and, “Do I have any puwer and control?” Shared power and
control in the tcam means giving cach person an cqual chance to
influcnce vutcomes, but this goal 1s often not achieved, because many
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men (and also many women) are not comfortable with women having
power. A respondent from Canada wrote, “I was appalled to encounter a
woman vice-chair from the northeast region who accepted the fact that
her role as vice-chair would not lead to the chair — in fact had been leap-
frogged over atleast once.” It would seem that not only was this woman's
board reluctant to move her to a position of power, she herself was
resigned to her role. The question could be raised as to this woman's
competency to fulfill the responsibilitics of the chair, but this scenario is
too familiar and suggests that many competent women are expected to
be mollificd with a token vice-chair appointment. Also, from North
Carolina came the reguest, “Encourage male trustees to give women
responsible assignments. I have more business expericnce than some
male trustees, but women will notbe considered to serve on the financial

.committee or to chair a-committee.”

How can women overcome these barriers? Joscfowitz (1983)
outlines seven “internal roadblocks of women’s socialization™ that should:
be considered:

1. Authority —for most women, this has always been in the
hands of others, such as parents and teachers.

2. Asscrtiveness — as relates to role expectations, assertiveness
in men is considered aggressiveness in women.

3. Accountability — women are seen as harmonizers, mediators,

fearful of delegating.

4. Accessibility ~ women are accustomed to meeting the needs
of others.
5. Affiliation — wumen depend on existing friendships, a need to

be-liked. (Josefowitz goes on to say that buys play for the pleasure of

sport, girls play for the pleasure of being together, that girls share
intimate thoughts and feclings, boys share experiences.)

6. Approval — it is believed that women are most likely to scek
approval rather than constructive criticism, and wormen tend o consider
disapproval personal.

7. Affability — it is expected that women should not muddy the
waters or stir up conflict. Instead they should-be nice, polite, gentle,
calm, mild, and helpful. As a result women have difficulty confronting
or-criticizing (adapted from pp. 15-18).

The “seven As” summarize the major areas that hinder the
decision-making cffectiv enessof women. What makes this problem most
serious is that these roadblocks are both internal and external, involving
women’s sclf-perceptions and their perceptions of others.

Itisinteresting to note thattraining program needs for women as
communicated by survey respondents mirror the problem arcas out-
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lined by Josefowitz. A Michigan respondent asked for “consciousness or
awaseness raising activities to indicate the leadership potential and
contributions of women.” The respondent-also cited the need to “build
sclf-esteem so that ‘group think’ and male presidents will not intimidate
womnen w self-censor ideas or propusals. Women are potentially strong
change agents for [the] higher education system of America.” A re-
spondent fiom Illinois saw the need for a “seminar for women trustees
and women minority trustees to improve communication skills and
tactics that would help wumen trustees to articulate their ideas and
pusitions-without their maic counterparts labeling them as being emo-
tivnal or uver reacting.” Another Illinois respondent vbserved “that
woumen_have to work harder than men to prove their effectiveness. T
would suggest a program for male trustees that would facilitate them in.
accepting women as capable -decision makers. This woulc benefit
women.”

However, many respondents did not see the need for special
assistance. One of the major deterrents to women’s success-on their
buards 1s their own self-image. Before womien can expect men to change
their perceptions, women must change their own self perceptions. A
woman who does not see herself as an intellectual equal to the men on her
buard-lacks the self-confidence necessary to win that cquality. Not all
women will have this prublem and the vnes who do not will-probably
have difficulty relating to the problems of those women who do. This
became apparent from the comments of several woinen who responded:
to-the-questivnnaire. From-Canada. “Women trustees are-not-different
from males i s far as their role ax trustee is woncerned, or the kind of job
they du in that role. Training the t would benefit males-would equally
benent females ond vice versa.” From Flonda. “Why are women trustees
different?” From Thinois. “Women in the role of trustee must be inte-
grated-aspart of the ‘whole.” Scparate activitics, workshops, or discus-
sien groups would serve nu real purpose. If a woman trustee feels
alicuatedor apartfrom har board, she should tahe the initiative to rectify
the situation. As a foriner buard chairman, 1 feel that a woman (as well
as a man) 1s-1ceognized for the contributivns she or he makes, not only
un wwmmunity college boards, butin all activities of life.” Thirty percent
of thuse making-written-comments took furceful exception-with-special
programs for women . ustces. This definitely could not relate to re-
spundents capressing the need for spedially designed programs for
women.

Cunsidering thuse respundents making written comments in
supportof speaal effurts on behalf of women trustees, itisinteresting to
assess the statistics relating to the self-pereeptions of all respondents to
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the questionnaire (including thuse not offering wraen comments). The
perception that, as individuals, they had input te and impact on board
decision making was overwhelmingly positive. In respunse to the ques-
tion, “Is your input v alued as much as that of other trustees?”, 76 percent
said, “yes, often”, 16 percent said, “yes, occasionally,” and only 8 percent
responded, “no, not often,” or “not'sure.” Similarly, when asked, “Do you
fecl you are contributing to the key decisions of the board as much as
other trustees?”, 88 percent responded in the affirmative while only 6
percent said, “no” and 6 percent declared they were not sure.

Nonctheless, the influence of women trustees is increasing. Seve
eral have disunguished theniselves through major accomplishments on
behaif of community colleges at all levels, but particularly at state,
national, and intcrnativnal levels. They serve as role models and as-the
nucleus of an “oll girls" community college network that will help
women trustees vvercome the problems cited by many of the survey
respondents.

Conclusion

In-order to meet the challenges of today's society, we must have
competent leadership. Wumen trustees are requesting and expecting to
receive their share of the governance responsibility for community
colleges. Community colleges need strong and cffective management.
Also, the traditional academic structure is changing —there are more
minority students, more high technology programs, more women stu-
deats, and fewer resources to supportour programs. The future of our
country will depend on our ability to work together and ‘meet the
cducational challenges of today and tomorrow.
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Farticipation in professional organizations, involvement
with special interest commitices, and attendance al
meetings, seminars, and convenlions are tmporiant trusice
obligations.

Trustee Particypation in
Professional Activities

Wayne 1. Newton

As the community college moy cment has progressed and expanded over
the past two decades, the role and respunsibility of the local trustee has
also changed to reflect that growth., The cra is long since past when
trustees could devote ther tme and encergy exclusively w the develop-
ment-of-their jucal institutions without thought to state, regional, and-

national activites. Dedsions made at the state and national level exert

considerable impact un cven the most autunumous, lecally-controlled

anstitution. Along with the grow th of the community college network has

wine the neeessity for interdependence and couperation among two-

year institutions in order  cffectinely-and cfficientdy meet the goals sct

forth. As community college trustees, we have found strength in num-
Lers and have discovered that the influcnee of 1,219 community, junior,
and technical olicges uaited in ceffurt can literally move mountains in
Washington, D.C., and in our individual statc capitals. We are a force to
be rechuned with, and we continually add o the list of our cumbined
accumplishinents in our quest w mceet the educativnal needs of our
community’s adult learners.

The success we enjoy, honever, comes from the hard work and:
dedicatun of thuse lucal trustees acruss the country who cuatinuc to give
theur personal titne and energy to suppurt the varicty of issucs impacting
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community collcge gorernance. Unfortunatcly, unly a percentage of the
approaimately 7,500 lucal buard members have the interest or the time
to-devote to professivnal activities vutside of their own institutions. In
fact, in the past many local trustees gave little regard w regivnal or
national .oncerns. This situation is changing, however, as more trustees
have an opportunity to attend meetings, serve un committees, and
represent their colleges in a variety of national forums.

The profile of the typical community college is changing in
keeping with the changes in our institations and the pupulations we
scrve. Board membership in the 1980s requires far more than personal
fricndships ur political-favors and involves more timecommitment than
‘the-few hours per month to attend the local mecting. As a result of their
suniey ¢ ommunity college trustees in Michigan, Pappas and- Ritter
(1983) have compiled-a- profile of respundents. They report that the
typical trustec in that state is male, aged fifty-one to siaty, cinployed or
sclf-employ ed in-a professional vecupation, and-has served on the buard’
for more than scven years. Although these characteristics have been
common among trustées acruss the country, the trend appears to be
changing. Morce often, newly clected or appuinted board members are
young professionals who are energetic and enthusiastic about their roles:
as trustees. Often, these new members-are women or minorities. They
ar¢ more-active on their own boards as well as on the national scene. In-
fact, many morc trustees now consider advocacy a responsibility of their
‘position, instead of viewing wacir role solely as a protector of thelocal tax
dollar or as a way to advance their political carcers. As these trustees
become more eapericneed and aware of the issues affecting the future of
their-own institutions, they will provide additional input, support, and
leadership for their state and national associations.

The national Association of Community College Trustees
(ACCT) spends-a major part-ofits effort and resourees in assisting local
districttrustc cs to become aware of and involved in national activitics.
Membership in ACCT assures the local institution of support and
representation at the national level. The function of the organization is
to provide a nativnal perspective un issucs of concern wits members and
an avenue for local participation in national activitics.

Among the more notable of the ACTT activitics are the eight
regional seminars, the national legislative seminar, and- the annual
convention sponsored by the Association. Auendance at these events has
increased dramatically in the past few years. From 153 participants
registered for the annual wnvention in 1970, atendance has grown o 1

1,500 registrants at the 15th annual convention held in San Antonio,
Texas, in the fall of 1984. The annual legislative seminar attraced over
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500 participants in February 1985, The cight regional scininars are also
pupular and have enjuyed record-breaking attendance figures this past
year. The growth in attendance can be attributed to 5 . cral factors,
among them the quality of the programs, the currency and urgency of
the issues discussed, the excellent reputations of presenters and keynote
speakers, and the growing intciest of local buard members in national
conceerns. In addition to a wide variety of topics and sessions offered at
the annual convention, there 1s provision made for special interest
groups, comnittees, academics, and assemblies to et during the
comvention. The cavention program and facilitics are designed to make
it casy for trustees to-become involved and to participate in an area of
interest-or-coneern tothem and-their institution. Not only is-it-conve-
nicnt to participate, but cach trustee is encouraged to assume an active
1ole in the five-day conference. Board membership takes on a broader
perspective after attendance at such a national meeting and the experi
ence follows thetrustee bach-to his o1 hahoine institution. Sharing that
experience with fclow trustees reinforees the desire o maintain or
increase activism at the national level.

Of special interest to a growing number of trustees across the
country 1s the annual nativnal legislative seminar held in February in
Washington, D.C. Last ycar’s scminar was an espedally interesting and
informative session and provided opportunity and cncouragement to
participants to actively seek out therr state representatives and- make
them aware of the issues of concern w higher education, in particular to
counnunity colleges. This was an espeaally critical mecting in view of
the picees of legislation pending that would direaly affect daily opera-
tions at-the Jocab-institution. Trustees-with little or nu experience-in-the
pulitical arcna found themsches actively lobbying for their individual
special interests and for collective concerns.

These trustees are net alone in their attempt o influence our
legislaturs and participate in decision making at the nativnal level, The
wmbined forces of the AACJC/ACCT Joint Commission on Federal
Relations has proven to be invaluable in educating members of Con-
gress about issucs affecting vur nation’s community, junior, and tech-
nical colleges. The Juint Commissivn, comprised of both trustees and
college adininistrators, is effective at identifying critical issucs and ini-
tatives, detertuining prioritics, and developing strategics to support the
passage of hey legislation. With the unified cffort of both community
college assuciations, considerable progress has been made in influencing
law nuakers and creating awareness in the nation’s capitol as well as in
our own state capitols.

Such national leadership dues not evolve without persunal desire
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and cffortun the part of the trustee. Although cach individual can make
a difference and wan make his ur her voice heard in state and national
forums, the trustee must have a thorough understanding of the issues in
order to cffect necessary change ur to partidipate in the decision-making
process.

ACCT will lend support and encouragement for such profes-
stunal endeavors. Itis committed to educating, informing, and assisting
trustees in developing their skills of boardmanship. Recognizing that
most board members assume their pusition with little or no knowledge of
community cullege guvernance and with little preparation for trust-
-ceship,the assuciation makes available a variety of orientation materials
and cunductsspecialsessions-for new trustees atits annual cunvention.
ACCT exaccutive dircctor William Meardy (1984) makes acase for such
trustee cducation in his statement, “Taxpayers have a right 2o expect that
gouverning buard members obtain the necessary touls of boardmanship
in.urder to best-hold in-trust-the huge-business enierprises that commu-
nity colleges represent. . .. Taxpayers do not believe that trustees can do
the best pussible job unless trustees ‘belong to organizations that are
specifically designed to mecet lay educational needs. And, once trustees
belong to thuse vrganizations, they should actively participate in-ac-
tivitics in vrder to benefit frum the programs and services that are
offered” (p. 3).

In fact, the Board of Trustees of Muskegon Community College
in Michigan has taken this message to heart and has formulated a
specific policy addressing trustee education. It reads. “Board members
arc eapected to participate in educativnal activitics that enhance their
ability to-govern effectively . . .. Tosupport this effort, the College shall
maintain membership in state and nativnal ¢ducativnal trustee organi-
zations. . . the chairpersun will. . . assure institutional representation,
-¢ncuurage trustee participation, and approve expenses” (“Board Policy
on Trustece Education,” 1984, p. 3).

The key effectiveness at the lucal board level is the activism of
cach trustee. The function of a trustee is to establish pulicy and set
institutional dircction and trustees must be aware of the impact of
critical issues and dedisions made beyond the local wollege. To be a truly
clicctive advocate for the community college, a trustee should play an
active 1ole in influencing and shaping thuse dedsions that affect our
organizations at both the state and national level.

Participation in professional organizations, attendance at meet-
ings, scninars, and conventions and involvement with special interest
cotntnittees, all provide uppurtunitics for trustees to share expericnees
and ideas with colleagues from acruss the country and to form alliances
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that will strengthen the national network. Such activism certainly de-
mands time, encrgy, and cffort, but there are many rewards for those
willing to become involved.
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Truslees have an important-role lo play in mainlaining good-
college-media relations.

Media and the Trustee

Jan Hamilton
Raymond Haristein

If you ask any community college trustee what he or she least enjoys
about the job-the answeris lihely to be press relativns during a college
crisis.

Trustees complain;

“Why docs the press always-sensativnalize news?” “Why do re-
purters always tahe things vut of conteat?” “Why do the papers report
wrong facts?” News reporters complain. “What arc the schools trying to
hide?” “Why do the trustees evade vur questions?” “Why do we have to-
wade through ‘pufl” terminology before we get to the real news?”

Cutlip and Center (1982) note that “organizations want ncws
reported in a manacer that will promote their objectives and not cause
them trouble” while “the press wants news that will interest readers and
viewers.” Conscquently, conflicting interests are present on both sides.

Today, community colleges face a-crisis that is even more severe
than dwindling cnrollments and financial support. colleges lack the
public’s confidence in the quality of their product — education. Inlight of
this situation (and in light of the publics right to remain informed about
the institutions they support), it is cxtremely important for trustees to
work cffectively with the news media. Trustecs must take the lcad by
understanding how the news miedia functions in a democratic socicety.

G F Peuy (Ed Y Actice Trusteeship for « Changing Era New Directions for
. Gommunity Colleges, no 51 San Franasco Jossey-Bass, September 1985 55
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It is essential that the media and the trustees make up a team to
sausfy the publids right to know as well as report un the many services
and programs that community colleges have w offer. According to
Movshovitz(1975), trustees should keep in mind the three “Cs”™ of media
cominunication — continuity, candor, and consideration for mutually
rewarding relationships. Contruversy is indeed news and news reporters
are more willing to help the olleges interpret crudial issues if college
administrators or trustees initiate information.

Bagin, Grazian, and Harrison (1972) suggest that trustees.
“Treat newsinen as you would like them to treat you, Respect the fact that
they are trained professionals in their ficld just as you arc in yours.
Accept their right to probe into-a-olleges budget to-keep-the public
infurmed.” Reposters who are un friendly terms with college sources
gencrally will mahe every cffure o be fair when controversy does de-
vclop. Helping them to meet their deadlines is alsu apprediated in times
of controversy.

Protecting Your Institution’s Image

The image of o community wollege is dependent on how the
public purecives the college’s progress and prograins as well as how it
handles problenis. That image can be affected positively by many
factors:

* Solid relationships with community and local press

* Open flow of information to and from the college

¢ The president acting as spokesperson for the college

* The trustee acting as goudwill ainbassador to leadership and

service organizations in the community.

Attitudes toward institutions are formed over time. The best
defense against unfortunate publicity surrounding-a crisit is asustained-
program of media coverage. In addition to the medie, newsletters,
advisery committees, community seivices, vpen houses, and many
other activitics shape public opiniun about your institution. The absence
of a well courdinated prograin of public information invites a variety of
impressions, many of which inay be negative and may make the vital
diffence batween suceess and failure in maintaining the mission of the
institution.

For example, Oakton Cummunity College, Ilinois, has had
successful relations with its fourteen surrounding cuommunities by dis-
tributing weekly press releases. While there are prus and cons to this
appruach,-Oaktun has maintained an ungoing, consistent-public infor-
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mation program by using ninc suburban weekly and daily newspapers
in their district of 100 squarc miles.

How docs this program work? The community relations office
wnites ten to fifteen press releases per week conforming o Associated
Press style and format. The releases are well written, ..over a varicty of
topics, induding spedific features about students and faculty, and offer
newspaper cditors, who are short un help and working against dead-
lincs, a consistent flow of infurmation that needs no editing er rewriting,
The releases can then be inserted as is into the paper. The press releascs
and photos are bundled up into fifteen different packets weekly and sent
vut by courier to cach newspaper office. This ensures prompt delivery,
and the results are worthwhile. a press release analysis shows 75 percent
usage of relcases in ten out of fiftcen newspapers.

Packets of newsdlips are collected weekly and sent to trustecs,
administrators, other newspapers, and sclected community leaders.
The dips show the wide varicty of programs and-services that Qakton
has to offer and promotes the image of an active college responding to the
nceds of its community. The wllege and suburban newspapers have an
unguing couperative partnership. the newspapers have a solution for
persunned shortage and lack-of educated reporters, and Oakwn College
receives high visibility and recognition,

Variables Affecting Image

Trustees and administrators should be concerned about their
institution’s image for three reasuns (Kotler, 1982). (1) They need to
know how thein institution is pereeived in relation to competing institu-
tivns, (2) they needto know how they are prrecived by students, parents,
and community leaders to mnaintain their continued support and cnroll-
‘ment, (3) they need to monitorany-negative changes in image over time.
Tiustees should note Kotler's definition of image as “a sct of beliefs thata
person or group holds of an object or service.”

How image is maintained or changed is dependent on many
factors. goud public relativns programs, visible presidential teadership,
and support of the trustees as goodwill ambassadors for the college’s
mission, policies, and programs. This is no casy task, but it certainly
brings lung term benefits o the college and to the community. The
variables that affect a college’s image are public upiniun, the commu-
nicaturs of public vpinion (the media), and the quality of the service
provided by the college.

The news mediais most influential in shaping the publicimage of
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the wllege. It affects the community’s attitude toward the institution as
well as the institution’s sense of self worth. Reporters should be encour-
-aged to attend all public board mectings. If nonpublic mectings of the
buard arc allowed, these should be kept to a-minimum and the presence
of media representativ es should be considered. If an understanding can
be reached that reporters will only gather background information at
nonpublic mcetings, it is possible that confidentiality can be
maintained.

Public information personnel on the college staff are a necessity.
The news media should be well supplied with releases about college
activitics. Su duing saves reporters time in obtaining the information
and rescarching-the facts and fills space or time for-the media.

How much covcerage any institution receives depends on numer-
vus factors induding size, quality of programs, coopcration among
administrators and faculty, and the varicty of ncwsmaking people and
prujects. Most important arce the services of a competent public relations
officar whu is supported by an adequate staff, and trustees should heed
‘the advice of this person. Many administrators and trustees who accept
advice from their laws 15 and physicians think noihing of ignoring
advice about -press relativns when it comes from a -public relations
person.

Itis alsu important to establish a policy of upenness and candor in
dealing with the press. One of the most valuable asscts is having the
confidence of members of the press. Nothing is more disconcerting than-
sumceone who trics to mislead a reporter by misstating facts, omitting
pertinent information, or providing misleading infurmation. A guod
reporter will chedk other sources and other trustees. It is the reporter’s
job to get the story that he fecels the public has the-right to-know. It is
usually more accurate if it comes from ofhidial sources rather than
sceondary sources. According to Ivey (1979), seven cxamples of com-
munication barricrs -are.-(1) sceretiveness, (2) the “no-comment” syn-
drome, (3) modesty, (4) fear of collcagues, (5) semantics (translating
technical jargon into pupular terms), (6) withholding information, and
(7) interua, fear of report selectivity.

Public Relations Policies

It is also important fur trustees to approve a policy on commu-
nications that defines and guides actual practices. Concceiving and writ-
ing the policy can help educate trustees and other school officials. Both
trustees and individual trustecs have important roles to play in the
implementation of the communication policy.

O
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The board's duties and responsibilitics are. (1) to see that the
cummunications policy is implemented, (2) to communicate directly
with the public through the buard’s open mecting, (3) to mmunicate
dircctly with the -public through appearances before school and- civie
vrganizations, and (4) to commnunicate directly with other governmental
budics and their members (for instance, state and national legislators).
A note of caution. Buard memnbers must be careful to avoid usurping
public relations duties of the president.

Role of the Chairman

Trustees who are not chairmen should realize that the relation
between the college president and chairman is unique. There will be
cioser-contact and understanding between the two than with-the rest of
the trustees. In cases of media intervention, the president must have
direct access-to the-chairman for counsel and support when adminis-
trative decisions or interpretations of policy must be made. Some board
members may feel left out if they are not sufficiently informed of
significant dedisions made or actions taken under such conditions.
Buard chairmen should communicate tactfully with the entire-board to
resolve such problems.

Cummunication is the key to guod working relationships. All
neeessary information should be provided for review by the chair, who
should sharc this infurmation with-the board as suun as pussible. In some
cases, atedephone pool of available board members is necessary. Like the
chair, the other trustees should- support their president publicly. By
strengthening the president’s immage in the community, for ulty, staff, and
trustees will be justifying their good judgment in sclecting him. A
presidents weaknesses should be compensated fur by board strengths.

Trustees should also guard against dabbling in admiristration.
The buard scts policy but must allow the president to administer the
pulicy. The board should also provide vppurtunitics for the cominunity
tu become acquainted with the president by organizing mectings.

Who Speaks for the College —Chairman or President?

Doces the board chairman or college president speak for the
college? This 1s a troublesvme question. Sume board members fecl it is
their right to speak for the college with the president acting as their
administrative assistant. It is their view that they uvperate under a

' mandate from the voters and that they are-thus legitimate institutivnal
l
!
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spokespersons. At other colleges, huwever, the president is lovked upon
as institutional leader and spokesperson. In any case, the question that
all trustees must o refully wonsider before sharing informe.ion with the
press-s the question of institutional image. Anything that .. ustees say or l
hint at will affect public upinion about the college. In-service workshups

should thus be a prerequisite for all trustees, such workshops should

focus un the many facets of public upinion, cotmunity power structure,

college marketing, and public pereeptions of the college’s program and
administration.

Marketing the Message

Education is the biggest untold stury in American journalism.
Stories on education must compete with storics on rapes, fires, plane
crashes, and political corruption. Editors do not want t hear what
cducators say unless it involves school dosings, activist groups, sirikes,
or wollective bargaining, and few reporters want to report on education.

The American media dues an inadequate job of covering higher
cducation, but educators must sharc at least part-of the blame. It is
important that trustees understand readers’ pereeptions before informa-
tion is shared with news reporters. The first principle is that communica-
tion 1s a mutual act. In his speech to the Hlinuis chapter of the National
Schoul Public Relations Association in Nuvember, 1983, Patrick Jack-
son, former president of the Public Relations Sudiety of America, sug-
gests that only 20 pereent of the people will remember your message if
they only hear it, 30 pereent if they hear and see it, 50 pereent if they
heay, sce, and say it, and 90 pereent if they hear, see, say, and do it. This
is why itis important to get cotimunity constituents into the community
college.

How dues information travel? Diffusion theory-explains the five
steps a person gocs through in the process of becoming convineed. (1)
awareness, (2) interest or information secking, (3) evaluation, (4) trial,
and (3) dedision. Communicativn is part of all five steps. However, in
moving from step one o step five, the emphasis shifts from media
comuiunication to personal communication — from reading about it in |
the newspaper to talking to unc’s.neighbor. This is why trustees cannot
rcly solddy un incdia communication. There must be individuals who
can personally tell the community college story.

How du community residents respund to this diffusion theory?
According to Jackson, the following is true. 3 percent of the people will -
be zealously for your cause, 40 pereent will be on your side, 10 percent
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will be undecided, 40 percent will be vppused, and 5 pereent will be
zcalously against your cause. In urder to have the majority favor your
pusition, do not try to convince the upposition. Shape your messages for
the 10 pereent who are undedided. To share messages, dv not siiffen
resistance by asking for a-willing suspension of disbelicf. Emphasize the
benefits and view the issue through the publics point of view, not the
college’s.

Accurding to Kindred, Bagin, and Gallagher (1984), presenting
unly vne side of an argument often causes readers to feel that they are
being talked down to. Intellectual peuple with guud educational back-
grounds tend to be more influenced by two-sided messages, while per-
sons of lesser intellectual ability tend to be influenced by vne-sided
messages. Further rescarch has yiclded. condusive findings about
whether the opening or-closing.of a mnessage should contain the more
important content. By starting with a weaker point, an interested audi-

-ence is:-more likely-to be arvused-when-the -important-points-arc pre-
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Trustees fail to realize that people tend to read, watch, anc listen
to onnunications that arc in agreementwith their beliefs and interests.
They only hear or read what they expect to hear or read, rarely what the
message ddys. Peuple also remember the content of a message that
supports what they believe more than they remember sumething antag:-
vnistic o their convictions. When few opinions have been formed,
people will be -more receptive to a well devised communication. When
opintons are fixed and strongly defined, however, the chances of achiev-
ing attitude change are slight. Thus, it is better to work with existing
attitudes-by trying to slighty redirect them.

Trustce Actions and Strained Media Relations

[tis not unusual that bad press can result from individual actions
of buard members. Svme bad press may be the result of decisions made
at regular board mectings. For example, if a bid procedure is violated
and a distant vendor is approved over community vendors, public
wmplaints will eventually come to the attention of the press. While
controversial decisons may be inevitable in somne cases, the buard should
plan strategics, dutescarch, and provide statements for the press well in
advance 0 that issues are met head on and the public is kept informed.

There are also individual trustees who play to the press for
pulitical or persunal reasons. Instances of these types of trustees are
identified below:
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1. Trustees who invite reporters to a board meeting for a special
self-interest agenda item.

2. Trustees who spring unexpected motions or statemnents on the
floor that have littie bearing on the business at hand.

3. Trustees who excuse themsclves from the board table to speak
to the press as a private citizen on a specific issuc.

4. Trustees wholeak an item to the press from executive sessions
on.personnel, real estate, or other sensitive matters.

5. Trustees who use the “Letters to the Editor” column in local

papers to disclain-or rebut editorials and stories. (This can work both-

ways-dcpending on the circumstances.)

6. Trustces who strive to get their names in the news, speak for a
specialinterest group, or try to build up their egos.

7. Trustees who innocently make off the cuff comments on con-
troversial matters over luncheons or cocktail partics, these comments
can-lead to distortions or misunderstandings.

Frum the above, one might get the impression that all actions of
the buard wontribute to the negative side of media relations, this-is not
the case. Many boards engage in positive approaches to foster solid
wurking .clationships between the media and the wllege. These ap-
proachesindudc trustees initiating icgislative breakfast or dinner mect-
ings, being available for talk shows or to talk about school matters to
service urganizations, supporting college functions by being present,
being knowledgeable about all schoul matters and progress, and aiding
in urganizing college/community support groups to visit the college.

Medie representatives are also prone to call trustees at all hours
to get-their story. Itis the job of a reporter to get thetrustees to tatk. Tt is
nut always the trustee’s jub to respond. Investigative repurters, part-time
tcpurters, and repurters in transition are not cager to cover education
-unless somic contioversy surrounds it. Building rappurt with a new
tepurter every three months is a difficult task for the public reiations
dircctor, prosident, and tustees. Trustees should Lo prepared to support
their position if they arc in a minority voting on a major issue.

Guidclincs for Dealing with the Media

Hartstein (1984) presents the fullowing guidelines for solid, cftec-
‘tive trustee-reporter relationships:

. Attempt to influcnce the organizational structure at your
colleges su that a high-level, competent public relations professional who
understands the courting of public upinion is available to the president
and others.

LRIC 6




63

2. Be surc that the college has goals to be met in media relations
and that the goals are regularly evaluated.

3. Make a communication audit of your own news dippings
and uther commmunications cfforts to sce what types of storics were
gencerated from your releases and other efforts. This could involve a
press release analysis on a monthly basis.

4. Idenufy all newspapers, radio, and public affairs programs
that reach your intended audience.

5. Know what papers your reporters are affiliated with and the
types of stories they have written. Update the list of repurters monthly.
(The educativn beat is not the most popular one and loses reporters
regularly.)

6. Do your utmost to understand the workings of media, its
deadlines, and special requirements.

7. Become familiar with the freedom of infurmation act and the
open meetings law and--realize that Loth- foster ¢ new openness in
communications.

8. Try to inform the college of items that affect them before
guing to the press. If you are guing to reduce staff, do not have the faculty
learn of it from their neighbors or read about it in the local paper.

9. Release buth good and bad news. Sometimes trustees will
nave to mahe unpopular decisions — dosing down a worthwhile course
duc o small enrollients, hmiting number of faculty because of the
ceunomic situation, and su-on. This vould result in negative pres, in
cither student ot lucal newspapers. Howeve, if trustees are open_and
honest in the way dedisiuns are made, and have a reputation for dealing

fairly with the media, an owasional negative story will -not prove
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10. Try not to be evasive or sceretive. Evasiveness is a signal to
the interviewer that you-have something to hide. If trustees try-to keep
something asceret, une wan be sure thatit will be printed. Tor example, if
yuu as trustess arc guing to release your president and cither refuse to
give the press any reasuns why the action was taken ot how it came
abuut, yuu wan be sure the press will play it for all it is worth, and the
board and school will lose credibility.

11. Make no attempt to suppress news. Iftrustees do not cooper-
ate with the press, rumnors will gain pruminence over fact. Then, too,
suppressed news has a wendency to have more of a lasting effect and-a
more prominent play in the press.

12, Do your humeworh. Do it when you are not under pressure
or in a stressful situation. Take time-to brush up on current items on
campus and recent news stories about the college.

bo




ERI!

64

13. Antidipate key questions, puints of potential interest, hot
spots or controversies well in advance.

14, Prepare answers to key questivns you anticipate, including
quotable quotes ur phrases that present your answers in a catchy way. In
addition-to-quutes, provide a reporter with sume news if you can.

15. Tell the truth.

16. Avoid an argument with the reporter.

17. Resist any temptation to get you to attack others.

18. Challenge any effort to put words in your mouth, otherwise
you may ¢nd up appearing to agree to the puints you disagree with ¢-
admitting something-you do not agree with.

19; Be sure the reporter knows-when you are speaking-off-the
record and advise him-or her ir: advance.

20. If you cannot divulge information, state why in a matter-of-
fact way.

21. Ifyou dun'thnow the answer to a question, say so and offer to
find vut the answer as suun as pussible. Then provide the inforination to
the interviewer, Always get back to a reporter if you committed yourself
to do so.

Conclusion

In conclusion, unc of the most important things o trustee can do
to inmprove media relations is o do his or her job in the most rational,
conscicntivus way possible and remembzr always to suburdinate per-
sonal egu needs. I all the above is heeded, your trustees and your college
should be a reliable, suught-after svurcee of institutional inforination.
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This chapter defines the proper role of trustees in the
accreditalion process, suggests concrele and positive
approaches to trustee involvement, discusses factors that
negatively affect truslee participation, and recommends
Juture possibilities.

The Trustee Role in Accreditation

Howard L. Stmmons

Philusophically, at least, most agree that trustees are an important
wonstitucnt group in the community wllege and should therefore play an
active role in sclfstudy, evaluation, and planning prucesses. More often
thaunot, the participation of trustees, exeeptun a perfunctory basis, has-
not-been suught by the institutions themsehves or by accrediting agen-
cies. Even though we may agree that there are numerous ways to
actvely involve trustees in these inportant aspects of higher education,
there are several 1easuns why community college trustees may not have
been actively invohved induding their own reluctance and the belief of
faculty, administraturs, and accrediting officials that rustee involve-
ment could lead to interference and vverextension of truswee power, This
chapter defines the proper role-of cominunity wllege trustees in the
accreditation provess, suggests conerete and positive ways for trustee
imohcment, discusses factors that may negatively impact trustee par-
ticipation, and recommends future possibilitics.

Fur background, @iave relicd -heavily on my own experiences as
a community wllege faculty member and administrator and as an
acerediting official. (This latter role has provided insights about two-
year college governance unobtainable in any other way. This is particu-
larly important since rescarch un this aspect of community college
governing buards is almost nuneaisteni.) Thus, many of the conclusions
reached are experientiaily based. Other uscful resvurces un dhis topicare

G F Pty {Ed j Agtur Trusteohip for 8 Chanping Ers New- Directions for
Communuy Colleges, ne 51 San Francisco Jossey-Bass, Seprember 1985 67
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The Boards Role in Accreditation (Association. . .,1982) and Functions of
Boards and Trustees in Higher Education (Commision . . .,1981). In addition
to having read numecrous sclf-study and ev aluation reports emphasizing
trustee and college relatonships, I have been fortunate in the middle
states region to have interacted with trustees on alinost every visit to
community college campuses. [tis important o add that representation
of trustees at self-study.//ev aluation vricntation sessions has been consis-
tently high.

Rationale for Trustee Involvement

That an accreditation agency will take action on an institution’s
status following-the sclf-study and-evaluation processes-becomes-of less
importance when one considers that the primary purpose for undertak-
ing sclf-assessment should be institutional improvement. More impor-
tant, the sclf-study is, u1 should be, only a partof the planning process —
ur-the initial assessment phase — and should furm the basis fur further
mission review, program planning, resuurce allocation, and the like.
This is predisely the point at which community college trustees should
exercise their greatest prerogative in the acereditation process, foritis in
the planning process that basic decisivns fur the college are formulated,
broad paramcters arc vutlined, and overall prioritics are established.
Zwingle (1973) condudes. “Disengaged fiom the daily demands of
upcrations and the daily pressures-of individuals and groups, the board
is in a pusitiun to pressfor priorities, buth-shurt-tern and long-term”
(p. 31).

Itis unlikely that the self-study process un campus can be consid-
credreally successful should there nut be svine assurance on the parcof
thusc involved that resulting reconnnendations will be carcfully consid-
cred or at least have sume basis in 1ealiyy. It does no goud to complete a
sclf-study repourtthat is at variance with the privrities established by the
board of trustees. Since these privtitics are usually found instrategic and
lung-range planning documents, itis lugical that trustees be significantly
and actively imvolved on institutional planning committees or task
forces. Furtha, there should be some forimal relationship between the
institutional planning group and the self-study steering committec,
thereby providing additivnal opportunity for trustees v participate
actively in the accreditation process.

The Trustees’ Role

What is the proper role of conununity college trustees in the
institutional sclf-study process? Clearly, most trustees do not feel com-
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pelled or consider it appropriate to serve personally on institutional self-
study steering conunittees and work groups. Moreover, some trustees
and other college constituent groups (faculty and administrators) are
concerned-that such involy ement night result in a less candid self-study
report, ur at least cause vther participants to feel intimidated, particu-
larly at thosc institutions where semec trustees arc already perceived to be
overly imvolved in the day-to-day administration of the college. Potter
(1976), who assesses the proper role of the board, argues that “the
cffectis ¢ board insists on being the policymaker for all a pects of institu-
tional lifc but refuses to meddle in the adainistration of the college” (p.
2). Howes e, sume campuses have welcumed active trustee participation
in these groupsand hayvebeen aware of the useful perspectives provided
by tru.tees, particularly with respect w cominunity needs, public rela-
tions and image, placeinent opportunitics for students, availability of
resourees, and su on. Obviously, the degree and level of trustee par-
ticipation invols ¢s « number of factors, depending on the institution, (1)
the degree of trustee knowledge of and interest in the self-study activity,
(2) the forn of college governance, (3) the quality of relations between
trustees and faculty/staff, and (4) the furin of self-study. Experience in
the middle states region suggests-that-real-involy ement of-community
ollege trustees is inherent in self-study processes, trustees are regularly
inforined of the study’s progress and have an opportunity to review the
final tepurt before it is submitted to acerediting bodies, evaluation
teams, and other appropriate bodics.

Even though not all community college trustees will have the
uppurtunity to participate fully in general institutional self-study pro-
cesses, there is absolutely no reasun why tustees should not carry out an
appraisal of their own effectiveness, o1 of the college itself. The former
president of the Assodiation of Governing Beards (Zwingle, 1975).
agrees. “Whercas the acacditing Lodies give a periodic audit of the
academic quality of an institution, vnly the governing buard o n invite
an audit of itsclf and the total health of the institution” (p. 14).

Indeed, effective cummunity college tiusiees are recugnizing the
v aluc of appraising their own performance and accountability in a more
systematic way by usc ofan ex aluation instruinent. Obviously, such self-
assessients can be carried vut by utilizing both commerdially prepared
and inhousc instruments. Even though the interested community col-
lcge boards wants the most reliable data for its analysis, the form of the
insttumen should be less important than the rativnale for carrying out
the sclf-evaluation procedures. Polk and Coleman (1976) emphasize
that the instrument need not be complex and should be “designed

primarily to stimulate thought among the board members. . ..* Those
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trustee buards seeking to implement such a program of sclf-evaluation
should get assistance from groups such as the Assuciation of Community
College Trustees (ACCT), the Assuciation of Goyerning Boards (AGB),
state ur regional comnmunity college trustee groups, or regional accredit-
ing bodies.

Once widely used instrument isthe AGB Self-Study Guidelines and
Cniterta_for Governing Boards of Communaty Colleges, whose adniinistration
and analysis arc usudlly followed by a wurkshup ur retreat so that a full
discussion of the findings and implications can be realized by all trust-
ces. Since this instrument also assesses the buard inembers” relationships
with other college constituent groups and their pereeptions of the col-
lege’s interaction with the community, 1t nicely- coniplements the college’s
sclf-study process. A carcful analysts of the results usually indicates
whether board adupted policies are being implemented and whether-the
bouard is fully aware of the college’s administrative and academic fune-
tions. Further, the results of the self-assessment can be used by the board
in institutional planning and in formulating future policy.

Now that the internal evaluations and assessments have been
completed prior o an cvaluation visit, the board of trustees should

become actively involved in reviewing the self-study report before itis-

submitted to eaternal groups. Tt should be emphasized that the review
docs not give the buard license o unilaterally tamper with or make
alterations in a document that has been prepared presiously by faculty,
administi ators, and students. Rathe, it suggests an opportunity for the
buard to xamine the document 1n light of the college’s mission, re-
sources, outeomes, and board policies. Such areview —to be followed by
suggestions, if auy, to the canipus steering commuttee — should be con-
ducted dnough the ofice of the president and should at no time giv e the
appearance that the buard wishes to substitute its judgment for that of
the college’s steeting group on which trustees may have had
representation,

That the sclf-study process and its results are usually viewed as
an important phase of the institution’s continuous planning process is
cven mote reason why the board should make every effurt o utilize the
results of the self-assessment to expand, contradt, or reorder its pri-
uritics, vl to revise old policies and formulate new policy. As long as
follow-up of sclf-study reconunendations also involves vther constituent
groups via the college’s governa, e structure, the trustees should be well
able to provide significantinput at this stage of the acereditation process.
While actual reviews of planning processes will depend on individual
institutional circutnstances, the reviews should involve, at minimum,
the board’s-commiittee vn academic affairs-ur a standing cuommittee on
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planning. What has been described or suggested to this point assumes
that the full board has been periodically informed of the progress of the
self-study by the chief exceutive officer (CEO) or the CEO’s designec.
The hnal report should be discussed fully at a regular or plenary session
of the board so that every trustee will not only be aware of its contents but
will unders:and the rationale for rccommendations, especially in areas
where the college may not have met its goals and objectives or may bein
serious noncompliance with the standards or policies of the accrediting
body.

Having readicd itself for the evaluation team visit, the college
must ensure that the trustecs continue to be active participants in the
process. Aside from formal orientation activities that occur at the outset
of the visit, there is an absolute need for the trustees — especially in the
community college — to meet with the teamor its chair during the visit so
that the trustees perceptions of the college and their visions of the
college’s future growth and development can be captured. As for the
tcam, this meeting provides an-opportunity to determine whether the
board fully understands its role, is supportive of the college’s mission,
and 1s adequately informed of the college’s strengths, concerns, and

prospects. Provided the mecting is concucted properly and the right

mgquurics are made by the trustees and the team, the experience can be
quite valuable to both groups. For example, the trustecs may learn more
about the value of self-study and the accreditation process and the team
members may become better acquainted with-the college’s governance
system and the quality of institutional decision making. Finally, the
board should be represented at the exit conference, even if all members
cannot be present to hear the team’s findings. Aside from being able to
get the results directly, the board may be appraised of deficiencies that
are 1n its domain to correct even before the final report of the team is
received by the college or before action is taken on the college’s accredita-
tion status. Once the final team’s report is received, however, it is the
board's responsibility to review the report and to make suggestions to the
present for possible inclusion in the institution’s response, particularly
where the report speaks directly to the board and its role and functions.

Liven after the college has reccived the accrediting body's notifica-
uon of status, the board’s involvement is not over. The board must work
with the president in responding to major recommendations and in
determining how the evaluation results will affect current and future
priorities.

Other Arecas of Board Involvement

How elsc-might community college trustees be actively involved
in the accreditation process? First, they may be requested by accrediting.
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bodies to serve on visiting teams, on special committees or comunissions,
or as consultants. Community college trustees who have had significant
experience in self-study and assessment can serve as consultants to other
boards and cither assist in the resolution of specific problems or provide
general orientation to new board members. Since most of the new
trustees will not have had any previous cxperience with the acereditation
process, this service will be invaluable to their more complete under-
standing of the college’s mission, goals, and objectives and to how these
relate to outcomes and the accrediting agency standards. Moreover,
trustees can be given realistic and concrete cxamples about expected
behavior-of trustees and how effective stewardship can be maintained-at

‘the highest professional level.

Second, community college trustees can attend regular and spe-

«cial meetings of acerediting bodies in urder to become better informed

about the conduct and rules of the agency. Besides becoming more
knowledgeable about the policies and standards.of the accrediting
bodies, the trustees become aware of the difference between theneed for
quality and accountability and the need to ‘protect the institution’s
autonomy, especially when the agency becomes overly prescriptive. This
is not-to-imply that this is a problem but rather to suggest that trustees
should be aware of the institution’s rights and responsibilities in the
accreditation process.

Third, community college boards must be cognizant of college
involvement in programmatic reviews other than the regional or institu-
tional self-studies. While it is the president’s responsibility to keep
trustees informed of the review schedule and rationale for it, trustees
should be proactive in geuting this type of information. Naturally, ac-
creditation reviews arc not conducted without cost to the college; thus,
the trustees should understand what impact the reviews will have on the
budget The key question to be considered by the trustees will be
whether this-particular evaluation and the accreditation process results
in improvements in the institution’s quality and- outcomes. In most
cases, the answer will be in the aflirmative and the funds for sclf-study
and evaluation will have been well spent, especially when benefits accrue
to both the institution and its students. Thus, financial considerations
should not be the deciding factor as to whether or not a particular form of
accreditation-is sought.

Finally, trustees in the tominunity college can become goodwill
ambassadors helping community-groups and the public at large under-
stand the college’s mission and outcomes and ultimately how the ac-
¢ itation process serves as a factor in the improvement of the college.

To summarize, community college trustees can be actively in-
volved in the accreditation process in numerous ways, including:
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1. Being active participants in reviewing the college’s mission,
goals and objectives;

2. Making a strong commitment to continuous institutional |
planning, stratcgic and long range;

3. Participating, where appropriate, on sclf-study steering
committees and special work groups related to trustee con-
cerns (governance);

4. Conducting their own sclf-evaluation and internal institu-

tional assessments;

Meceting with evaluation and review teams to provide the

board’s perspective;

. Attending the eattinteryview cunducted by evaluation teams,

Participating on evaluation tcams, as appropriatc;

8. Attending workshops and conferences on accreditation
spunsured by accrediting bodies and other groups, includ-
ing ACCT and AGB;

9. Keeping abreast of the institution’s involvement with the
total range of accrediting activities, including both institu-
tional and specialized reviews; and

10. Promoting the value and meaning of accreditation to the

community and the public at large.

At any point in the acereditation process, the board member’s
invouly ement should be related to her ot his right and need to be informed
about important issues facing voluntary accreditation itself, community
wlleges in particalar, and higher educatiun in general. As o major
constituent group of the college, trustees must be active participants in
keeping with their role.

(4% ]
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positive, productive collective bargaining procedures.

Trustees and Collective Bargaining

Robert V. Moriarty

|
: Trustees. play-an important_role in leading the institution to

Fui more than a century, public education in America has witnessed the
rise uf teachers’ organizations and their evolution-into unions. By 1972,
the total number of teachers in the clementary and seeondary schouls
had incrcased over 265 pereent since 1944, and nearly two-thirds of these
teachers belonged to the Ametican Federation of Teachers (AFT) or the
National Education Assuciation (NEA) (Moore and Marshall, 1973).
Similarly, the public community colleges and technical institutes
eapericnced a dramatic inccase in the-number of eachers employed as
well as in their aftiliation with teachers’ unions. In New York in 1972, for
example, 119 of the 138 scparate bargaining units in higher education
were invobved in community colleges (Duryea -and uthers, 1973). By
1982, uver onc-half ol the community college districts in Ilinois were
engaged in collective bargaining., More than 90 pereent of the faculty
teachingin these districts were recognized by cither the AFT, the NEA,

| or affiliates (Marzano, 1984).
! However dramatic the incrcase in teachers’ univnization -has
appeared since World War 11, it palesin cotnparison o the expansion of
i bargaining units in response te state statutes over the last ten years that
i mandate collective bargaining for the employces of public conrmeunity
colleges. For caample, in New York, 90 percent of all community colleges
were organized within five years of the passage of such laws (Duryca and
others, 1973). Further, with the passage-of such laws effective in Illinois
|
|
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in 1984, almost all districts are atteinpting to negotiate with a collective
bargaining unit.

In many cases, such negotiating rights have been extended to,
and daitned by, nonfaculty, induding technical, derical, and other
support employees.

On 4 national scale never before experienced, trustees have had,
at this time in public community wollege history, to deal with the
technically demanding, time consuming, unpredictable, and emo-
tionally draining process of collective bargaining with faculty and other
groups of employees.

Activist Trustees

The negotiations process has all the allure and potential conse-
quences of a flame for a moth for those activist trustees who fail to
daLquire an appropriate perspective un this process, who are unclear or
unsurc as to the tustee 1ole, and who are unwilling to become involved
in the essential planuing for the process. Trustees must understand how
collective bargaining at comnmunity wlleges differs from collective bar
gaining at uther institudons in the public and private sectors. Further,

trustees must understand the cnormous impact collective bargaining

can-have un-the dynamic relationship among trustees, faculty, adminis-

‘tration, students, and wminunity. The quality of that relationship wan
‘be cither enhanced or vitiated by the collective bargaining process, and

the behaviors and attitudes of trustees — as pereeived by other parties in

‘the negotiations — are the most critical elements in campus collective

bargaining.

The bargaining process has significant potential fur impact, both
positive and ncgative, vn the general psycholugical health, economic
sceurity, and instructional vitality of community colleges. This chapter
presents @ model of the way in which @ community college, under the
lcadership of its board and with the woperation of other players in-the
systein, an offect @ workable collective bargaining agreement without
potentially -disruptive bihiavier and can bring an increaszd sense of
commitment and responsibility to the college.

Distributive Versus Integrative Approach

[tis likely that, before the end of this decade, the overwhelming
majority «. public community colleges will be involved in collective
bargaining. Districts will cither employ under-prepared administiators
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or vutside negotiators, this has been described as the distributive ap-
pruach 1o negotiations. This approach, the most traditional and per-
vasive in the private scctor, assuines that the partics involved in negotia-
tions are adh ersarial, that their goals arc in conflict with cach other, and
that one party’s gain is the other party’s loss (Millerick, 1983).

While the negotiations process is potentially a way of problem
selving or wnflict resolution, the assumptions of the distributive ap-
proach all wo often make collective bargaining part of the problem
rather than the solution. Cummunications become more limited and are
more mnanipulative rather than-informative. Real interests are hidden,
while attempts are made to mislead. Information becwomes more and
more disivrted as attempts at manipulation increase and positions
rigidify. Constructive dispute becomes disruptive, cooperation is inhib-
ited, and aggressive, confrontive behavior increases. As une researcher
noted, the traditional approach to bargaining in an era of dwindling
resources suggests that camnpuses “shallbe fighting more-and morc-over
less and less” (Birnbaum, 1983).

The picture painted is admittedly grim but not cxaggerated. In
one respect it is incomplete, for it does notindude the eventual outcome
of organizativnal dysfunction —the strike. Those trustces who have
eaperienced the agony of a college under strike have regretted the
husulity, bitterness, disrespect, indignation, and confusion of the
community.

The antithesis of the distributive approach to bargaining is inte-
grative bargaining or principled negotiations. This approach is predi-
cated un an assumption of genuine interest in the mutual exploration of
problems, juint fact finding, and joint problem solving (Millerick,
1983). Scveral professional studics support the validity and cflectiveness
of this-appruach. Millerick describes the Harvard Negotiation Project
report, Getting to-Yes, thatey aluates this approach as a workable, st aight-
forward mcthod for the negouation of disputes “without getting taken —
and without getting nasty” (Millerick, 1983, p. 38).

Integrative bargaining provides the philusophical assumptions
as well as the general coatext in which negotiations can occur. It under-
acutes the premise thet the pariics to a collective bargaining agree-
ment — the buard. and its adininistrative agents and the union and'its
member faculty = have a-common arca of interest. This shared goal is
the creation and maintenance of an environment whercin the highest
quality of instructional service can be provided in an cffidient and
cffective manner by professionals who are sufficiently supported and
appropriately cooperative.
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The Creative Use of Neutrals

Although the integrative approach provides o nccessary founda-
tion, -itis notin itself a-sufficient conditivn for produdtive negotiations.
The other neeessary clement is the use of neutrals. Neutrals are profes-
sional facilitators who .are expericnced with the issues and jaigon of
public community wlleges. Traditivnally, neutrals (or mediators) would
not be invohved in the negotiations process until an impasse had been
reached between the parties. In this proposed model, neutrals would be
involved frum the beginning of the planning phase, These neutrals
would be scleuted jointly by board and union and both their fees and
expenses-would be shared by both parties.

This approach to collective bargaining in « community college is
not without precedent. The Institute of Higher Education at Teachers
College, Columbia University, wonducted an experimental test of this
approach at Atlantic Community College in 1981 (Birnbaum, 1983).
Despite (or perhaps because of) a lung history of bitter, and contentious
contract bargaining using the traditional-approach, both partics were
willing w attcnpt a radically different approach to negotiations. Begin-

ning with prencgotiations date gathering, the-neutral suiveyed numer-

ous faculty, adininistrators, and buard members in order to identify
their pereeptions of the organization’s problems. The neutral then struc-
tured aworhshiop for all parties to receive feedback from the survey and
tobrainstonn possible solutivns. The workshop was charaucerized by an
evalving scnse of understanding of the other sided position and was
achieved-in-a nonadversarial cnvironment.

With the commencement of formal negotiations, the neutral
became aconsultant un the bargaining process. For example, the neutral
was able to identify potential arcas of agreement and point these out to
both sides Having attended all formal sessions as well as having been

presentfor all caucuses of buthsides, the neutral was able tohelp the

partics understand the propuosals and counterpropusals and their real
implications.

After successful negotiations of nonmonctary matters, issues
related to salaries and fringe benefits were discussed. At-this point, the
former disruptive, antagonistic behavior emcrged and resulted in an
impassc. Since the ncutral had established a relationship with both
partics, he was able to assumie the role of formal mediator and success-
fully assist the partics in reaching an agreement. Followup ey aluation of
the pruject indicated that significant attitudinal changes as well as
improvanents in communications had vecurred between the parties

(Millerick, 1983).
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The Adantic Community College project is a study of the com-
prehensive utilization of a neutral in the negotiations process. There are
other examples of the suceessful employment of a third party neutral in
collcctive bargaining at other levels of education,

The Win-Win Approach

An illustration of a more stylized and structured approach to the
third-party ncutral in collective bargaining of particular relevance to
trustees is found in the model developed by Irving Goldaber, a noted
sociologist specializing in conflict management (Moriarty, 1984). The

‘Goldaber model, described as ¢ win-win approach to collective bargain-

ing, is bascd upon the cuncept of shared goals in contrast to the tradi-
tivnal, distributiv ¢ model of oppusing values. In this model, the survival
and best interest of the district as a whole are the logical shared goal of
both the union and the board.

This approach requires the formnal adoption by both parties of
various prutocols-or rules-that guvern -the entire bargaining- process.
These protocols underscore the couperative mode of this approach,
fucusing un theinteraction between the actual parties o the agrecment,
that s, the entire board and the employce representatives. Adminis-
trators, as well as external univn representatives and legal counsel for
both partics, serve only as resource persons, The protocols typically
prescribe an intensive, weekend-long discussion on all concerns ex-
pressed by the board and by the union. For the cnsuing three weeks,
Jjontbuard-union committees consider thuse concerns in depth, with the
goal of reaching sesolution within the committees. The process is com-
plcted at-another intensive weekend session, at which time the agree-
ments and any unresobved matters are reviewed. The parties have
agreed to consider allissues untila contractis.achieved. The probability
of this vutcome is increased, since juint-board-univn committees have
already reached implicit agreement.

This approach to negotiations rests on significantly nuntradi-
tivnal bargaining concepts. dramatically changed roles of buard mem-
bers, administrators, and buard attorney, a prearranged time frame,
mutual commitmentto that ime frame as well as to cooperation, and the
involvement of a neutral facilitator.

Conclusion

Because collective bargaining has become a reality for trustees in
the 1980s and because trustees want to effect negotiated contracts that

sU
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cnable tne board tw fulfill its fiduciary respunsibilitics while at the samc
time prescrving the spirit, vitality, and commitnent of college employ-
czs, theactivitist trustee must carcfully consider alternative approaches
to negotiations. The putential adv antages of the utilization of neutrals in
the entire process of negotiations arc indeed compelling, as the following
demenstrates:

1. Trustecs who arc legally responsible for the cutcome (the
contract) arc actively involved in the process in a functional manner.

2. Evcn in institutions that have a history of bitter, adversarial
bargaining replete with work stoppages and othes hostile, destructive
behavior, skilled neutral facilitators can cffect increased covperation and
mutual respect among- the board and its -employces. An aproved
climate for learning probably occurs as well.

3. In additivn t a moic mutually beneficial-vutcome, the par-
tics involved in the process learn morceffective ways of problem solving,
a benefit that cxtends beyond the achievement of a contract.

4. Thercis every indication that when-a board and.an employec
group share the cost of a neutral fadilitator, the major expense of
ncgotiations s significantly reduced as coinpared to the-cost of hiring a
professivnal-negetiator for a traditional, adversarial process.

The decade of the1980s has brought new chailenges and prob-
Tems to college trustees. The best interests of community colleges de-
mand that trustces look beyond old approaches and traditional methods.
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The effective chairperson must always emphasize the best
interests of the institution.

The Effective Chairperson

Peter Lardner

The chair of a4 board of trustees may be cither help or hindrance in
respect to college governance. At issuce is the chairperson's leadership
quality. This chapter presenta some theories abuut effective leadership,
eaamines Horts to dassify leadership styles, and makes some pragmatic
ubsery ations about the applicatiun of leadership theories and styles to
the community college setting.

Differences in-the Leadership Role of the Chairperson

The leadership role of the hair differs from other leadership
situations. The board chair is typically clected by peers. In contrast,
military commandcrs or business leaders reach their positions (for the
most part) through a non-sclective process. (An eaception isthe corpo-
rate chief eaccutine officer or buard chair who is clected by corporate
board members.) This nundemocratic process is the norm for corpora-
tions or the military.

How authority 1s achieved is important, because the style and
character of leadership is molded by the environment in which lead-
crship is eacrased. A naval captain in a combat situation or a corpurate
eaccutive inahostile business environment are both in different scutings
than the chair of-a Loard-of trustees of a community college. The latter
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owes authority to the decisions of a peer group whose memlbers have
cqual voting rights with the chain and whose couperation and consensus
arc needed for effective action. With that difference in niind, o consid-
,cration of leadership characteristios and styles can be hldpful in analy -
ing leadership eflectiveness of the board chair.

The Chairpgerson as an Interlocutor

Despite the cnorimous ationtion the topic of leadership has re-
weivaed inthe literature, Luthans (1981) concludes that leadership is still
an uncaplainable -concept or “black boa.”™ He acknowledges pioneer
studices o the naturc of leadership, but argues that these studies suggest
that it is as important to understand the nature of the group being led as
it is to-understand the style of the leader. Reflecting upon theories- of
leadership, Luthans concdudes thae “leadership is an exchange process
between: the leaders and -followers™ and involves the-expectations that
‘both partics bring to the situation. He asserts that “leaders who take inito
accoant and support their follewers have a pusitive impact upon at-
titudes, satisfaction, and performance” (pp. 413-419).

Thus, the chair of a cuommunity college buard of trustees should
be the go between, the interlocutor. The chair inust take into account the
coneerns of all affected by o involved with buard actions; these partics
mnclude not only fellow buard members but alsu students, staff, faculty,
and administrators. This task requires mediation skills. The expecta-
tions of faculty may often conflict with the expectations of administra-
tion, demands for higher salaries, for exanple, inay arise at the same
tinie admiaistrators are trying to cut ur balance the budget. Another
common conflict stans fion student demnands for incrcased -Lourse
offerings in the face of faculty demands for reasunable teaching loads.
The chairperson needs to-contain this conflict and w steer vpposing
partics tuwards vutcomies that are in the bestinterest of the institution,

This is not casily dune. Consider, for-example, the often volatile
atmusphere of public imcetings, during which the chair is most visible
and most vulnerable. Public meetings teinpt the chair to respuadin the
heat of the monient rather than for the good of the institution as a whole.
Peuple chaiiing trustee meetings have, at times, been interrupted by
demonstrating faculty who, wiclding placards, -call-vut demands-and
-draw attention to tneit cause by rude intertuptions. Tempted as th - chair
may be to respond hunanly and abruptly, tae chair does well to subordi-
natc this response to the best interest of the wolicge. How does one
support a scemingly hostile faculty? Without support, how can the
faculty respond to the leadership of the chair?
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Consider that a proposal is made to raise tuition, perhaps with
the goal to provide fair salaries for faculty. Such a proposal is likely to
draw a good turnout of students, probably of varied ages, who will
consider the proposal unjust. They will plead that a tuition hike may well
doom an entire gencration of would-be students to a life of unemployed
bleakness without the benefit of education. The chair may be tempted to
counter with emotion and encrgy and disregard the best interests of the
institution. How-does a chair support students while-at the same time
supporting other constituencics in the college committee?

Even the administration, with whom the chair is usually closast,
may vn occasion test the vision and discipline of the chair. Occasionally,
a dumsy administrator givcs the board an inadequate presentation of an
ill-thought-out proposal that is unjustificd by any standard. While the
chair may be tempted to ridicule or castigate, such action undermines
support, and, at such a-moment, support is what the administration
needs.

Fellow board members are among those who-are most -cooper-
ative when supported by the chair. What does the chair do when afellow
trustec becomes personally attacking, accusatory, and seems intent on
destroying an orderly public mecting? At such times the chair does well
to take a deep breath, count slowly to ten, and remember that what is at
stake is the best interests of the institution. Despite the-temptation to-
mect fire with-fire, the chair must protect-the institution and all of its
constituents, even incuding thuse who may be part of the problem. To
be constructive in a public mecting, the clieir must recognize rhetoric for
what it is. dry tinder that is casily ignitable .ind that has highly destruc-
tive consequences for the meeting and for the institution. The chair
should buffer the institution from rhetoric and be an inexhaustible
source of coolness, calmness, and firmness. At stake is nothing less thaz
institutional progress that will be jeopardized-if the participants satisfy
sclfish interests.

Approaches to Board Leadership

Good leadership may involve taking into account and supporting
onc’s followers, as Luthans prupuses. But what about specific approaches
that might enhance the effectivencss of the board chair? Many theorics
and studies of leadership focus on production situations and cortrast the
leader's emphasis on persons involved with the ¢ aphasis on the product

produced. Blake and Moulton {1981), for instance, have developed a
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on people and production. While such theories may be applicable to
factorics, they are hard to apply t the leadership role exercised by the
community college buard chairperson. -Board productivity could be
thought of as the ability to move through an agenda cfficiently and
quickly. However, analogy between board activitics and factory produc-
tion of incasurable products is weak.

Group performance is determined by a combination of lead-
crship style and the circumstances. Rescarch suggests that a task-
dirccted or hard nused type of leader is the most ceffective in cither
favorable ur unfavurable situations. However, for situations that are
only moderately favorable or unfavorable, a lenient type of leader is
most effective. Translating this to a community college board sctting,
onc unght condude that, in a cisis (or in a niceting where the pruper
course of action is sclf-evident) a directive style of leadership may be
most productive. But theissues addressed: at most buard mectings arc
not always dear cut. Studies support the argument that the chair's best
appruach to leadership is considerate behavior toward other board

. members, adninistrators, faculty, students, and all other college
- constituents.

Onc way a chair can be considerate or supportive is to let other
people do their jubs. A supportive chair lets the president-do the presi-
dents jub. This indudes letting the president 1epresent and-speak for the
position of the -president. Similarly, the chair should let other officers
represent and speak for their positions. Other trustees also have roles
and should have the opportunity to perform these roles, They should be
heard and respected.

The public also should be given an upportunity to play « full role
in the work of the buard, and the chair is the best person to see that that
happens. The chair should always sce that the publics view is repre-
scnted at the mecting, Evencif the-chair has-to-state a question for the
public ur challenge the boarditself from the-standpoint of the public, the
public view should be represented.

Thus, the strategy for facilitating good vutcomes for the institu-
tion 1s for the chair to represent every party-and toguarantee all parties
have a chance to be heard and o participate. Goed processes often :
produce goud vuteomes, and the process of aineeting is the responsibil-
ity of the chair

A particular respunsibility of the chair is to work closely with the
president, with the chair serving as coach, svunding board, ally, and
assuciate. In this way, ihe chair contributes toward a supportive and
pruductive environmeat. The chair should question the president before
meetings about agenda topics. What aill the president’s pusition be?

‘How will the president state and support that view? Will the subordi-
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nates of the president participate in the board presentation? How? Is
there consistency between the president and the stafi? If not, what is the
problem? What s the stance atthe mceting going to be? Who is going to
mahe the presentation and provide the explanations? Will the explana-
tions be adequate? In these preliminary discussions, the chair should
anticipate what other buard members will ask and what they will chal-
lenge or support. Unexpected vppusition to the administration mnay be
goud wpy for reporters but it is truuble for the institution. If the chair
expects to differ in public with the president, the chair must inform the
president ahcad of time. The best prevention for troublesome surpriscs
is-preparation — full explanations, good homework, and scnsitivity by
the chair toward-all trustees and vther constituencics of the college.

Houw dues a good chair handle the public meceting of the board?
The effective chair seeks to cuntrol the meeting not to douminate it. No
group can du business well with a passive chain. When chairing a
inceting, as when chairing the board, the chair should not be a spectator .
but an active participant. A chair should not-abrogate responsibility to .
the president or anyone clse. Nor should a fellow buard member become
an ad hoc chair when the designated chairis present. The chair should-
work for balance-in discussing the pros and cons of the issues. The chair
has an ubligatiun to cltivate an aunusphere that supports and encour-
ages-full and fair discussion. The chair should ask thuse questions that
should-be ashed and should alsu restate questions that are undear until
:he vriginal questioner agrees the intent is being stated dearly. The
chairperson also has a responsibility to stup filibusters by buard mem-
bers, president, faculty, or members of the public.

At the same time, the chair should be careful and judicious in
miaking stateinents. The chair should never abuse the power o influence
others by putting words in uthers” mouths ur to foree ideas upon fellow
trustees. The puwer of the dhair should be spent frugally and conserved
thoughtfully.

Finally, every trustee and especially the chair, should work to
1ctain and cactcise a sense of humor. Humor and perspective can help
smooth-the most tangled mecting. One can always reflect that, in a
hundred years of meetings, few historians will care much about what
happendd at any one session. That hu:ubling thought helps retain
perspective and can reduce many problems to a manageable size.
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The board has an important role to play in delermining
personnel management policics.

The Trustee Role in College

FPersonnel Management

Clem R. Jasiek
Alfred Wisgosk
Hans A. Andrews

The board’s rolcin-hiring andHiring 1s an 1ssuc that is 50 sensitive and-
misundeistoud that nu vne wants t mention it. There is no greater
respunsibility of a buard of trustees than personnel management. Be-
tween 80 and 85 percentof many college budgets g tu persunnel salarics
and fringe benefits.

It is in this arca that board policies can make or break the
cffectivencss of any institution. Strung and dearly defined board pol-
icics, closcly adhiered to by the board and itszadministrative personnel,
can provide the framework for producing a quality institution.

The essential ingredients for effective recruitment, retention, or

‘dismissal of college personned are. (1) a strong governing board, (2) a

strong president and-staff, (3) mutual support, and (4) dcarly defined
personnel policies and procedures. Any attempt to establish an effective
personnel system, no matter how well cunceived or well intentioned, is
doomiced to failure if any vne of these essential ingredients is lacking.

‘Given astrung board, president, and staff, a systematic plan for person-

O
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pulicy. This plan can provide the basis for the president and his staff to
continuously monitor both quality and nced.

Guaranteeing Quality

There are actions a board of trustees can take that will help
guarantce quality. Some of these are:

1. Provide the institution with a high quality president who is
well cducated, experienced, and committed to-the objectives of the
Anstitution;

2. Have a policy of upen jub searches for all other administrators
and faculty members;

3. Develop apolicy un evaluation that guarantees close supervi-
siun and sarutiny of administrativn and faculty during initial and non-
tehure years;

4. Reserve tenure appointments for only the very best;

5. Expect remediation for poor performances from tenured fac-
ulty; and

6. Bewillingto fircincompetent staff (administrative or faculty).

Establishing Values.

Underlying the above measures should be a commitment to the
valucs that will guide the institution. These values may be long term
histurical values or they may be values thathave evolved during a twenty
to thirty year growth period.

Sumc of these values shouldindude. (1) excellence in instruction,
(2) astrung adwinistrative/board team approach to problem solving, (3)
a comuitment to helping community urganizations, agencices, busi-
nesses, and industries with their educational needs, (4) fiscal
responsibility.

The values of the institution, as reflected by its board of trustecs,
should be the driving force behind buard policies, program develop-
ment, college budgets and audits, and personnel decisions on hiring,
retention, and dismissal.

‘Onc of the strungest commitments that trustees in any institution
can make is to darify institutional values. What is important? What
institutivnal characteristics can be used to evaluate trustee and staff
cffectiveness?

The ‘major mission of community colleges is instruction. Tt is
natural, therefore, that buards place a high value on quality instruction.
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The success of transfer students to four-year colleges, the suc-
cessful placement in jubs -of technical students, and the meaningful
interaction of the community college with business, industry, and com-
munity agencics arc goals that can give a buard-a sense of meaning and
direction. Clarification of values also helps to set a framework for all
other requirements, tasks, and actions the board will be called on to
perform.

Quality instruction neeessitates hiring qualified and competent
faculty members, maintaining reasonable class sizes, and providing
adequate dass supplics and reasunably modern instructional equip-
ment. [t also nicans naintaining competitve salarices for faculty, support.
stafl, and admin; ratwrs. The budget for the wllege should be passed
after the matters of maintaining quality instruction (and other arcas the
board considers as values) have been addressed.

Values can give meaningful direction o -the -board, they can
reinforee decisions made by the buard to agenda items recomineaded by
the president and staff, and they can helpkeep a buard and a college on
course.

A well maintained campus and facilitics, a balanced budget and
high coinmunity and state visibility are vther arcas likely o be desig-
nated valuable.

Hiring Personncl: ThePresident’s Role

Cummunity college trusteeship can and should have a reason-
able degree of prestige. Trustees in most states are clected by the district
constituency or appuinted by the governor of the state. How much and
how far ranging the prestige will be is very definitely related to the
quality of personnel the board hires.

The sclection of persunnel is and should be a competitive pro-
cess. In sclecting the college president, there will be competition be-
tween candidates. There may also be competition between two ur more
colleges that are interested in the same candidate. A buard can take pride
and satisfaction when it hires a president who will adequately carry out
the missions of the college within the pulicy framework established by the
local board-and the state.

It is important that there be agreement on the meaning of
cxeellence among the board members. Lacking this, it will be difficult
for the chief exceutive officer to pursuce the goals of the board. The
president should be accountable to the board but should understand the
goals to besmet. The board should know what excellence-in education
means and be willing to pursue that goal.
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McGrath (1977) views the inain function of a buard of trustees
as helping set the basic policies of the college, 1nonituring how those
pulicies are carried out, remaining informed on all significant aspects of
the institution’s vperativn, and assuring that the chief executive has
integrity and enjoys their confidence.

Kauflman (1983) states that “. . . there are many universal things
that can be said about guverning boards and presidents. Foremost would
be that neither can be effective without the uther, Certainly the presidert
must be suceessful in his/her relationship with the governing board-in
order to function” (p. 18).

The president’s relationship-to-the-board and-the-chairperson-is
vital in-a functivnal and vrganizational sense as well-as a personal and
carcer sense. The authority of a president is enhanced by a board that
insists on approving major policy and fiscal inatters, including tenure,

When important-dedisions_are subject to_review, the president
can utilize the board’s-involvement as o reason to resist pressures for a
questivnable action. As Kauffinan comments, “if it is known that the
buard will have to be provided with evidence and-the rativnale for any
recomumendation, thata specific recommendation from the chief execu-
tive officer will have 9 be made, it becomes difficult for special interests
to precipitate unwisce actions” (p. 19).

Trustees should understand-that a president must also consider
the eapectations and traditions of faculty, staff, and students and cannot
mcrely carry out the board’s vrders, It should be seen as a sign of strength
when a presidentis concerned with the interests of all constituent groups
as-well as the governing board.

The Board’s Powers in Personnel Management

The powers and dutics of-a buard are often better known in law
and in courts than-by individual board members. Picle (1980) states that
“It is a well settled rule of law that buards of education have only those
powcrs that arc expressly granted or reasunably inferred to them by the
legislature of the state or that have been granted to thie buard of educa-
tion through the state board of education by rule or regulation” (p. 8).
Such-power or authority cannot and should not'be delegated.

The courts find that-board of cducativn policics will carry “the
same weight-of authority as state law within the confines of the school
district. Policies that are unreasonable, arbitrary, or capricivusmust be
found so by the courts” (Picle, 1979, p. 14).

Faculty unions often seek to infringe on the board's guvernment
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and management rights and powers by bringing collective bargaining
contract clauses to bear. In a number of faculty contracts, boards have
ucgotiated away e aluation procedures and reduced their-eflectiveness
(Andrews, 1985). In mouments of weakness or misunderstanding of their
responsibilitics, boards release their powers to evaluate in formulating
the faculty contract.

Picle (1973) points out that no one challenges boards' “authority
to duvelop, adopt, and umplement policies, rules, and regulations to
govern the school district” (p. 10).

In une case (Irby v. McGowan) a nontenured teacher'’s contract
was not renewed and the teacher sought reinstatement through the
court. This was denied by a federal district cour tthat could find no proof
of deprivation of liberty or attachment of stigma. The court made a
significant statement in terms of buards’ 1ights in cvaluation (Picle,
1975). " . . Schoul authoritics should have some right to make subjective

‘v aluations of a worh record of a person.” The court went on to say, “The

coutt simply cannot, and should not, sit in judgment on, and superyise
every remark made concerning-the ciployinent or nonemployment of
persons in aschool sy sten and require that cvery_person not reemployed
be entitled 1o a due process hearing” (p. 196).

Trustees pussess final legal authority for their policies in their
district. Nasun-(1982) puints vut that “only the courts or the legislature
can legally-chellenge-a boards-decisions” (p. 23). Board action may not
auit a faculty memiber but the board’s decision is wnsidered final unless
the faculty member intends to gu o wurt. The same is true when it
cotnes to faculty negotiations. Board action becomes -the determining
factor in the approval process for the final settlement.

In most states, the boards of education are the only bodies that
can hirc or fire anployces, according to Picle (1980). Picle goes on to
state that “the boaad’s use of discretion in hiring personnel usually is not
qualificd v successfully challenged by anyone as lung as the letter of the
law is not violated” (p. 12).

In sceundary schouls, boards 1nust hire only qualified tcachers.
In cummunity colleges, state legislation usually does not spelt out faculty
qualifications. It is, therefore, imperative that boards have their own
district qualifications and competency standards. Illinuis Valley Com-
munity Collegehas devcloped a very extensive and well defined Qualifi-
cativns and Competeny Handbock for use in guiding its board dedsions in
hiring, competeney development, retrenchinents, and firings of faculty.
[Hinuis, like niost other states, leases the question of community college
faculty qualifications vpen t interpretation by the local community
college boards.
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Board Policics: Defining Standards and Process

The following suggestions of board policics should hieln to estab-
lish cxpected qualification levels for personnel. The recommendation
procedures from appropriate adininistrators to the: president and from
the president to the board are included in the first policy.

Hiring Professional Staff. The board should hire a professivnal
stafl, cducated and prepared in accordance with gencrally accepted
standards and practices fur teaching, supervision, and administrationin
the discapline and subject ficlds w which they are assigned, These
indude collegiate study and/ur professional experience. As a gencral
rule, graduate work to the Masters degree orbeyond in the subjects o1
ficlds taught is eapected eacept in such subjects and ficlds in which
college programns are not normally available or in which the work
experience-and related training-is the principal teaching medium. -Full-
ume adininistrative, faculty, and-instructional support pusitions should
be recommended by the president and appros ed by the board. Full-time
college personndd needs should beanaly ced by college administraters in
various divisions of the cullege. Recommendation should be made to the
presicdent.

While it 15 common fur the buard to-delegate authority to the
chiel eaceutive officer for selection of faculty and staff, actual hiring 1s
usually dunc by the board. Such-hirings must advance-the goals of the
college as they were established and- agreed to by the chief executine
officer. Should there be a deviation fioni thie established guals because of
actions-or lack of actions on the part of the hired-mdividual-or indi-
viduals, the person must be advised of the inconsistency so that they can
attempt to remedy the situation.

‘Recruitment should be preceded by a carcful programmatic
review incduding an analysis of pusonned needs, Onee completed, the
president should prescud the analysis - the governing buard for its
teview, aceeptance, and subsequend authurization to 1ccruit needed
personnel, The spirit with which a board eacreises its right of review 1s
crucial to institutional effectiveness. [fthe president is unable to get the
board to act n- a rativnal, predictable way, then the whole process
becomes counterproductive. }

No personnel selection procedure can ensure-that the right per- |
son is always hired, but the chances of making the wrong chuice may be |
greatly reduced by carefully defined procedures. A job description “
should be prepared that indudes buth responsibilitics and activities of
the position to be filled. Criteria should be established by which to |
mcasure candidates. The eriteria should indude the kind of experienee, !

|
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cducation, ur knowledge the candidates must have to perform success-
fully. It should be remembered that these eriteria are the necessary and
absolute mininuin requirenients and herefore are not negotiable. Ad-
-ditional attributes that the ideal candidate should hay e should be listed
in order of priority. The time frame for filling the vacancy should be
announced. Recruitment sources should be appropriate to the pusition
being filled. Of paramount importance is the need for an open scarch for
cach and every institutionel vacancy to be filled. Institutional safeguards
snould exist 1o ensure that openness prevails.

As previously noted, no personnel sclection procedure can cn-
sure that the rightperson is always hired. -Counsequently, a board-policy
requiring continuous ey aluation of all personnel should be imple-
-mented. There should be a systematic and regular ev aluation-of albstaff,
tenured as well as probationary. The following is a suggested policy for
such evaluation.

Evaluating Faculty, Assistants to Instruction, and Counselors. [t
shuuld be buard policy to ensure that faculty are evaluated by their

] superyisors to assure that quality ininstruction and professional conduct
are maintained. Procedures for such evaluation must be developed and
published in the faculty handbook-and approved by the'board cach-time
the faculty handbook s updated. Persuns to-be covered by the above
mentioned e aluation procedures will be. -tenured faculty, nontenured
faculiy, part-time faculty, wounsclors, and assistants to instruction. The
ultimate decision as to the granting or denying of tenure or the dismissal
of a tenured teacher rests with the buard. The evaluation procedures
provide ¢ means of obtaining information from-which to make such a
decision.

Establishing Job Descriptions. Employces often find themsclves
in trouble because-they fail w understand the varivus responsibilities
and requirements of their job. Faculty members may feel that, if they,
teach competently, nothing ¢lse matters, This is not the case. There are
many other responsibilitics and these should be spelled vut. Sume are
outlined in the fnllowing job description.

The Full- Time Instructor. The full-time community college instruc-
tor 15 the backbone of the institution and this pusition is very demanding
in-terms of preparation and dassroum presentation, In addition to the
full teaching load as vutined in the faculty coniract, instructors are
required to perform several-other major supportive duties:

1. Serveon advisory committees for vecupational programs and-

for curriculum devclopment,

2. Update and revise curriculum,

El{lC Jo
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Serve un college committees as designated by the board of
trustees,
Put un public performances and displays in such arcas as
music, speech, theatre, art, and reader’s theatre,
Participate in wocurricular activitics in such arcas as athletics,
forensics, and field trips,
Disseminate information on recruitment of high school sta-
dents and invitation of potential students for campus visits.
Providing jub descriptions can help both administrative and
faculty personnel to understand what is expected of a faculty membes
and can-provide a means for-evaluation.
Deciding Not to Rehire Nontenured, Full-Time, and Instruc-
tional Support Personnel. A dcuision to not rchire (dismiss) a non-

tenured faculty member for the ensuing school year ur term will be made

by the board of trustees. The dedsion will be made after reviewing the
presidents recommendation, following an evaluation of the perfor-
mancc-and qualifications of such nontenured faculty members. Evalua-

tion procedures o be followed are outhined in the college’s facult
I 4

handbook. The buard will heep the speafic reasuns for dismissal confi-
dential. These reasons will, however, be issued to the teacher upon
request by the teacher. Tull-time, nontenured faculty and instructional
suppoit persunnel who will not be rehired for the next school year or
term are to be notificd of such a dedision no less than siaty days before the
end of the school year or-term.

The above suggested board policy cearly states the board's -re-
opunsibility to-decide if a nontenured faculty member should not be
rehired. (The recommendation 1s made by the college president w the

board.)
Impact of an Effective Evaluation System

There are faculty and administrators who need w be fired.
Mliaois Valley-Community College provides an eaxample of an effective
evaluation systuin in action.

Implemented 1n 1978, the evaluation system has resulted in the
tenmination, cither by dismissal, resignation, or carly retirement, of ten
long-tenured meanbers of the faculty, nine nontenured, and five admin-
istrators. Morc iimportant, the impact of the system is most apparent in
the quality performance of the staff that remains. Thestaff-clearly -has
been motivated to consaously improve the quality of instruction, en-
hance professivnal preparation through attendance at dasses or semi-
nars, and perform other professional develupment activities.
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None of the accempitshments were cffected without the deter-
mined cfforts of the buatd, the president, and the administration,
wothing in accordance with board policics and the established value
system.

The initial turmoil that was eaperienceed has given-way to orga-
nized and supportive cfforts o enhaace the total quality of the institu-
tion. Tacully support is apparent in their willingness to continue their
professivnal devclopment and to be regularly evaluated, and in the
ereased support fur and aceeptance of the system. In fact, all members
of the wollege community, induding the Amenican Federation of Teach-
ers Local 1810, have bocume increasingly supportive and take pride in
the excellence that pervades the institution.

Knowing the Law

There are inany state and federal personnel regulations and laws
that have been enacted during the past twenty ycars. Woodruff (1976)
suggests that trustees knuw these iaws to avoid vivlating basic constitu-
tional rights of cmploy ces. He suinmarizes the following seven rules for
trusees:

1. Avoid precipitous action-(do not lose your self-contral).

2. Make wure you have all the facts. Do not rely on only one side’s
sarsion of a disputed-issue — demand sufficient information
before voting.

3. Remember your duty is to the institution you serve, nat to
any one member of the administration.

1. Tullow therules — the buard or coliege puiicies and procedures

that have been written down.

J. Make an _Jurt w attend. every buvard meeting (by being
chronically absent you may incur liability).

6. When in doubt, -use your paid -prufessionals, consult your
president, chancellor, and counsel.

7. Avud wonflicts of interest by disclusing potential conflictand
refusing to debate, discuss, or vote with respect to any matter
in which you or your family have an interest.

Summary

The use of the werm eacellence in education is becoming corn-
mon. Excellence cannot be pereeived inisolated areas of any institution.
Itis asetufvalues thatmust be achieved in all aspects of aninstitution. It

-~
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can and should begin with the board of trustees and be reflected by the
wollege personnel. It can be achicved by abeard that demands excellence
and then scts up a proper personnel manag:ment framework.

Boards can and must establish dear and well thought vut policies
dcaling with hiring, evaluating, prumoting, and firing of personncl.
Lcgislation i most states clearly designates boards of trustees as the
final authority fur carrying vut the legislation and educational mandates
of state educational agencics. Only a court challenge can cffect a review
of board decisions that are made in accord with their-policics.

The exciting challenges of aboard, from deteriining and darify-
ing thusc values they ‘believe-in for the-college to-hiring: a-president,
adniinistrative staff, faculty, and support personnel, makes board trust-
ceship worth pursing.

Prestige fur board members will comne from good policies, prop-
crly administered. Community wllege students’ suceess at four-year
colleges, and in technical jubs, and inprovements in community rela-
tivns give persunnel management meaning. The ovutwraes of a suc-
‘wessful personned imanagement sy sterm will more-than outweigh alf other
decisions and votes cast by any board members.

Bouards must know the law and avoid arbitrary and capricious
action in mal\mg> persunnel decdisions. They must provide hiring, eval-
uation, prumotion, and dismissal policies and procedures that remove
any and all doubt about politically motivated appointments, nepotism,
and patronage tahing precedence over vpen scarch appointments.

There is no amount of finanual support that can- guarantee
-eaccllence in-arrinstitution. Itrequires-a dedicated and knowledgeable
board and a systematic approach. Patience, time, and fortitude in
backing buard dedisions based on board pulicices for fostering excellence

arc neuessary parts-of the process. Approving a- notice to remedy or

firing an incompetent faculty member or administrator will test the
amount of pressure board members are willing to aceept in heir com-
mitment to exceellence. The community and junior wollege movement
demands and deserves the best efforts that buards of trustees can deliver
in personne! managenient. The students and ultimately society will be
the beneficiaries of sound board actions.
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This chapler lisis material abstracted from recent additions
to-the Educational Resources- Information Center (ERIC)
system to provide further information on community college
governance.

Sources and Information:
The Community College Trustee

Diane Zwemer

An carlicr New Directions sourcebook, Enhkancing Trustee Effectiveness,
previded a forum for the opinions and conceerns of community college
trustees in the hopes to “fill the gap that exists in much of the literature on.
the two-ycar college” (Dziuba and Meardy, 1976, p. vii). Whercas there
15 an abundance of literature discussing trusteeship in-higher education,
there scems to be little focused directly on the two-year college-trustee.
Since the appearance of thatvolume, however, literature:in this-area has
steadily increased, particularly during the late 1970s and carly 1980s.
This review examines the litcrature on the community college trustee
role, the trustee’s relationship with the president, trustee oricntation,
selection, and board characteristics.

The Trustee Role

It is well recorded that the trustee is the governor of the college
and the final authority for matters concerning the institution. Trustees
do-not.uperate the institution, but establish_the policies that are to -be
executed by the college’s administrators (Griffiths, 1979).

But what is the-trustees’ role in today’s educational-scene? Many

G F Petty (Ed ). Aetiee Trusteeship Jor & Changing Era. New Darections for
. Communuy Colleges. no 5% San Franaits- Josscy-Bass, Scptember 1985, 99
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authors have remarked on the changing environment of higher educa-
tion-and of the community college as having an-effect on the trustee’s
role. Griffiths (1979), Nason (1982) and Potter (1979) all note that
trustee authority has eroded over the years duc to. (1) the introduction of
the GI Bill bringing in ncw pcople and new concerns into the higher
cducation arena, (2) the crics for campus democracy during the 1960s,
and (3). the declining enrollments and rising costs of the 1970s. At
community and junior colleges, trustees struggle with the multiple and
often conflicting purposes of the-institution (Nason, 1982). Trustees find
they are-having to-meet- the demands of both-employers-and students
-(Camcron and Needham, 1984). Unless trustees can learn-to balance the
new and traditivnal missions of the community coliege, “the trustee role
may -well be preempted by legislative dictates” (Richardson, 1981, p.
13). Infact, increased state control rising out of demands for educational
accountability-has been documented by several authors-writing-about
trusteeship (Cameron_and Needham, 1984; Nason, 1982, and Potter,
1979). Other facturs facing the community college trustee include di-
vided-faculty luyaltics and collective bargaining (Nason, 1982; Potter,
1979).

Although trustees are faced with much confusion and uncer-
tainty, Nason calls this a time of upputtunity because trustees have the
ability to shape the future of all-‘higher education. Several authors has »
rcmarked-upon the difficult, though- potentially optimistic chuices-the
community college trustee must now make. Marsee (1978).recognizes
that 1t is the trustce whu nceds to create solutions to the problems
brought-un by a-changing socicty. Ingram-(1979)-calls-for boards-to
reexamine the cummunity college mission and to stop offering-cvery-
thing -t everybudy. He alsu says that boards need to urge greater
“participativn-among cducativnal institutions in adupting “sensible coup-
crative programs in a perivd of retrenchment” (p, 79). Chapman (1979),
like Ingram, feels-that the buard of trustees is the ideal instigator for
interinstitutional cooperation.

The actual duties and responsibilities of the cuommunity college
trustee are discussed by a number of authurs. McLeod (1979) provides a
review of the legal responsibilities of local cummunity college governing
boards. Trustee dutics arc discussed by Nason (1982), Potter (1979), and
Griffiths (1979), Simpson (1984)-writes about the dutics of California
community college trustees, and Walbourne, (in Phillips-and uthers,
1980) discusses the trustec’s role as lobbyist.

The Board-President Relationship

In all trusteeship, perhaps there is nothing so-important as the
relativnship between the buard of trustees and the president or-chicef
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exccutive of an institution. One author likens this relationship to a
marriage — subject to post-honeymoon blues and early divorce (Ingram,
1979). Another points out the paradoxical nature of the relationship: as
the agent of the board the president is accountable directly to them, yet
at the same time the board should look to the president for educational
leadership (Nason, 1982).

No one disputes that trustees have the responsibility for setting
institutional policy while presidents are responsible for establishing the
rules and-procedures for-implementing-that policy. However, the line
‘that divides these responsibilities is admittedly not.clear (Meardy, 1977;
Potter, 1979). The literature stresses that guidelines regarding ‘these

responsibilitics must be established in order to keep power and authority:

in the proper place (Meardy, 1977), to maintain-institutional reputation
‘and integrity (Ingram, 1979), and to create an atmosphere of mutual
trust, respect and confidence (Nason, 1982; Meardy, 1977; Potter,
1979). Much of the litcrature discussing this relationship concentrates
‘on-how to maintain the delicate balance between these two -parties.
Hall (1981) writes, “accountability and trust -are the two key
concepts-in- the board-presidential relationship” (p. 17). According-to
Mecardy (1977), the president must realize-that the board is not just a
rubber stamp and must be willing ‘to give the board full-disclosure;
otherwise, the board-may feel enticed to interfere. Ingram (1979)
stresses open minds and candidness, while Nason (1982) notes that-a
‘board and president cannot play politics with oneanother. In-return;
‘trustees must realize that the president needs support-and counsel-in
order to do an cffective job (Meardy, 1977, Marsee [1980]; Ingram,
1979). Furthermore, the board should seck the president's-advice when

estabushing policy (Potter, 1979, Ingram, 1979, Nason, 1982; Hall,

1981).

Most discussions of the board-president relationship- include
suggestions on how to ensure mutual confidence and-respect. Advice
directed at the board includes protecting the president from-the press
and public (Potter, 1979), encouraging the president to have-a develop-
ment program for trustees (Ingram, 1979), refraining from leaking
confidential information (Marsee, [1980]), and dclegating -adminis-
trative duties in order to concentrate on policy issues (Nason, 1982).
Suggesuons for presidents include consistently recognizing-the board's
policy-making function and being able to know when it is time to move
on to a new position (Ingram, 1979). Potter (1979) suggests that cach

party give the other advance notice of decisions to climinate surprisc and-

to allow time to react. However, he underscores the importance of
respecting the final authority from hence the dedision came. Finally,
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Seitz (1979) notes that mutually drawn standards of expectations be-
tween a new presidentand a board can not only serve to clear the air and
is also a valuable aid for evaluating the president. -

Trustee Orientation

Since one of the primary responsibilities of the trustee is to be
well informed, it is not surprising that almost all trustee literature
touches upon the issue of orientatiorrin some form or other. According to-
Griffiths (1979), the vagucness of state law creating boards does not help
the trustce understand how to establish-and maintain a college. More-
-over, trustees have other demands on their free time-and are in need of
assistance when it comes to coping with the rapidly changing cduca-
tional cnvironment. Most trustees have never attended-a community
college and may -not understand-the special emphasis community -col-
leges-give to teaching — as opposed to the research function emphasized.
at universitics. Gill-(1978) notes that, to be effective policy makers,
trustees nced to interpret specific community college trends such as
individualized programs, -competency-based cducation, open admis-
sions, articulation programs, and lifclong learning.

According to the literature, cflective-and informed trustees need
0 understand the nature of trusteeship, trends and- issues in higher
cducation, and the characteristics of and local issues facing the college
the-trustee is to serve (Nason, 1982; Griffiths, 1979).

Nason.(1982) proposes a three-phase orientation program, cach
phasc focussing on a different aspect. The first phase is at the time of the
invitation, whether by clection or appointment, to serve as atrustee.
The president-of the college or the board chairman should at that time
review the expectations of a trustee and provide a general oricntation on
the institution’s character and-status. After the trustee has joined the
board, the trustee may be given tours of the college, and may meet with
key personnel to discuss the college. Manualsor handouts on the college
and trusteeship in gencral are also made available. The third phase
focuses on major problems and issues in higher education that may affect
the college. Snecial board meetings, workshops, o retreats are sug-
gested for this phase. Orientation programs containing similar clements
have Leen discussed by Frantzreb (1984), Wygal (1984), and Griffiths,
(1979).

A controversial issuc in trustee orientation centers on the role of
the-president. Griffiths (1979) notes that-there are those who argue that
the president should refrain from any additional opportunity-to influ-
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ence the board as trustees tend to acquicsce in the face of superior
knowledge (sce Frederi -k, 1973). However, thisvery objection (superior.
knowledge) is arguably a factor in favor of the president participating in
trustee orientation. Frantzreb (1984) places the responsibility for edu-
cating trustecs directly-on the president. If the president does not take
the time or cffost to instill into trustees knowledge of and respect for the
institution, Frantzreb rcasons that the president cannot expect trustess
to abandon thcir apathy or to take pride in their dutics.

Other authors offer suggcstions -of piograms -or practices that
have been-cffective at their college. Wygal (1984), of Florida Junior

“College at Jacksonville, offers a president’s perspective, noting that

“trustees nced opportuniticsto fulfill growth and affiliative needs” (p.
49). He encourages membership-in the Association of Community
College Trustees (ACCT) and schedules special-oricntation-workshops-
as-needed to supply trustees with the information necessary to make
deusions. Nicolai (1981), of Yavapai College, Arizona, suggests that an
examination of past board meeting minutes:may reveal controversial

ancidents in a board's history that a trustce may wish to know. Caparosa
(1984) describes the American -Association. of Community and Junior

College's Building-Better Buards Project (BBB). This project grew-out of
a-recognition that board members not unly -need to understand- their
fundamentalresponsibilitics but must alsohave “sophisticated manage-
ment-and lcadership skills” (p. 43).

There is a plethora of literature designed to be rcad by the
community college trustee, most of it stemming from the Association of
Community College Trustees. One such volume is George Potter’s Trust-
ceshiyp. Handbook for Community College and Technical .ostitute Trustees. Second
Edition (1979). Each of its chapters discusses a particular topic related to
the trustee role, induding trustee responsibilities, the role of the board.
chair, the relationship-between the board and the president, pertinent
legal issucs, the board's political role, and the board’s role in-collective
bargaining.

The ACCT also produces a journal, Trustee Quarlerly, whose
articles provide information on the nature of trusteeship and trends in
cducation that affeet the community college. Artides of particular inter-
est o new trustees have been combined in the publication, Selected
Readings from the Trustee Quarterly (ACCT, 1982).

Another journal of interest to trustees is the Association of Gov-
erning Boards of Universitics and Colleges’ 4GB Reports. Published

bimonthly, this journal’s informative articles arc for trustees in all of

‘higher education,

Othcer-orientation litcrature includes-Ingram’s Trustee -Workshops
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and Retreats, (1978) and Handbook of College and University Trusteeship

(1980); Scheid (1981), Conger (1981), and Botch and Cartwright
(1980].

Trustee Selection

Litcrature discussing -trustee sclection centers primarily on the
issucof whether trustec appuintment ur clection results in better boards.

‘Nason: (1982)-notces that, in- the public -community college, 50 to-60-

pereent of trustees are clected locally. However, he chailenges this
method as not necessarily providing the *kind of trustees the community

‘college may need” (p. 64). He fecls that clectivns tend to make: trustees.

adopt party-line-politics ur take a “reform-the-institudon™ platform that
1s-inconsistent with trustee impartiality. Nason prefers_gubernatorial
appointment-with legislative approval-even-though-appointments may

often be made un political, rathier than qualitative, grounds. Hesuggests:

‘that a “local screening or nominating committee composed of prominent
local citizens™(p. 64) may impsove the quality of appointments.

A-study comparing the governing cffectivencss of appointed and
-clected boards of trustces was couducted at Wisconsin's vecational-
technical schools.and omir unity colleges (Ladwig, 1981): The cffec-
tiveness-of both types-of boards were rated by schoul directors and-
college presidents in-ten arcas. affirmative action, buard-administrator
rclations, budget dey elopment and approval processes, vverseeing the
-educational program, fiscal accountability to taxpayers, local politics,
-policy develupment, qualification and experience of board members,
and responsiveness to needs. In genceral, respondents working under
appuinted buards feltthe buards were extremely effective in the-arcas of
recall of buard meinbers, qualificativns and experience of board mem-
bers, and-affirmative activn —the same arcas in which thuse working
under elected boards gave low ratings.

Goddard and Polk (1976), in their review of sclection pro-
cedures, note that the governor tends to profit from appuintment, voters
and trustees from clection, but there are penalties es well. They condude
‘that neither way is better for everyone involved.

Bowles's (1979) study vn selection criteria for Kansas community
wllege trustees takes-a different approach. Instcad of assessing trustee
cffectivencess by method of sclection, Bowles sought o identify percep-
tualdifferences among community college presidents, faculty and trust-
ces as to what are the appropriate sclection criteria for trustees. Among
sclection-criteria noted in the study are. the ability to sclect, evaluate,
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and terminate the president; knowledge of purchasing and maintaining
facilitics, the ability to define-the role and mission-of the college, the:
ability to preserve institutional independence, and the ability to crezte a
climatc of change.

Board Characteristics

Studics conducted on trustee characteristics tend to support what
Nason-(1982) refers to as the “standard criticism of-governing boards”;
‘that buards-are-composed_of “white, Anglo-Saxon, Protestant, male,
well-to-do busines. and professional men, over fifty in age” (p. 55).
Gniffiths (1979)-notes that most buards in the latc 1960s were populated
by white, middle-aged, fairly wealthy, corporate exccutive males- Nason
reports on a 1976 national survey of college and. uriversity trustees
‘undertaken at the request of the Association of Governing“Boards-and
the Amcrican Council on Education that shows similar results: 85
pereent-of all-trustees were then male and 95 percent were white (see
-Gomber and-Atclsek, 1977). In the-public two-ycar-college, Nason cites
a 1972 survey showing that 85 percent of -the trustecs are male, 91
percent are white, and 63 percent are over-fifty (see-Mills, 1972).

How cffcctive are these “alleged monolithic” boards? An effective
‘board, Nason-writes, “is more likely to-be composed-of individuals who-
bring diverse cxpericnces, talents, and attitudes to the resolution of
institutional problems™ (p. 57). However, Griffiths (1979):credits Mor-
ton Rauh for noung the assumption that diversity improves a board's
cffectveness has little or no-evidence in support (see Rauli, 1969).
Zoghn (1976) writes, “what matters to [trustees’] constituents is how they
feel about community college matiers, not where they-go to-church-or
what income tax bracket they-are-in” (p. 54). Her review of the-rela-
tionship between trustee background and performance-also notes that
there is no condusive evidence. However, Moore (1973), criticizing
community college trustees’ background and competence, doubtsthat a
board-1s a “budy of public spirited, sclfless, objective, understanding,
well informed, apolitical citizens” (p. 1732).

Gniffiths, in reviewing studics on trustee characteristics, (includ-
ing the above mentioned AGB study (1976) and vne by the Research
Triangle Institute (see Davis and Batchclor, 1974), notes -there is an
indication that “buard composition is'changing, but change is slow” (p.
83). Other studics of community college board characteristics include a
F 1978 study of Arizonacommunity college trustees (Harkins.and others,

1978) and a survey of the trustees serving Kansas' nincteen community

college districts (Parker and Parker, [1979]).
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Regarding women trustees, Bers (1983) notes that very little has
been written. Inher ceport on the role of women in community colleges,
she concludes her section on trustees by acknowledging that there are
“virtually no studics-that investigate the relationships between women
on boards, advancement of women at their institutions, perceptions and
behavior of women trustees regarding their commitment (or lack

thereof) to women, or influcnce of board women on curricula and-

policies for women students” (p. 27). Smith’s (1981) interest in women
trustees is to-warn- th~m-against falling-into-the trap of spouting one-

platform politics. A trustee must serve the-whole.community, she notes,.

and “must Lave a-breadth-of vision that enables him or her tolook
‘beyond the interests of special groups”(p. 56). Smith does recognize the
‘role model function of women-trustees, adding, “the trustee who issmost
effective-in advancing the interests of women.is the woman who-is most
cffective as a trustee” (0. 58).

An increasing number of tcachers and-administrators also serve
as trustees (Dean, 1981). . Advocates of this, writes Zoglin\1976), “fecl
that those most closely -assuciated-with the-college should share-in-the
decision-making power and-that laymen-canaot possess the-cxpertise
nceded torun today’s complex institutions” (.. 64). However, several
authors have voiced their concern- over the trend. Since boards are
-expectedto serveasta check on-the vested interests of-internal groups,
Dean (1981) suggests that faculty and administrators should not serve

-on-the board of the same college in which they hold a position. Nason-
(1982) reminds -us that faculty prerogatives are only one part of a

college’s operations. There are even conflicts of interest among faculty,
thercfore, theirindusion as'board members would be “unhcealthy and
dangerous” (p. 38). Hall (1981) cuncurs, suggesting as an alternative
that“faculty-viewpuints can be provided through the president as well-as
through faculty presentations to-the board” (p. 9).

Additional Information

This sampling of ERIC literature has .ocused primarily on the
community college trustee. Additional information on community col-
lege trustees or un trusteeship in general may be obtained from manual
or computer scarches of ERIC’s Resources in Education or Current Index to
Journals in_Education.

The full text of the references with an ED number may(in most
cases) be obtained from the ERIC Document Reproduction Service in
Alcxandria, Virginia, or viewed un microfiche at over 730 librarics
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nationwide. References without an D number must be obtained
‘through regular library channcls. For an EDRS order form and/or alist
of libraries in your state that have ERIC microfiche collections, please
contact the ERIC Clearinghouse for Junior Collcges, 8118 Math-Sci
ences Building, UCLA, Los Angeles, California, 90024,
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This volume of New Directions for Community
Colleges is offered as a contribution to developing
better trustees and represents a variety of viewpoints
on the nature and extent of trustee service for this
decade and beyond. The sourcebook addresses several
areas of trustee involvement from the vantage points i
of persons whose work brings them in direct contact ‘
with the inner workings of boards. Several issues-are- —1
featured: a demographic and attitudinal survey of {
trustees in-one state, an analysis of the roles of 1
minorities and women-as board-members, and the
function of state and national trustee associations in
trustee development. The-authors also discuss the
importance of-trustee participation. in collective
-bargaining, accreditation, public relations, personnel,
political advocacy, presidential relations, and board
chairmanship. These chapters focus on the strengths
and limitations of trustee contributions in key areas of
college life. Desirable recommendations for proper
-board conduct and decorum are-included. It is hoped
that these contributions will broaden the field of
vision-and heighten the compassion and sensitivity of
those citizens vested with a public trust worthy of the
title trustee.
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