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Editors’ Notes

‘The purpose of this sourcebuok is to provide a comprehensive overview
of the personnel function in tv u-year colleges. The importance of the
personnel function in four-year colleges and universities is well estab-
lished, but the two-year sector has lagged behind in developing this
significant segment, indeed, in proportion to the importance of the per-
sonnel function in this setting, there is a genuine shortage of research
ard literature.

This sourcebook is primarily for administrators in two-vear col-
leges. It should be helpful for getting a range of opinions on personnel
policies and practices in two-year colleges and useful for colleges that are
planning to expand or reorganize their personnel functions and for those
that are seeking general yardsticks tor appraising their current personnel
functions. It will also serve as a general reference volume.

Chapter One, by Priscilla Haag-Mutter and C. Wayne Jones, dis-
cusses the personnel function in the two-year setting, touching on the
early days of the personnel function, human resource development, future
trends of the personnel function, and the role of planning.

Chapter Two, by Stephen J. Midkiff and Barbara Come, focuses
on the organization of staffing for the personnel department, including
the organization and nature of the personnel staff, personnel policies and
procedures, content of policy manuals, grievances, and record keeping.

In Chapter Three, Mary Louise Holloway discusses performance
appraisal in general, some criteria and suggestions for designing such a
system, and merit pay.

Staff development and trainmng is the topic of Chapter Four, by
Stephen Rostek and Deborah Jean Kladivko. The chapter develops a
matrix model for categorizing development needs. In addition, chapter
subsections discuss the identification of developmental needs and the
evaluation of development programs.

Changes in employment placement are the focus of Chapter Five
by Katherine D). Kalinos. The chapter discusses transfer policies, promo-
tion, termination, the “changing game,” and outplacement policy, con-
cluding with comments on the exit interview.

Legal aspects that Michael G. Kaiser and Dwight Greer consider
in Chapter Six indude labor relations, promotion of minorities, retrench-
ment, sexual harassment, liability msurance, the impact of AIDS, drug
testing, affirmative action. and equal employment opportunity.

In Chapter Seven, on future directions and needs, Charles E.
Finley gives attentior to expanding exy e ctations in career development,
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health cate, and huraanization of the automated workplace. Other topics
indude the needs to mect staffing shortages, the provision of flexible
time requirements for part-time staff and professionals, ealy retitement,
the moverment toward excellence, 1vordance of litigation, and collective
bargaining.

Finally, Theo N. Mabry offers her cor »ilation of sources and
informatior- in Chapter Eight.

The editors and the authors of this volume acknew ledge the impor-
tant suppoit of farmily members and others cdlose to us and thank them for
und=1standing the time commitments required by this endeavor. We also
acknowledge the tirelesy effort of Tina Schaad in typing the manuscript.

Richard 1. Millex
Edward W. Holzapfel, Jr.
Editors

Richard 1. Miller 1s professor of higher education at Oh:o
University, Athens.

Edward W. Holzapfel, Jr.. 1s dean of admunustrative services at
Washimgton Technical College, Manetta, Oluo.
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Two-year colleges must be directed to a new threshold of
comprehensiveness in their organization for effective personnel
admuustration.

The Personnel Function
i Two-Year Colleges

Priscilla Haag-M atter, C. Wayne Jones

It is generally agreed that the precedent for personnel adniinistration was
set in business, industry, and public personnel administration. Personnel
admanistration, as the term is commonly understuod, began witt World
War L. The recruiting, training, and paying of masses of workers in war
production forced assignment of such responsibilities to specialized
personnel.

In the years between the cnd of the Great Depression and the
beginning of World War II, the personnel functiori grew and matured
until 1t played an indispensable role in the management of most Ameri-
can organizations. From an early concentration on blue-collar employ-
ment and welfare programs, personncl management has developed into a
major function, which includes a grouping of special skills and talents
that cover a broad spectrum of activities. Many of these are concerned
with the recruitment, training, assessment, selection, placement, develop-
ment, appraisal, compensation, organization, and conscrvation of a most
critical resource: people.

The first job in business, industry, or public administration involv-
ing what might actually be considered peisonnel work was that of a
welfare secretary (Chruden and Sherman, 1980, p. 11). It was the welfare
secretary's resy onsibility to assist workers and their families in coping

R I Millerand bW Holaplel. Jv teds ) Issues 1 Pessonnel Management
New Durectons for Commuanity Colleges. no 62 San Francisco Josey Bass, Summer 1988 3
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with financial, medical, housing, or other problems. Philanthropic o1
social work was recognized as the background of experience needed for
this type of work,

Before 1930, personnel administration dealt primarily with employ-
ment of blue-collar people and with welfare administration, within the
paternalistic modes of the organizations of that time. The personnel
manager might also have “directed the recreation and social programs of
the company, recruited athletic teams, and arranged the annual picnic
and dinner dance” (Famularo, 1972, pp. 1-4). Very often, and as needed,
he also was the “hatchet man” of the organization, wielding the termi-
nation axe when econemic conditions suggested a cut in the work force.

With the rise of unionism in the 1930s, labor relations skills began
t0 be in high demand. Beceuse both labor and management were feeling
their way into collective bargaining during these years, many personnel
managers, alor.g with their union counterparts, learned how to handle
arbitrat.ons and how to negotiate agreements.

During World War 11, while labor relations continued to occupy a
preeminent position m the personnel function, psychological testung,
selecting, and training activities began to gain importance because of the
wartime shortage of skilled workers. Wage and hour competence also
became a needed skill as government wage and price controls were
imposed. From the same base of interest, many personnel departments
also developed a continuing interest in audiiing all kinds of social legis-
lation (Famularo, 1972).

As the benefits to be derived from formal personnel programs
became more widely recognized and accepted, the scope of such programs
was expanded beyond the functions of record keeping and employment.
Personnel specialists were employed to supervise and coordinate the new
functions evolving in the {ield.

Roots in Secondary Education

Population growth in many public school systems prompted
employment of large numbers of teachers. Faung the short supply of
qualified teachers, relzrively small and medium-sized school systems
appointed many directors « ¢ personnel to help with recruitment and
selection. This growth 1s dgifticult to trace, because the duties of a person-
nel officer frequently were carned out under some other title, such as
assistant superintendent or vice-principal.

Personnel administration has always existed in two-year college
systems. Whether directly performed by the board of tuustees (as in the
carly day,, when the board was the direct hiring, firing, and supervisory
agent), by the president (along with numerous other duties), or by a
highly specialized administrative officer, the fuaction has been there,

RIC ic
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Tusiness and Industry Linkages

Personnie! admimistration: in today’s two-year colleges nas tended
to develop in 4 pattern very similar to that in business and industry.
Many of the employer-employee 1elationships in two-year colleges are
the same . those found 1n busines  nd industiy. To the extent that these
exist, colieges and vmwversities (an adapt the principles of personnel

Iministration in business and industry to their own use. Knowles (1970)
~varns, however, that it musr be recognized that important differences
exist between an institution of higher education and a business or an
industrial enterouise. Business and industry exist for profit. Therefore, if
it can be demonstraied that more effective management of human
resources increases profits, management has reason to give s solid sup-
port to this area of administration. The increased profits can be used to
tinance the personnel operation.

A second big difference between higher educition and business
and industry is that the central admimistiation in tw )-year colleges often
has some difficulty 1 trauslating management thinking into action. In
part, this difficulty is brought about because the typical administrative
head of an academic deyartment is interested primarily in his or her
acacemic specialty, achiev ing success as a business manager or supervisor
is only a secondary desire, if it is a desiic at all. Academic departments
a  also much more autonomous than production departments are n
business and industry. Nevertheless, son.. principles can k 2 adopted from
busimess and industry models and applied to the two-year college person-
nel function. In an cffective personnel operation, 1t 1s generally agreed,
all recognized personnel fun-tions should be the responsibility of a4 cen-
tral personne. office.

Current Practices and Future Trends

A high-quality program of personnel administration in a two-
year college typrcally handles organization and staffing, recruitment and
selection, pait-time employees, motivation for improvement, training
and development, performance appraisal, labor-management relations,
changes in employment placement, salaries and benefits, legal issues,
and relations with external agenaies and bodies. Personnel administrators
in two-year colleges also concern themselves with the implementation of
local. state, and federal le islation governing such areas as unemploy-
ment compensation. fair Jabor standards, equal employment opportunity,
and the enforcement of special _rant and contract provisions that affect
emp!oyment procedures ant e loyee-employer rclationships. Institu-
tional respomsibilities 0 d..advantaged groups also concern personnel
administrators in two-year colleges.
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While aiguments can be made that personnel management 1s stll
not ac.epted as a protession, these is little doubt that 1t possesses some of
the characteristics of a profession ‘o a significant degtee. The American
Society for Personnel Administrators (ASPA), formed in 1948, is currently
the largest o1ganized group of personnel people. As Ritzer and Harrison
(1969) have said, ASPA has taken numerous steps to move personnel
management toward prolessionalisin. This effort is evident in the socie-
ty's stated purposes, which are to suiive for higher standards of perfor-
mance, to provide a central national dearinghouse of authontative data
and inforination, to be distnibuted in the mterest of producing greater
coopelation between managemnent and labor; to encourage observation of
ASPA’s code of ethics, and to develop greater appreciation of the person-
nel function among manageinent and the general public. In looking to
the {uture of the personnel function i two-year colleges. certain trends
are apparent.

Use of Part-Time Faculty. Cost containment is here to stay. More
and more part-timne faculty will be hired, not just to reduce institutions’
salary expenses, but also to exploit the technical expertise of inoonhght-
irng industiial professionals. It is sometumes argued that institutions that
depend on large numbers of pait-time faculty may sacrifice educational
quality. Guthrie-Morse (1981) suggests that part-time faculty can be
expected to instruct as effectively as full-time instructors, if proper atten-
tion 1s paid to three key issues: quality, equality, and parity.

Continued Recruitment of Nontraditional Students. More efforts
will be mnade to identufy and recruit new students Faculty and staff will
be sought who can understand and accommodate the deficiencies, prob-
lemns, and learning styles of nontraditional populations. Two-year ccl-
leges will continue to expand their functions, from transfer programs to
career and terminal education, adult basic studies, developmental pro-
grans, and aggressive drives to recruit and retain students perceived to be
apathetic. Faculty must constantly refine and 1edefine their phifosophies
of teaching and instructional skills (Cohen and Brawer, 1982).

Aging and Frustration of the Faculty. The average age of college
personnel will nise, and there will be fewer opportuaities to hire new
faculty to update and revitalize current mstructional staff. A 1elated prob-
lem 1n sotne programs is overstaffing, caused by shrinking enrollments
or changes m student interests and work-force requirements. Faculty inay
have to teach subjects they have nevar studied. For examnple, a history
professor mnay teach “social studies”™ (probably a mix of psychology, sod-
ology, lustory, and current events). As students’ characteristics change,
faculty will be called on to teach. as college subjects, shills previously
assumed to be developed already by anyone entering college (Altshuler
and Richter, 1983). These issues require professional development pro-
grains and innovative policies to help faculty remain vital and effective.

'amad
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Quality-of- Worklife Movement. The quality-of-vorklife movement
may require personnel admimistrators to review salaries and benefits as
college employees reexamine their life and work needs. To many, a job
with an adequate paycheck and suffidient benefits is no longer enough to
justify an unsatisfying work situation. College faculty may want to con-
tinue to nounsh the idealism that led them to teaching 1n the first place.
They may insist on continuing to develop their capabilities while doing
meaningful work. Sometimes, however, complaints about work “stumn
primarily from dissatisfaction with an employee’s total hife situation”
(Pigors and Myers, 1981, p. 17). Colleges re beginning to respond to
these needs in a variety of ways. wellness | ograms, employee assistance
programs for troubled fa_ulty and staff, and sensitivity and adaptation to
new patterns in family life and work, including subsidized, on-site
daycate.

Anticipated Faculty Shortages. Growing disenchantment with the
academuc life, combined with the declining birthrate of the 1970s, makes
a shortage of qualified college teachers likely. Cohen and Brawer (1982)
refer to “numerous instructors, who may have felt themselves members
of a noble calling, contributing to society by assisting the development of
1ts young, reacting fust with dismay, then with apathy or antagonism to
the new missions” (f. 68).

Controversy ser current efficacy and future directions, more and
more bureauaacy, a shafting sense of social imperatives, low status in the
higher educauon hicrarchy, dropping enrollments—all are aspects of the
two-year college (Sceidman, 1985, and inay well contribute to the impend-
ing shortage of faculty.

Planning as a Part of Human Resource Development

“A college is three things: people, programs, and places—and in
that order of importance’ (Miller, 1979, p. 97). Therefore, effective plan-
ning for programs and places must provide a process whereby involve-
ment of people 1s ensured.

I two-year colleges are to aclueve their mission of educating stu-
dents, they mast find better ways of managing and developing the poten-
tial of all the people they hire (Burns, 1979, Old, piecemeal, fragmented
methods and structures of personnel admnistration cannat begin to cope
with the realities and complesities of the 1980s and the 1990s. Two-year
colleges must become much more comprehensive 1n organizing for effec-
tve personnel admiistration, staffing this function with competent pro-
fessionals who can provide strong leadership to the whole mstitution.
According to Likert (1967), “‘every aspect of a firm’s activities is deter-
mined by the competence, motivation, and general effectiveness of its
human organization. Of all the tasks of management, managing the

ey A
o




E

8

human component is the central and most important task, because all
else depends upon how well it is done” (p. 1).

If Likert is correct, the goals of personnel administration in two-
year colleges should be to develop and implement prudent personnel
policies and procedures, increase productivity and nmanimeze the cost of
human resoutces, deal effectively with problems stemming from eco-
nomic strain, and plan to deal with future challenges and demands.

New Approaches to Planning. The need for improved and enlight-
ened personnel administration in two-year cclleges is urgent. Give or
take a few dollars, nearly 80 percent of an institution’s budget is allocated
to personnel and employee related expenses. According to Burns (1979),
“with a major portion of all community college budgets spent on per-
sonnel and related costs and with personnel management becoming
extremely complex, new approaches toward human resources man-
agement are crucial to the continuing vitality of community colleges”
(p. 13). The budgetary climate in which most two-year colleges find them-
selves these days suggests that we either should find more effective and
less costly ways to utilize our human resources or we should start a
demoraiizing retrenchment process.

The development and :mpiementation of a cogent plan for human
resources will address the issue. Two-year colleges are a labor-intensive
enterprise. The lifetime cost of each tenured faculty member can easily
exceed one million dollars. Colleges routinely hire faculty and grant
tenure without acknowledging that they are making an investment equal
to a building, a mainframe computer, or some other major resource.
Experience and good planning dictate that facilities and equipment
«hould be cost-effective, require low maintenance, and meet the needs of
a department far into the future, but personnel decisions often are not
given these same considerations. Personnel are hired and promoted; con-
sequently, thousands of dollars in commitments to future budgets have
been made, without any serious questioning about the long-range payoffs
of such investments or about iuture needs. Personnel administrators in
two-year colleges must work within their organizatuions to change this
process.

Two-year colleges must also recognize that the developing tech-
nological revolution nas thrust new and criticel needs on personnel
administrators. If the work force is not prepared for the new demands of
technology, strategies must be developed and dollars made available to
make the necessary changes. The personnel function mn two-year colleges
must be responsive to changing technologies.

Effective Planning and Enrollment. Enrollment patterns in two-
year colleges are changing. No longer are classrooms filled with tradi-
tional college-age students; rather, the “traditional” age of students at
two-year colleges is becoming midcle age. Nevertheless, many (nstitutions
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continue to offer traditional programs and services, exactly as they have
always done. Two-year colleges must 1espond to the change in enrollment
patterns by altering their programs, hiring qualified staff, and upgrading
current staff. The personnel function must be prepared for these changes.

Finally, two-year colleges can make few significant changes with-
out affecting personnel Therefore, if faculty and staff will be affected by
such changes, they must be involved in the change process. Personnel
administrators must create an employee-driven change process in two-
year colleges.
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This chapter concentrates on personnel management,
to descnibe the napact and ramifications of the personnel
department for the growth of the entire college operation.

Orgamization and Staffing

Stephen J. Midkif, Barbara Come

“The central challenge of our age is the effectiveness of organizations.
Personnel management exists to improve the contribution made by
human resources to org «nizations™ (Werther and Davis, 1981. p. 19).

Organization is il.o proce- of putting everything together prop-
erly “It involves the integiating of related activities required for the
successful achievemen' of institutional objectives into a coordinated struc-
ture, staffing this suucture with qualified, compctent personnel, and
equipping them with the physical factors necessary to perform their
tasks” (Scheer, 1980, p. 15).

There are at least three coequal basic fundamentals i manage-
ment of institutions of higher Jearning. planning management, vudget
management, and personnel managcment. This chapter concentrates on
personnel management It presents several theories of personnel organi-
zation, as they relate to the operation of the two-year college; discusses
the personnel staff and its functions, lighlignts policies and procedures
carried out by the versonnel department, and disc usses personnel records
as an important function of the personnel uepartment.

Organization of Personnel Departments

Academic departments are much more autonomous than similar
departments in business and industry. Therefore, personnel programs

R 1 Milletand B W Holraplel Jv redv . Tosues 1n Personnel Management
New Directions (a1 Communaty Colleges no 62 San branaso Josses Bass, Summer 1988 11
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caniiot be merely transplanted from a business environment to a college
ernironment without adjustments, regardless of any similanities between
the two kinds of programs.

Organizational Theories in Higher Education. The personnel func-
tion is administrative. In small insututions, the president may serve in
several capacities and have every facet of the institution reporting to him
or her, o1 the personnel operation may be assigned to an administrator
who has other responsibilities. The administrator may or may not have
technical and clerical assistants, according to the size of the institution.
The personnel operation is frequently considered part of business admin-
istration and placed under the administrative jurisdiction of the chief
business officer. According to Knowles (1970) such an arrangement is
usually undesirable, for several reasons. First, rightly or wrongly, the
chief business officer is usually charged with evaluaung all institutional
operations from the fiscal and accounting viewpoint, while personnel
matters must be considered in a much broader context. Second, the
working relationship between the personnel department and the business
office should be the same as the relationships among other institutional
operations—obviously an impossibility if the personnel department is
considered part of the business office. Finally, because of the weight of
their fiscal responsibilities, few chief business officers are able to give
sufficient attention to personnel matters. As a result, thei are rarely in a
position to give top administrative officers all the data they need to make
proper dedisions concerning institutional personnel policies and their
implementation.

Academic Personnel Versus Nonacademic Personnel. According to
Knowles (1970;, “In a good personnel operation all generally recognized
personnel functions should be the responsibility of a central personnel
office” (p. 133,. Administration 1n higher education increasingly resem-
bles corporate management. Personnel-related decision making has
become formal and more centralized on campuses across the country
While the ncnacademic personnel process, in the cvil service tradition,
has for some time been centralized, particularly at public institutions,
administrative professional and academic employees have only recently
come under the influence of the personnel office. Dearsions concerning
hiring, promotion, nonrencwel, and dismissal of faculty members are no
longer the sole province of departments, schools, and divisions of aca-
demic affarrs. The personnel adnunistrator has Lecome an important
adviser to academic management. The shift to more formalized, central-
ized, policy-dictated personnel practices is occurring both on unionized
and nonunionized campuses.

Some institutions mamtain nonacadamic personnel programs,
however. Colleges that have nonacademic personnd offices frequently
assign the responsibility for certain personned functions to administiative
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units ciher than the nonacademic personnel office. For example, an
institution might set up a separate office to admnister the instituticnal
insuraince and annuity programs, since these services are available to all
employees. Very often, the personnel office i responsible for all nonaca-
demic personnel matters, plus the handling of benefits for academic per-
sonnel. The scope of the responsibilities of the personnel office varies
widely from institution to institution.

Uniqueness of Academic Personnel Administration. Another distinct
difference between personnel administration in business and industry and
in higher education involves the nature of the members of the academic
community. “Essentic} to successful human resources management in col-
leges is an understanding of academic personality” (Fortunato and Wad-
dell, 1981, p. 351). Many faculty members are independent mavericks.
Their academic training encourages them to question authority in ail
areas and requires independent thinking and innovation. These traits are
positive, and they build an excellent faculty. Faculty members frequently
engage in consulting, research, writing, and grantsmanship, but these
independent freethinkers may create conflict when they are required to
adhere te rules that others have created. Faculty members tend to react to
situations in relation to their disciplines, and theit 1oyalties lie first with
their disciplines. For example, consider performance evaluation. A faculty
member in electrical engineering will probably accept the validity of
detailed performance evaluations, with mulitiple-choice items and numer-
ical ratings, but an English teacher may prefer to have paragraphs written
about the person being evaluated. Loyalty to one’s discipline should not
be seen as disloyalty to the institution, according to Fortunato and Waddell
(1981); ““as independent professionals, faculty appreciate the institution to
the extent that it allows them to pursue knowledge” (p. 357).

Hierarchy of Organization. A formal organizational structure
almost always reflc , a hierarchy. The advantage of a hierarchy is that it
can bring together great numbers of diverse people to accomplish a task.
The familiar chain of command provides a means for pinpomnting respon-
sibility and authority. Pcople are assigned certain parts of the general
task by being required to perform specific duties. According to the weight
and significance of their particular roles, people occupy certain places in
the hierarchical structure.

Figures 1 and 2 show functional organizational hierarchies for a
large and a midsized institution, respectively. The figure for a large insti-
tution shows that manager .ent of each function hsted is assigned to one
individual. In midsized and smaller institutions, the figure indicates that
functions can be combined for management assignments. According to
Fortunato and Waddell (1981), some logical combinations of assignments
would be “compensation, benefits. and personnel records, or employment,
employee relations, and affirmative action, or performance evaluation,

&
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Figure 1. Sample Personnel Office Organization Chart
for a Large Institution
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Figure 2. Sample Personnel Office Organization Chart
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traming, and development”™ (p. 358, Of course. such management descrip-
tions depend on the talents and backgrounds of the personnel staff.
Where does the personnel department fit into the admimstratve
organizational Lierarchy? If the institution deades 1o take full advantage
of what 4 complete personnel operation can contribute as an administra-
tive service, the personnel operation can be organivzed as a department
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headed by an administrative officer with the same administrative status
as the chief business officer and the chief educational officer. The specafic
title would depend on the tites given to other administiative officers.

To whom does the personnel director report? In many colieges,
the personnel officer reports to the chief business officer. The workability
of this arrangement depends on the nature and priorities of the business
officer. If the chief business officer is only fiscally onented and does not
have a positive interest in the personnel function, then the personnel
department will luick adequate support. A few educational institutions
have appointed vice-presidents for the personnel function. In many cases,
the personnel offices 1n these instituttons include academic personnel
administration.

Staff Versus Line Relationships. The personnel departmert usually
has a “staff,” as opposed to a “line,” relationship to all other depart-
ments. It is the function of a personnel department to recommend courses
of action to administrators in the operational line depar'ments thar will
implement established mstitutional policy. Many actions and decisions
of a personnel officer, or of a member of the personnel staff, affect how
lize supervisors perform their duties and responsibilities. The more
service to the nstitution in g staff relationship that top management
enpects from its personnel operation, the suonger the personnel opera-
tion becomes. .\ personnel operation serves an institution best when top
management makes final decisions on employer-employee relationships,
but only after being advised on those decisions by the personnel depart-
ment. The roles of the personnel staff and the adminstiators responsible
for personnel affairs must be clearly defined to reflect botl the unique
organizational aspects of higher education and the history, current envi-
ronment, and objectives of cach college.

Personnel Staff

The success of any personnel program depends in large part on
the quality of the personnel staff. A well-qualified staff membet has not
only a good background of traming and experience but also the personal
qualities to work well «ith the administation, faculty, hourly employees,
and a vanety of individuals outside the institutnon.

The Director. 'I'he personnel director is an ndividual who can
serve effectively as a member of top management and at the same ume
bring to management the thinking and the concans of all employees. In
addition, he o1 she enjoys the confidence both of management and of
employees, without becoming an adversary of either gooup. The person-
nel director also has the ability to develop a personnel staff whose goals
are service both to management and o the anployees of the msttuton
(see Figure 3).
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Figure 3. Personnel Influences

Top
Manage-

\  ment

Line
Managers

PERSONNEL
DIRECTOR

Govern-
ment

Community
\ Crpetation
\,

The Staff. In very small institutions, a single individual may be
the personnel staff. In larger institutions, staff members may specialize in
such functions as interviewing and placement, position classification,
record maintenance, training, and labor relations. There are real advan-
tages to having cach staff member be a generalist and become equally
competent in all areas of the personnel operation, especially when inter-
viewing and placement are emphasizeu—say, at the beginning of a new
school tetm. It is easter to maintain full operation if staff members can
be assigned to various areas as needs occur.

There has been consilerable interest in developing standards for
determining the number of posiions needed in a personnel office.
Attempts have been made to establish ratios of the number of personnel
employees to the number of students, to the number of nonacademic
employecs, and to the size of the operating budget. No attempt has been
totally successful. There are still far 100 many variables in institutional
administrative organizations, and in the acceptance of which personnel
functions should be the specific responsibility of the personnel depart-
ment, to achieve any consensus on how many employees are needed to
perform recognized personnel functions.
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Few two-year colleges currently have full-time personnel lirectors.
Most colleges have delegated the various functions to central administra-
tors, usually the chief administrators for academic or business affairs.
The variety of ways in which personnel responsibilities have been dele-
gated emphasizes the need for delineating the personnel functions that
are the responsibility of the central administrative staff, establishing
responsibility for carrying out these functions, and determining when a
college should employ a personnel specialist.

Persorael Policies and Procedures

Ratiorale. Policies generally are broad statements of principle,
developed by boards of trustees and top administrators, that play a major
role in creating and maintaining the overall .limate of an institution.
“An overabundance of policy stifles action, precludes flexibility, and dis-
courages” employees at all levels (Fortunato and Waddell, i981, p. 302).
If there are too few regulations, however, there will be much inconsis-
tency cencerning the management of the institution. This chaotic sit-
uation often leads to personnel decisions based not on institutional
priorities but rather on the emotions of the moment. Moreover, orga-
nizational conflict, incificient operation, and even legal problems may
develop when faculty and staff do not clearly understand the policies that
affect them.

Two-year colleges across the United States employ a great range of
practices concerning the use of personnel policies. A policy that is taken
for granted or assumed on one campus may be unknown on others. Some
institutions may develop elaborate, detailed policy manuals, while others
have no formal statements of their policies. Nevertheless, every institution
does have policies; some just communicate their policies better. Millet,
MacLean, and Avery (1972) state that a “comprehensive personnel man-
agement programn must include policies and procedures” (p. 1).

To establich and disseminate personnel policies in a two-year col-
lege enhances the continuity and stability of the administration, encour-
ages teamwork through the integration of functions and activities,
improves internal relations through greater equity in management deci-
sions, and enables the administration to carry out its responsibilities
quickly and efficiently by definirg the boundaries within which decisions
must fall. Properly developed, the policy manual is a tool of good man-
agement at the two-year college (Scheer, 1985).

Differences Between Policy and Procedure. *‘A policy 15 a clear state-
ment of a philosophy. A procedure is the implementation of that philos-
ophy” (Fortunato and WadJell, 1981, p. 303). This is not to imply that
policy precedes procedure. Scheer (1980) states that “policy is merely the
outgiowth of practice” (p. 939). Each institution has a customary way of
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doing things—this 15 practice. A series of steps detailing the performance
of that practice is 4 procedure. Both practice and procedure are developed
within the framework of policy. Written policy 1s a commonly accepted
statement of understanding among the various levels of supervisors and
supervisees. For example, . Hsolicy might state: “Minimize the employee’s
financial outlay for travel expenses.” The procedure related to this policy
stipulates. ““Normal travel costs are reimbursed promptly upon submis-
sion of expense statements and proper receipts.” The procedure is an
instrument to accomplish the intent of the policy. The procedure answers
such specific questions as who, when, where, how, and how nmch.

Policy Manuals

To be comprehensize, the policy manual must consider most areas
of the two-vear college’s operations. Miller (1986) has suggested these
items for inclusion: “personnel 1ecords, faculty recruitrent, faculty
appointments, adininistiative appointments, termination of employment,
faculty orientation procedures, administraiive orientation procedures, aca-
demic rank, promotion, tenure, employer-employee relativis, and com-
munity-facuity relations” (p. 121). The content of a particular policy
manual should be unique to the institution. The policies should be devel-
oped as they are needed to sohve or prevent problems, they shiould not be
copied from a book or borrowed from other colleges or from businesses.
Care should be taken to address certain legal technicalities common to
most institutions, but the content of the manual should primarily reflect
the needs of the particular college.

Development. Fortunato and Waddell (1981) present four general
guidelines governing the establishment of polidies. First, “avoid estab-
lishing policies that cover one-time situations.” Policies should reflect
the general philosophy of the institution, they should not be so detailed
as to restrict management’s prerogatives. Second, “‘test exiscing and new
policies for practicality and usage with those who are to implement
them.”” The personnel office and the first-line supervisors know the
impact of proposed policies on their staffs. Their expertise should be
utilized. Third, “do not introduce policies that cannot be monrtored.”
Policies that cannot be enforced, or are sporadically enforced, lead to
frustration and mistrust on the part of those affected by the policies.
Fourth, “review existing policy when establishing new policy” (p. 302).
The development of a new policy will often affec: the content and value
of an existing policy, sometiines contradicting the old policy or resulting
in confusion. Revision of existing policies on a regular basis is suggested.

The development of personnel policy 1s most often accomplished
by boards of trustees or executive committees, who consult mstitutional
personnel, as appropriate. The procedural mmplementation 1s not the
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task of such groups, since they usually are not aware enough of the day-
to-day procedures of the institution. The determination of procedures is
the responsibility of the personnel officer, who must establish clnse con-
sultation with the personnel affected by the procedures (Fortunato and
Waddell, 1981).

Review. Review of new policics and procedures before their final
approval is crucial to their success. Good manuals are developed on the
basis of the recognition that personnel in each part of the institution
should have the opportunity to review and comment on policies and
procedures before they are implementc’. s practice is useful in two
ways. First, an employee who fecls like part of the decision-making pro-
cess will be more likely to support the final product. Second, 1t is impor-
tant t- ._.cugnize and value viewpoints on policies and procedures from
those closest to their impacts.

It is also important to include review by legal counsel. From the
legal point of view, the manual may be a binding contract, and review by
counsel will avoid difficuities later. Some colleges carry this point farther
by contracting with specialists to develop the policy manual. These spe-
cialists have developed “generic” manuals very carefully, which they can
adapt to particular mnstitutions by filling in the appropnate blunks. While
this procedure undoubtedly reduces legal concer s, the utility and appro-
priateness of such manuals for particular institutions must be questioned.

Approval. The approval process follows veview and 1s crucial to
the acceptance of the policy by the ¢ntire staff of the institution. Individ-
uals from every unit and subunit should f.ci that they have had the
opportunity to be heard. Most two-year colleges require all pol.cies to be
approved by boards ol trustees or similar bodies. Such approval is cruciai,
but it should not be considered as a mandate to enforce compliance. An
understanding of the policy, based on the idea of cooperation and partic-
ipation by those who will be affected, is much more desirable and useful.
It is the task of the personnel office to develop this understanding.

Dissemination. Employces of every business or other enterprise have
the right to know the policies that affect them, and two-year colleges are
no exception to this rule. It has been suggested (Fortunato and Waddell,
1981) that such information by disseminated in two types of publications:
*A detailed and controlled personnel policy manual un loose-leaf form
10 simplify updating) should be supplied to each administrative umt and
a summary handbook should be distributed to each faculty and staff
member” (p. 303). It is also recommended that two handbooks, one for
faculty and one for nonfaculty, be used. The policy manual must contain
the exact and official text of each policy affecting all categories of
employees. The language should be predse and accurately detailed. The
handbook. on the other hand, may contain only a summary of the policies,
with appropriate references to the more comprehensive policy manudl.
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Grievance Policy

One area of policy manuals warrants special consideration: the
grievance policy. Grievance procedures allow redress for employees who
feel personal concern or dissatisfaction with their employment. The defi-
nition of what constitutes a grievance may oe established by the institution
broadly or narrowly according to its philosophy and style. The grievance
policy should include the specifications of eligible employees, the steps
involved in the procedure, and the time limits for each step in the process.
“Different personnel units may require different grievance procedures”
(Kilberg, Angelo, and Lorber, 1972, p. 29). Since these different units may
operate under differing policies and procedures, the griesance policy is
also likely to differ. The important tiiing is for faculty and staff to know
that if problems arise, a fair method of resolution is available. Since griev-
ance procedures provide for the resolution of internal conflict, “their exis-
tence is a critical factor in achieving and maintaining good employee
relations.” This, in turn, “can be a critical factor in the ability of an
institution to fulfill its role and mission” (Obterle, 1981, p. 35).

Personnel Records

Personnel records have long been considered necessary for good
personne: administration. The records function has recently become even
more important. With the advent of federal and state labor and anti-
discrimination legislation, the maintenance of accurate, compl e, and
readily available personnel 1ecords is crucial to the sound oper..ion of
colleges and universities.

Colleges and universities operate under many of the same reg-
ulations as industry. To avoid the potential consequences of failing to
maintain proper records, they must take great care to keep appropriate
personnel records.

In addition to the need tor avoiding lawsuits or sanctions, there
are other important reasons for systemratic records management. Person-
nel records are used to support decisions on employment matters, to
resolve disaplinary disputes, and to assist in strategic planning through
institutional research. When new staff and faculty are hired, personncl
files are created and maintained to provide support for later decisions
concerning ‘‘promotion, fenure, recognition, discipline, dismissal, and
the like” (Fortunato and Waddell, 198!, p. 121). For disciplinary matters,
the personnel file contains records of action and evidence supporting
such action. (Most institutions, especially those with grievance policies,
stipuilate hoth content and length of retention for an, discipline-related
data.) Information available from personnel records can support a vari-
ety of institutional research efforts. Studies that answer “the strategic
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‘whys” and ‘what ifs’” (Douglas, Klein, and Hunt, 1986, p. 151) of orga-
nizational planning are vital to effective and efficient operation of an
organization.

Functions of Records Managem.nt. There are three basic compo-
nents of records management. The first is records creation. The basic
capture of data is fundamental; without accurate data, no system is useful.
Data are most often collected immediately after the appointment of faculty
or staff members by having the new employees complete biographical
forms. (The data are not collected until after hiring, because much of the
information that is useful to personnel managers cannot legally be
requested of applicants.) Other data are collected with other methods, as
necessary. The information retained in personnel records should include
“everything considered reasonably available and helpful to augment and
raise the level of decision making” (Ohio "oard of Regents, 1974, p. 89).
There are several lists available tha: tell which data are considered vital;
one of the most comprehensive is Fortunato and Waddell’s (1981).

The second component is records ma‘ntenance. Records mainte-
nance is the means of controlling, analyzing, and accessing recorded data.
Wolling and Bercen (1972) list the three stages ot a personnel record’s life:
active status, semiactive status, and inactive status. An active record has a
currently stated, specific purpose. If no such purpose exists, the record
should not be maintained in active status. A semiactive record is main-
tained for some legal or historical reason—for example, a terminated-
employee payroll record, which must be permanently maintained for legal
purposes. Such a record should also not be maintained in active status.
An inactive record becomes the responsibility of the third component of
records management: records disposition.

Records disposition provides for the systematic removal of semi-
active records, the orderly disposal of inactive records, the protection of
vital records, and the preservation of legal and historical documents. As a
rule, records should be disposed of when they are no longer used; in
practice, however, records may be kept for two years or, in some cases,
forever. Each 1nstitution should determine, within state and federal guide-
lines, a schedule for retention and disposal of all records.

Until very recently, personnel data have been maintained in indi-
vidual file folders. These files contain application forms, personal and
educational profiles, performance evaluations, documents on insurance
coverage, retirement information, and so on. Many small two-year colleges
continue to use such systems, but other institutions have found this
method of record keeping burdensome and inadequate. These institutions
now employ automated systems of record keeping. One common approach
considers the personnel record to be just nne of several kinds of data
modules, linked via integrated computer software into a comprehensive
management information system. This approach, while not new, is still
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not widespread among two-year colleges, but the demands of the present
and the future will nndoubtedly prompt its appearance on most campuses
rather soon.
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Without a definable and effective appraisal system, decisions
related to employee development and career path become
unfocused. The entire organ zation suffers because no
systematic feedback on performance 1s available.

Performance Appraisal

Mary Louise Holloway

This chapter reviews general facets of performance appraisal, pointing
out the similarities and differences in methods and instruments used to
appraise the performarce of administrauve, academi¢, and nonacademic
personnel and relating the concepts of merit pay and tenure to perfor-
mance appratsal.

Overview of Performance Appraisal

The concept f performance appraisal is central to effective man-
agement and 1s commonplace in everyday life. Salespeople earn commis-
sions based on the number of products they sell, professional football
quarterbacks are judged by the number of passes they complete. People
cither consciously or unconsciously evaluate a variety of things and peo-
ple each day. Certainly these daily routine evaluations have a great deal
of subjectivity.

Formal performance evaluations should be far less subjective, but
1t is important to realize that not all subjectinvity can be eliminated. In
general, most people agree on the need for performance appraisal. “The
problem,” Castetter (1986) asserts, “is to develop alid, reliable appraisal
systems and to engender increased understanding of the purposes and
limitations of performance appraisal so that results will not be misused”
(p. 318). Castetter (1986) obseives that "“for the better part of a century

R 1 Miller and £ W Holsaplel, Jr (eds ) Issues in Personnel AManagement
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organizations have been experimenting with performance appraisal of
various types . .. about the onlv consensus that has developed is that
performance appraisal is not a matter of choice” {p. 321).

Performance appraisal 1s a process of assessing and evaluating an
employee's performance 1n relation to preset standards or specific objec-
tives. Ideally, the criteria are known by the employee and by the manager,
and the steps or resources needed to attain effective performance are
mutually agreed upon (Latham, 1984, p. 87), but this is not always wha.
actually happens.

The major purposes of performance appraisal are formative (or
developmental) and summative (or judgmental). Formative appraisal is
conducted to improve performance, suggest career development, and iden-
ufy training and developmental needs. Kearney (1979) emphasizes that
“developmental deasions require information on how the outcome
occurred” (p. 248). Summative appraisal, in contrast, has a wider focus
and 1s used to make decisions for compensation, placement, and staffing
deficiencies, to correct informational inaccuracies, and to respond to exter-
nal challenges. In summative appraisal, Kearney (1979) places emphasis
on “what happened” (p 248). Performance appraisal is also used for
review during the orientation or probationary period of employment.

Designing the Appraisal

Objectives. The purpose of the performance appraisal system deter-
mines what 1s to be appraised: traits, behavior, or results. In the past,
trait scales were quite popular, Latham (1984), however, notes that they
“lack rehability” and there is “'no way to measure or make explicit what
a person has to start, stop, or continue.” Furthermore, trait scales may be
viewed as “suscepuble to the personal whims, tastes, and fanaes of the
evaluator” (pp. 88-89).

The current wend is toward results-oriented appraisals. When
results are used, an employee’s accomplishments can be readily assessed.
Results are objective, quantifiable, specific, and measurable. For these rea-
suns, a results-oriented 1ppraisal system is preferred by the courts and by
the Equal Employmeat Opoortunity Comimission (Latham. 1984, p. 90).

Closely allied with results is behavior, that is, how the results were
achieved. Kearney (1979) and Levinson (1976) argue for appraising job-
specific behavior, if managers are to evaluate behavior and not outcomes.
Latham (1981) calls for job analyses “‘to 1denufy those behaviors that are
critical for employees in vanious positions to demonstrate in order to
implement the {strategic] plan” (p. 92).

Methods. Appraisal methcds fall into two categones: traditional
and participative. The choice of methodology depends on the purpose of
the appraisal. Figure 1 depicts empioyee parucipauon i e appiaisai
system along a continusm™
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Figure 1. Methods of Performance Appraisal
Traditional Methods
........... e e e ot .| Performance Appraisal

No emplovee participation

Participative Method

X[ Xl Xe L Xewws ... | Perforinance Apprassal
Work Work Work
review review review

Employee participates

Traditional methods include rating scales, checklists, the critical-
incident process, and behaviorally anchoied rating scales. These meth-
ods measure after-the-fact behavior and instrinsically assume that the
employee cannot improve during the appraisal period.

Rating scales are the oldest and most widely used means of mea-
suring performance. The rating form lists the qualities and characteristics
to be rated and may use a continuous or a discrete scale. The rater checks
statements that actvally portray employee behavior. For administrative
personnel, the items may reflect analytical ability, judgment, leadership,
creative ability, imtiative, and knowledge of work. Items for nonacademic
personnel may include quantity and quality of work, job knowledge,
cooperativeness, dependability, and attitude. Academic personnel may be
rated on knowledge of subject matter, organization, attitude toward stu-
dents, lecture, discussion and questioning skills, and general «( wrse con-
duct. Although they are used universally rating scales are subject to
various forms of error.

A checklist gives the appraiser a choice among weighted perfor-
mance-related statements that can occur in the job for which the checklist
has been designed. Usually the weights are not knowa to the appraiser.
A separate checklist is required for cach job, making this method of
appraisal costly.

The critical-incident process requires the manager to record sig-
nificant examples of positive o1 negative behavior related to job perfor-
mance, as they occur. For this method to be a useful feedback tool, the
statements should include brief descriptions of what happened, settings,
and circumstances. Critical-incident records may be used in conjunction
with other methods of appraisal. This appraisal method helps to reduce
recency bias. Its use is also consistent with federal laws.

Behaviorally anchored rating scales assess performance on the bas:s
of specific descriptions of work behavior. They 1equire considerable time
and efiort to deveiop. A separate raung form 1s required for each job. Basi-
cally, development of such scales begins with the 1dentification of a job's
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key areas of responsibility. Neat, the employee and the supervisor describe
many examples of actudl job behavior that pertain to various degrees of
jub performance. Examples are then classified under ob responsibilities.
At the next stage, know ledgeable peopic are asked to rate each item of job
behiavior by assigning it a number on a scale (between one and seven, or
one and nine). The average scale value for each incident of job behavior is
computed, and the final seven or nine items, with their scores, become the
anchors for each job dimension. The use of these scales has been primarily
ir business and industry, and research is continuing.

Participative appraisal methods include management by objec-
tives. standards of performance, and self-appraisal. The theory behind
participative appraisal is that anticipated rewards serve as motivators.

In management by objectives, the employee a. . the manager joint-
ly establish performance goals in terms of measurable outcomes geared to
the organization’s objectives. Together they assess the employee’s progress
toward attaining the goals at least once each quarter and maybe more
often. Employee particij.ation enhances achieve ment of goals. Werther and
Davis (1985, p. 299) list three difficulties of this method: The objectives
may be o0 ambitious or too narrow, some areas of performance may be
overlooked, and the objectives may focus on quantity tather than quality,
because quality is often more difficult to measure.

Standards of performance are statements of the observable condi-
tions that will exist when a job is being or has been satisfactorily per-
formed. A standard of performance lists observable conditions or effects,
either wanted or unwanted, in tsrms of quantity, quality, time, and cost.

In self-appraisal, the employee and the manager establish a series
of targets or objectives for an appropriate span of time. At the end of that
interval, they have another discussion, during which the employee evalu-
ates performance relative to the objectives, attempts to solve newly recog-
nized problems, and sets new objectives for the next period. The role of
the mar.ager is to listen and guide. Since there is no criticism, there is no
defensiveness. Theoretically, the employee critiques himself or herself
and establishes the basis of behavioral change.

Measures. Several measures may be used to evaluate performance.
Their helpfulness is enhanced to the extent that they are easy to use,
relhiable, and ablc to report on the designated behasiors that determine
performance. Direct observation evaluates performance that 15 actually
seen (for example, an instructor’s lecturing in a dassroom,. Indirect obser-
vation evaluates 4 substitute for actual performance (such as the results
of a test given by an nstructor). Objective performance measures can be
verified by others for example, a counselor’s providing coriect and accu-
rate information about a program to potential students). Subjective
measures arc the appraiser’s personai opinions and are appropridate for
inclusion in a total evaluation.
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Criteria. Smith (in Cas:etter, 1986, p. 337) suggests four characteris-
tics of effective performance criteria. First, the criteria are relevant to the
characteristics being appraised. Second, they are unbiased; they are based
on the job characteristics, not on the person. Third, criteria are significant
and directly related to the institution’s goals. Fourth. the criteria are prac-
tical, both measurable and efficient for the institution in quesuon.

Rater Ervors. Objectivity is a key factor in virtually every method
of appiaisal. Rater errors are discrepancies in evaluating another's per-
formance. Managers, although subject to human frailties, can exert con-
trol over the following common rating errors by being aware of them.

1. Halo effect. The manager appraises employees in terms of his
or her own attitude toward them, instead of appraising their
performance.

Leniency. This is the most frequent error in performance

appraisal. The manager is not willing to face the unpleasant-

nes> that may ensue from an unfavorable appraisal.

3. Error of centrai tendency. The manager tends to :ate more
employees near the midpoint than anywhere else on the scale.
There is a greater tendency to do rthis when there is an odd
number of choices on a rating scale.

4. Bies. The manager may hold a prejudice against a group or a
class of people and thereby distort their ratings. This practice
may violate antidiscrimination laws.

5. Recency error. The manager bases ratings on what is most easily
remembered, and this may not be characteristic of the total
period.

ro

Performing the Appraisal

Responsibility. Generally the employee's immediate supervisor con-
ducts the performance appraisal. The premise for this practice is that the
person responsible for managing a department understands organiza-
tional objectives, needs, and infiuences. Being held accountable for the
successful operation of a department, the manager must have control
over personnel administration.

According to the purpose of an appraisal and the level or category
of the person being appraised, more than one source of data may be used
(for example, student appraisals, peer appraisals, or appraisals by staff
who niciact fieguontly with the person being appraised). When other
data sources are used, however, the manager must consider the appraiser’s
“‘unique perpective,” as well as the fact that these sources may reflect
limited knowledge of the appraisee’s job and scope of responsibilites
[Clewis and Pamting, 1985 p 27) This is especially trie whep stndenis
appraise administrators.
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Frequency. The frequency of performance appraisal and feedback
also depends on the parpose of the appraisal. Orientation or probation-
ary reviews for new employees are usually done on a thirty-, sixty-, or
ninety-day basis. Formative appraisals conducted for developmental pur-
poses should be consistent with timely feedback of performance and rein-
forcement of appropriate behavior. They are often done on an irregular
basis. Summative appraisals are generally scheduled for the anniversary
date of employment or for some fixed annual date. The schedule reflects
the need for information to guide dedisions on salary, promotion, or
tenure. Conducting the annual appraisal on the employee’s anniversary
date spreads appraisals throughout the year, cascs the manager’s work-
load, and minimizes employees’ tendencies to compare themselves with
others.

Criteria for Instruments. The basic criterion for any performance
appraisal instrument is that it be both reliable and valid. A reliable instru-
ment provides consistent results, a valid instrument contains a represent-
ative sampling of the requisite job behaviors necessary for performance—
that is, it actually measures valid job behavior.

The Appraisal Process

The appraisal process gives the manager an opportunity (o
develop ways of improving employees’ future performance. Ultimatels,
this effort can be expected to move the mstitution toward excellence.

Preparation. Planning for an appraisal interview requires consid-
erable effort and forethought by the manager. Most managers do not
relish the task of pertormance appraisal because of its judgmental aspects.
The appraisal written today remains in the employee’s file for a long
time, and decisions are Lused on the information it contains. These are
the realities.

The first step in preparing for the performance review is to select
a time and place and make an appointment with the employee. To
enable the employee o come to the meeting prepared, this notice should
be given at least one or two weeks in advanee. Preparation by employee
may include  self-appraisal, specific statements of demonstrated
strengths, and a rationale to explain lack of accomplishment and areas
for improvement.

To make appraisal useful. the manager’s next step is to gather
data from several sources. "us entails reviewing the employee’s job
description to see what should have been done, and comparing this with
the actual resalts. Other sources of data may incdlude student evaluations,
peer evaluations, records of absenteeism, and self-appraisal by the
employee. Using information from 4 vartety of sources provides a broad
perspective and minimizes subjective judgment.

RIC N
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Clewis and Panting (1985, p. 9) emphasize the importance of the
manager’s preparing for a two-sided discussion for the following reasons.
* To provide the employee with an opportunity to explain re>
sons for his or her actions, make suggestions for the improve-
ment of the job, explain successful methods he or she has used,
and clear up questions of policy about the content of the job

¢ To provide the employee with an opportunity to discuss and
get help in solving special problems he or she has encountered
on the job and clear up any p-nts ot confusion or misunder-
standing he or she may have about the job

¢ To develop improvement plans and projects for better use of

the employee’s strengths

® To build a strong personal relationship in which supervisor

and employee are willing 1o talk frecly about the job, how it is
being done, what improvement is possible, and how it may be
obtained

* To eliminate or reduce the tension and anxiety that may exist

when employees have not had the opportunity of planned
discussion.

The Interview. Privacy and freedom from interruption by visitors
or telephone calls are absolute requisites for the performance appraisal
and will enhance concentration. These conditions convey to the employee
that the session is important, that the employee 1s valued, and that the
manager has time for discussion.

At the outset, the manager should ciarify the objectives of the
discussion. This will help to keep the meeting on track and will avoid
focusing on trivia.

Employees should be encouraged to participate. The more they par-
ticipate in the appraisal process. the more likely they are to be satisfied
with the appraisal and with the manager. In addition, participation helps
employees to understand themselves better and generally leads to more
commitment and follow-through on performance improvement. A good
way to begin is to ask employees to review the year's progress verbally and
to discuss the problems. needs, innovations, satisfactions, and dissatisfac-
tions they have encountered. It is important that the manager listen.

Total performance should be reviewed, with discussion beginning
and ending on a positive note. This is not always possible, particularly if
an employee’s work has been consistently unsatisfactory. The manager
should point out strengths and areas of satisfactory performance. If there
are areas that need improvement, focus on those that are likely to make a
difference. Even an employee performing .t high levels has room for
improvement. Limit the number of things the employee will be expected
to imp:ove. Remember, one area of noticeable improvement is better
than many superhicial gans, or none at all. lo conclude the interview,

7
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recap the major points and determine a simple plan for further develop-
ment of the employee.

Make certain that the employee receives a copy of the appraisal
within one to three days after the meeting. Immediately after the mter-
view, it is wise 10 make notes about what was agreed on and about plans
for follow-through.

Inadequacies of Appraisal System

Laird and Clampett (1985) interviewed sixty-one managers in a
Fortune 500 service organization and found that all managers, regardless
of function, position, or location, mentioned four problems: multiple
uses of the appraisal form, subjectivity and inflated ratings, problems in
defining objectives, and dissemination of evaluation results to employees
in the interview (p. 49). Other drawbacks, cited by Levinson (1976),
include incomparable ratings by different managers rom different units,
no mechanisms to ensure that managers give frequent feedback, and few
support mechanisms to help managers cope with their sense of inade-
quacy about appraising subordinates (p. 32).

Some key reasons for unsatisfactory progress in improving perfor-
mance appraisal systems are cited by Castetter (1986, p. 327-330). These
include administrative irrationality, technical irrationality, premature
commitment, state legislation, and environmental impediments. Author-
ities in the field of human resources generally agree that quality assurance
for a performance appraisal system must include provisions for confi-
dentiality, objectivity, demonstrable results, involvement, specificity, and
validity of appraiser.

Appreisal of Administrators

Over the pzst two decades, there has been increased nterest in the
evaluation of administrators, particularly with the call for greater account-
ability by institutions of higher education. Nordvall (1979) places the
reasons for the systematic evaluation of college administrators into three
categories. pressures and demands for evaluation from internal and exter-
nal sources, improvement of the performance of individual administra-
tors, and improvement of the performance of the institution (pp. 4-5).
These dovetail with Lahti's (1980) enumeration of the major functions of
management fundamental to the successful development and mainte-
nance of a community college. defining its purpose, molding its charac-
ter, determining what needs to be accomplished, and mobilizing the
resources to accomplish these ends (p. 1).

Assessment of senior administrators must focus on institutional
gnals and aspirations. as well as on administrative performance (Lorne,
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1972, p. 3). In a series of nondirective interview. with a cepresentative
number of top executives from business firms, Reeser (i1975) found that
the performance criteiia that overshadow “all other considerations i the
evaluation of senior executives are their abilities to develop ambitious,
but realistic, plans for making the operations for which they are respci-
sible profitable, followed by the ext ..t to which the planned piofits are
achieved” (p. 43).

In higher education, as well as in business, management by objec-
tives is a common mode of performance appraisal for senior-level admin-
istrators. At these levels of management and administration, there is less
need for traditional methods of appraisal or standards of performance.
Although performance reviews are scheduled at regular intervals and
focuw )n the strategic plan, the common theme is that appraisals are
continual {(Reeser, 1975, p. 43). Other approaches to administrator evalu-
ation (Nordvall, 1979, p. 11) are unstructured narration, unstructured
documentation, structured narration, rating scales, and structured docu-
mentation. These approaches are not mutually exclusive and are often
combined or expanded in an institutional evaluation system.

Appraisal of Academic Personnel

Miller (1974) has linked the increased interest in faculty evaluation
to three issues: finance, governance, and accountability (p. 3). Forces exter-
nal to higher education are contributing to the urgency with which insti-
tutions seek to evaluate faculty performance (Blackburn, O’Connell, and
Pelleno, 1980, p. 458). Legislators, taxpayers, parents, and students are
pressuring insiitutions of higher education to examine the cost-effective-
ness of each department and the performance of each instructor. This has
affected who gets fired, tenured, or promoted.

Seldin (1980) advances four reasons for faculty evaluation: to
improve performance; to provide a rational, equitable basis for crucial
administrative decisions on tenure, promotion in rank, and retention, to
provide students with a handy guide for the selection of courses and
instructors; and to be able to provide data to interested individuals and
organizations opera‘ing off the campus (pp. 4-6). Some educators ques-
tion whether petformance appraisal 15 valid or even possible in higher
education. Some feel that it is not needed, and others arguc that it iy an
invasion of their professional privacy.

In a nationwide study, Seldin (1984) found that the most frequently
used factors in evaluating overall faculty performance were classroom
teaching (98.7 percent) and student advising (61.7 percent) (p. 39).
Because the primary focus of academic personnel 1n two-year nstitutions
1s iastruction, it makes sense to focus on mstruction and on student
advising in evaluating faculty. Because students are the focus. it may also
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be advisable to heed Miller (1979). “College students are exceedingly expe-
rienced teacher-watchers, having had twelve years’ exiiience before they
came to college. They learn early or late that acad«.mic success is related
to their ability to analyze the strengths and weaknesses of their teachers—
and countless peer discussions assist in these analyses” (p. 76).
Guidelines for successful faculty appraisal should include the
following:
1. Gain broad suppost at the outset frc a administration, facults,
and students
2. Incorporate faculty input, as feasible.
3. Emphasize the main purpose of the appraisal system. improve-
ment 1n performance.
Use multiple sources of information.
5. Keep the appraisal systern manageable.
6. Provide informational forums during the developmental phase,
and encourage faculty and students to attend.
7. Implement a faculty development program to accompany the
appraisal system.
8. Adapt existing rating forms, rather than devising new ones.
. Allow one to two years for acceptance and implementation.

Tenure

Initially, tent re was developed to protect and support 1cademic
freedom. As financ al exigencies in higher education have escalated,
tenure has become increasingly more related to job security. In some
institutions of higher education, notably universities, tenure is almost
sacrosanct. This can be a problem when retrenchment becomes necessary.
Not all two-year institutions award tenure. Among those that do,
the criteria may be very flexible or very stringent. One criterion common
to all is length of service (usually three to five years of continuous employ-
ment for full-tirne faculty members). Some institutions have tenure quo-
tas. A work by Miller (1979) contains the suggestion that avoiding a
tenure quota may mean increasing selectivity, minimizing “instant ten-
ure”’ and credit for prior senvice, lengthening probationary periods,
appointing faculty members outside the tenure track, evaluating tenured
faculty, separating tenure and promotion decisions, and facilitating carly
retirement (p. 83).
The following questions may be helpful (Miller, 1979, p. 86):
¢ Has the insttution recently updated its policies and procedures?
¢ Does the faculty handbook treat personnel records, faculty
recruitment and appointments, termination of employment, ori-
entation, promotion, college-faculty relations, and community-
faculry relations?
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* Do faculty procedures allow a more ot less continuous updating
and modifying of policies and proceduies?

® Has the institution developed detailed statistical data on ten-
me—adequate to assist in making policy decisions?

® Do personnel policies and procedures that relate to promotion
and tenure 1eflect the operational rewards system?

Appraisal of Nonacademic Support Personnel

Nonacademic support personnel include secretaries, typists, cash-
iers, and maintendnce workers. Their positions are usually clearly defined
in their job descriptions. These employees may be evaluated quarterly or
annually, after initial probation. They may or may not have ingut into
the appraisal process. Traditional methods of appraisal are used most
frequently at this level. Regardless of the method of appraisal, the pur-
pose—improvement in performance—and the criterta for performance
should be known to employees.

Rarely are support staff issued contracts. Their continued employ-
ment and promotion are generally contingent on satisfactory perfor-
mance, institutional needs, and (in some nstitutions; seniority. If merit
pay is instituted for these employees, it should be congruent with other
areas of the institution.

Merit Pay

The concept of merit pay in public education has been around for
a long time. The cyclical history of merit pay 1s chronicled b; Murnane
and Cohen (1986). As early as 1918, a compensation system, called merit
bay, was used in some U.S. public school districts. “urveys by the
National Education Association have confirmed its use through the 1920s.
During the 1940s and the early 1950s, interest in merit pay diminished as
the majority of U.S. public school districts adopted uniform salary sched-
ules. Interest in merit pay was rekindled with the advent of Sputnik but
waned again. Through the 1960s and the 1970s, the number of school
districts using merit pay continued to decrease (p. 16). The current surge
of interest in and controversy about merit vay is a result of President
Rea~an’s call for more accountability in education via merit plans for
instructors (Brown, 1984, p. 7). In many institutions of higher education,
boards of trustees have mandated merit pay for educators.

What is meant by the terra merit pay® “To some, merit connotes a
measurc of effectiveness that is to be gauged and rccognized; to others it
is analogous to or identified with a civil service sort of dassification
system; and to still others, it repiesents constancy on the job, seniority
with career status and longevity pay implications. . . . All three of these
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concepts need not be mutually exclusive of one another, they truly relate
to educational productivitv. Merit pay, therefore, 1s the rewarding of
employees 1n accordance with their plac s along the scale of educational
productivity or cffectiveness” {Var: Zwoll, 1964, pp. 243, 244).

Benefits of Merit Pay. Brown (1983) relates that many social sci-
entists believe money can motivate employee performance. “‘By varying
the amount and duration of salary increases, positive behavior can be
induced that will have salutory ramifications for productivity” (p. 23).
Others disagree, pointing out that other factors must also exist in the
environment.

Andrews and Marzano (1983) call for institutions “to foster moti-
vation of outstanding faculty efforts through formal recognition, mernt
[emphasis added], and publ:c awareness” (p. 105). They reason that
recognition will ensure outstanding faculty positions of leadership and
will provide motivation for more faculty to move away from average
performance.

Implementing a Merit System. Cooperation between administrators
and eacli of the employee levels involved is essential to develop and
implement an acceptable merit pay system. Andrews and Marzano (1983)
stipulate that criteria for outstanding performance must be identified
and agreed on; a fair. objective, and effective system of evaluating job
performances must be developed, actual rewards must be stipulated; and
the number of employees eligible for merit pay in a given year must be
specified (p. 107).

On the basis of the literature, it seems clear that a distinction
should be made between a review for merit pay and a performance
appraisal. Also, because of the senousness of merit reviews and the
potential for misunderstanding, all supenisors involved in ment review
processes should participate in training sessions before the inception of
their merit review plans.
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Staff development 1s becomung a high-prionty ssue in two-year
colleges. This chapter outlines the essential elements of a staff
development progran.

Staff Development
and Training

Stephen Rostek, Deborah Jean Kladivko

Staff development and tramning, also called professional development in
many educational nstitutions, can be defined as purposeful learning
experience undertaken in response to identified needs. Its general purpose
is to impiove organizational and individual performance in achieving
institutional goals. Staff development kelps employees to develop their
potential and to improve their ability to meet job responsibilities.

A need for staff development exists when a discrepancy between
the current siate of affairs and the desired state of affairs exists (Friedman
and Yarbiough, 1985). Staff development needs are generated by the
need for maximizing congruence between the organization and the envi-
ronment, organizational structure and purposes, individual employees
and the organization (Friedman and Yarbrough, 1985), and individual
employees and their aspirations. Lack of congruence n these four arcas
is most often duc to change. Staff development programs are designed to
aid employees and the organization in coping with or responding to
change.

From the point of view of the institution, staff development pro-
grams are designed in response to change that is gencrated either exter-
nally or internally. The need to maximize congruence between the
organization and its environment is a responsc to cxternal changes.

ROt Mhllerand bW Holraplel, Jr teds ) Isaies i Personnel Management
New Duccttons for Commums Colleges, no 62 940 Francisco Jossey Bass Summer 1988 37

49




E

MC g

Aruitoxt provided by Eic:

38

Changing economic conditions. shifting labor-market necds, and rapid
advances 1n technology ate among the external changes that affect two-
year colleges.

The need to maximize congruence between organizational struc-
ture and purposes is a response to internal change. Internal changes can
be the result of external changes and may occur either to maintain the
system’s stability or to move the organization 1n new directions (Friedman
and Yarbrough, 1985). Internal changes that are not tied to external
changes also exist. Revised mission statements and reconfigured organi-
zational charts are among these changes.

The ability ol an organization to deal with change in an efficient
manner is essential for two-year colleges. These institutions were designed
to meet community needs and are expected to be able to keep up with the
changes in labor-market demands and technological advances. “Technol-
ogy changes faster than societal systems so that professions based on
technology must respond more rapidly” (Lowenthal, 1981, p. 519). Two-
year colleges need to retrain or revitalize their staff members to improve
the performance of the institution in relation to these changing needs
(Alfred and Nash 1983). From the point of view of the individual
employee, staff development programs are undertaken in response to two
kinds of change: change that is outside the contr»l of the individual, and
change that is self-initiated.

The necd to maximize the fit between individual employees and
the organization relates to change that is outside the contrnl of the indi-
vidual. As an organization changes (because of either external or internal
pressures). new needs become apparent. Staff development programs pro-
vide the individual with the opportunity to respond to these new needs,
creating a better fit between the individual and the organizaton.

The need to maximize the {it between individual employees and
their aspirations relates to change that is self-imitiated. Self-initiated
change, also called renewal, refers to individuals’ desires to grow, to want
more, or to better themselves. These desires may be related to the desire
to take on new responsibilities or prepare for more desirable po.itions,
or they may be related to the desire to complete the responsibilities of
current positions more efficiently and effectively.

This chapter outlines the essential eleme..cs of a staff development
program. It is designed to aid the individual responsible for staff devel-
opment and includes applications to the two-year college situation.

Institutional Commitment
Research indicates that institutional commitment is ¢rucial to the

success of institutionwide staff development programs. Among the types
of institutional commitm<nt to staff development are support from tep
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admmistrators, statements of p'.ilosophy, employees’ commitment and
readmess, incentives and rewards, imanadl 1esources, staffing, and mte-
gration into the organization.

Support from Top Administrators. Support from top administra-
tors, especially from the chief executive officer, 1s cruaal to the success of
a staff development program (O'Banion, 1982). Without support from
the top, staff developers and employcees alike may find little incentive to
organize or participate in staff development programs. Although support
from top administrator: is listed as a separate type of institutional com-
mitment, it affects every other type covered in this discussion.

Statements of Philosophy. A statement of philosophy, which is a
primary element outlining the reasons why a staff development program
is being pursued, establishes the focus oi the objectives of an institution-
wide staff development program.

Employees’ Commitment and Readiness. Commitment and readi-
ness follow logically from employees’ involvement in the development of
stutements of philosophy. The chances of employees supporting a pro-
gram are greatly increased if employees feel involved in the process and if
they understand the anucipated benefits of the program. Friedman and
Yarbrough (1985) state that employees’ commitment can be gained if
they perceive a discrepancy between the actual and the desired states of
affairs, believe in their own ability to improve or cose that gap, and
understand the role of the staff development program in accompdlishing
the improvement.

Incentives and Rewards. Incentives and rewards provide still other
ways of fostering commitment from employees. Incentives and rewards
commonly associated with staff development activities include released
time, promotions, stipends, salary increases, irstitutional recognition,
and paid travel

The value of personal and professional growth as an incentive in
itself should not be overlooked and has been confirmed by several com-
munity college studies (O'Bar ion, 1982). Faculty and staff members desire
opportunities for renewal, s. .[ development activities provide avenues
for fostering this renewal.

Financial Resources. The level of financial support given to a staff
development program is tied directly to administrative support. If admin-
istrators believe 1n staff developinent, thev are likely to allocate funds to
support the p.ogramn. Finandal resources are necessary to cover the costs
of mdividual programs and of institutional incentives and rewards.

Staffing, A suaff development program is most effective when one
person 1s chosen as tts coordinator. This does not imply that an orga-
nization must employ « person whose sole responsibility is staff devel-
opment. Rather, cach institution needs to make staffing decisions based
on such critenia as the size of the instutution, the resources available, and
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the priority given to staff development. Some organizations place the
responsibility for staff development in the hands of the personnel offi-
cer; other organizauons place the responsibility in the hands of other
administrators.

Integration into the Organization. Efforts to integrate the knowl-
edge or skills learned from staff development activities back into the
workplace are an essertal element of a staff development program. A
program would have little purpose if employees were not permitted or
encouraged to apply what they had leamed to the work situation.

Successful integration requires the wholehearted cooperation of
all supervisors, managers, and administrators. Therefore, the integration
process is directly tied to support from top administrators: Actions taken
by administrators will set the tone for the actions to be taken by all other
managers and supervisors.

Identifying Needs

A staff development program is undertaken in response to identi-
fied needs. To determine the institutional and individual needs to be met
by such a program, a needs assessment is conducted.

Central to the issue of needs assessment is the distinction between
micro needs and macro needs. Micro needs are needs of individuals, while
macro needs are needs of groups. The need for one faculty member to
br  up on teaching methods would be considered a micro need, while
the weed of all new employees to be oriented to the policies of an institu-
tion would be considered a macro need.

The most popular methods for assessing needs are personal inter-
views and questionnaires (O'Banion, 1982). Thesc methods go directly to
the source (to individuals for individual needs, and to supervisors or
managers for institutional needs). Each of these methods has its advan-
tages and disadvantages, and each is appropnate to different situations.

The personal interview requires the personnel officer to meet with
employees (or with administrators) to discuss their needs and the nceds
of those around them. Because of the time involved, this method would
be most approptiate for small organizauons or for situations in which
onlv a few people are to be interviewed (for example, only departmental
chairpersons). Advantages of this method are that support can be built
for staff developmeant programs, and that the Hawthorne effect (that is,
the fact that people feel better or produce more because they feel that
someone is paying attention to them) can increase morale. Candid
responses cannot be ensured 1n personal interviews, however, because of
the lack of anonymity.

Questionnaires provide a way of collecting much information n a
short time, and so they arc appropriate for organizations of any size.
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Questionnailes can also guarantee anonymity to respondents, thus ensur-
ing more candid responses. The disadvantage of using questionnaires is
that they do not provide the personal touch that interviews do.

Although interviews and questionnaires are the most popular
means of assessing needs, both methods require the staff development
professional to devote time and energy to devising questions that will be
ash#d and .o (enduc....g the interviews or distributing, collecting, and
tabulating the questionnaires. Laird (1985) presents an alternate method
of assessing needs that utilizes information gathered through siandard
personnel functions. Thus, Laird’s method requires no additional infor-
mation to be gathered. A method like this one could prove especially
useful in two-year colleges, where personnel staff and resources are
usually limited.

According to Laird (1985), information on micro needs can be
garnered by monitoring the following personnel functions:

I Performance appraisals: According to most personnel policies,
all employees are to be evaluated at least once a year. During the evalu-
ation process, suggestions for improvement are often made. These sug-
gestions can form the basis of training and development programs for
individuals.

2. Hinng: When a new employee is hired, there is a need for ori-
entation, which can be met by a staff development program. Also, during
the selection interview process, the individual is evaluated to determine
how closely his or her skills and abilities match the skills and abilities
required for the position. Staff development activities come into play
when a discrepancy between actual and required skills exists.

3. Transfers and promotions: The need for staff development is
apparent when a transfer or a promotion occurs. Although a person who
is transferred or promoted may not need gencral erientation, he or she
may need orientation to a particular facet of the organization. For exam-
ple, an administrator who becomes a faculty member may need orienta-
tion to the institution’s grading policy. Like newly hired employees,
transferred or promoted employees need to be evaluated to determine
whether discrepancies exist between their actual and expected competen-
cies Any discrepanaes can be remedied through staff development pro-
grams For example. when a faculty member becomes an administrator,
the transition requires that he or she lcarn management and budgeting
skills.

1. Grievances. Any gnievance filed against an individual can signal
a need for training and development, either for the person against whom
the grievance was filed (to ,emedy deficencies 1n the ability to supers ise
people or complete job requirements in a sausfactory manner) or for the
person who filed the grievaice (to properly inform him of hus job respon-
sibilities or to teach him human relations skalls).
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Macro or gioup traiing needs are indicated when the following
conditions exist (Laird, 1985):

. Trends in performance appraisals Improving an individual’s
performance is ¢ micro need, the same need in a number of employees
constitutes a trend and, hence, a macro training need. This need could
be addressed with a group training program.

2. Trends in grievances. A number of grievances with common
themes, or similar complaints filed against many different j-eople, may
constitute a trend and indicate a need for group traimng.

3. New policies: When a new policy is adopied by an institution,
all employees affected by the policy must be oriented to it.

1. Changes in standards: Occasionally, a change of standards occurs
ac an institution. If this change affects a number of employees, there is
a need for group training. For example, an stitation may decide to
change the minimum degice requirement for faculty members from a
bac 1laureate degree to a master's degree. In this case, many faculty mem-
bers will need to continue their education to meet the new standards. A
macro training need for a master's-degree program is evident.

5. New facilities: When new facilities are opened, an institution
must hire or transfer a number of employees to work in them. Employees’
common training needs constitute macro needs.

6. New programs: Adding a new academic program normally
requires the hinng or transfer of a number of employees. In this case,
both new hires and transfers need to be trained in skills pertaining to the
new area. This type of developmental need will be especially important
at two-year colleges as they continue to add new programs to kecp pace
with technology and community needs.

Although each of the two types of needs assessments discussed
here—monitor:nz of personnel functions and interviews questionnaires—
can be used separately, the two can dalso be ased together. Micro training
needs 1dentified by personnel-function monitoring can be validated in
mterviews with the supenvisors of the potenuial trainees or with the train-
ces themselves. Macro training needs identified by monitoring can be
pursued through the use of questionnaires given to employees. Infor-
mation gathered from the monitoring function can vahdate new needs
|
\

identified by the questionnaires and interviews (Laird, 1983).

Eacn institution should use the method of needs assessment most
appropriaie for it, on the basts of available personnel, imc. money, and
mformauon.

Categorizing Needs: A Matrix Model

Although cach two-year college wall idenufy different ones, peda-
gogical needs, techmaal needs, remedial needs, and pesonal giowth
needs are the four basic types The following section offers a desc ription
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of cach need category, with examples of specific developmental needs
nonnally related to each

1. Needs related to the teaching function are pedagogical needs.
Needs related to educational philosophy. curricklum development, teach-
ing methods, and tests and measurement are the four major types of
pedagogical needs. This category of needs is primarily pertinent to faculty
members, although academic adniinistrators mas also be involved with
this area.

2 Needs related to the specific tasks of a particular job are tech-
nical needs. Included in this category would be the need of faculty to
remain current in their academic disciplines, the need of administrators
to learn long-range planning or budgeting skills, and the need of clerical
staff to learn word processing.

3. A person who lacks the skills required in the position that he
or she currently holds would be considered to have remedial needs. Devel-
opmental programs designed to meet remedial needs attempt to address
deficiencies in skill levels. A new faculty member with no teaching expe-
rience who is hired directly from industry would have remedial needs in
the area of pedagogy. A faculty nember who i promoted to departmental
head may have remedial needs in budgeting or in the technical area.

4. Needs extraneous to the specific responsibilities of the position
but helpful to the individual (and hence to the organization) are personal
growth needs. Common examples are needs in human relations, asser-
tiveness training, and stress management.

A review of the literature reveals an extremely wide variety of
staff development programs. These programs differ according to type of
employee, type of need identified by assessment, and developmental stages
at which employees are found. Figure 1 presents a three-dimensional
matrix to categorize training and development activities, a rectangular
solid whose three axes are employee classification, type of development
need, and change situation. Each of these axes is subdivided to facilitate
the analysis of program types and need satisfaction.

The employee-classification axis is divided into three categories:
academic, nonacademic, and administrative. The academic category
includes all faculty members whose major responsibility is classroom
instruction. The nonacademic category includes clerical, maintenance,
and other support personnel. The administrative category includes senior
administrators and professional-lesel personnel. such as counselors,
admissions officers, | blic relations officers, and supervisory personnel.
The second axis repr.sents the type of need that staff development is to
address. The third axis represents the change situation and 1s divided
into four arcas. nceds of newly hired employees, needs resulting from
technological changes, needs caused by promotions and transfers, and
needs related to self-imtiated activitics in each of the four need categories.
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Figure 1. Training and Development Matrix
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Stalf development programs available to an insutution’s personnel
ate governed by the vanables that exist in the matnx. Activaties useful for
support staff may not be applicable to faculty. Likewise, nstruction in
pedagogy would probably be of no henefit to clerical or maintenance
personnel. Since the matrix generates forty-eight cells mto which training
and development activities can be placed, 1t is obvious that all types of
activities cannot be addressed here. Each type of employee (academic,
noracademic, or administrative) could concervably be placed in any one
of siateen ¢ells, and 1t 1s cruaial that a generic «pproach to development
not overlook the varied needs of individual personnel.

Academic Needs. Faculty members face the widest range of requure-
ments for satisfactory job performance, and so it may be appropnate that
resulting staff development needs are addressed first. To be a successful
instructor, the faculty member must not only have knowledge of the
subject matter but also know ledge about how best to present the material.
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Figure 2. Training and Development Matrix:
New Faculty Member Needing Pedagogical Skills
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For the newly hired faculty member, skills in pedagogy may be of
primary importance Especially at the two-year level, personnel may be
hired directly from business and industiy, with little or no teaching expe-
rience (see Figure 2). Even teaching experience is no guarantee that the
person has an understanding of variations in learning styles, construction
of tests and evaluation methods, curriculum development, and methods
of instruction. Exposure to educational philosophy, as 1t applies to a
specific institution, can greatly benefit a new instructor. These basic
pedagogl(al skill requirements inay be part of an onguing general upgrad-
ing of faculty members, or a remediation of faculty members hired for
their expertise in technical fields. The need for a foundation of pedagogy
is addressed on a very limited basis in the literature, but that is not to say
that it is not important. The old assumption that the ability to instruct
automaucally accompanies proficiency in a disapline is m-reasingly
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questioned by students, adrministrators, and the public. Insttuction 1n the
development of (lassroom tests, 1n the wiiting of course objectives, and
in the development of logical and equitable evaluation systems, as well
as the ability to use vaned mstuuctional methods, should fuim the basis
of teaching practice

The need for pedagogical expertise may be remedial, or it may
concern the application of pedagogical techniques to new technology in
specific disciplines. The prospect of promotion may stimulate renewed
interest 1n instructional proficiency. Faculty members may also sunply
have genuine self-interest at stake in that goal.

Several points about development programs should not be over-
looked. A basic understanding of why a program is being established is
extremely important (Reilly, 1983). It should be determined whether the
program is solely for the improvement of individual faculty members or
whether it exists for other reasons (for example, evaluation). Wedman
and Strather (1985) state that the development program must be estab-
lished with respect to the change process of the entire nstitution and
that the program must link current knowledge of faculty members to the
activities that will be pursued.

Administiative Needs. The diversity of types of administrative
employees generates a wide range of professional deve'opment activities.
In a survey of chief executive officers (Hammons and Wallace, 1976), 56
percent of the respondents indicated that their administrative personnel
n led more training in short- and long-range planning, and 40 percent
found their personnel defiaent in budget-related activities {develupment,
control, and implerentation). Another survey (Hammons and Wallace,
1977) showed that two-year college departmental and division chairpersons
answered questions about their training experience in prescrvice, in-ser-
vice, and self-improvement. Their identified needs fell into seven catego-
ries: general knowledge of two-year institutions, managerial skills,
personnel skills, administrative skills, curriculum and instruction, student
personnel services, and miscellaneous other services. Of the respondents,
72 percent said that the ability to motivate faculty members was a high
need, and the same number expressed a high need for training in staff and
faculty evaluation. Skills 1n budget-related activities were identified as a
serious need by 58 percent of the respondents. Almost 75 percent of instruc-
tional leaders expressed a need for pedagogical training. The matrix clas-
sification that might depict this need is shown in Figure 3.

Nonacademic Needs. Nonacademic developmental needs may also
reflect a range of employee classifications and aspirations. Little has
beenn writtea about this aspect of staff development, perhaps because
some institutions satisfy the needs of their personnel internally. Figure 4
categorizes the case of a clerical employee who wishes to learn word
processing. This category cuntains 4 desitable interaction. the employee’s
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Figure 3. Training and Development Matrix: Chairperson Requiring
Pedagogical Skills for Promotion to Dean
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self-initiated request for professional development. Other situations may
also require skill development of personnel, either for maintaining posi-
tions or transfering to new ones.

Meeting Staff Development Needs

The matiix helps personnel professionals, and those with whom
coordination of programs is shared, to identfy and categorize activities
that will satisfy employees’ needs. Transforming categorized needs 1nto
programs that will satisfy institutional and individual requirements is
the next step in the process.

‘The major benefit of the matrix (or of any other categorization
method) is that it enables program developers to do a better job at the
macro (institutionwide) level Needs can be et individually, but there
may be duplicauon of effort.
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Figure 4. Training and Development Matrix: Self-Initiated Request by
Clerical Person to Learn Word Processing
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Through a coordmated eifort and use of the matrix, common
micro (individual) needs can be identified as macro needs, and more cost-
effective means to satisfy those needs can be planned. If only one faculty
member is interested in a computer-aided instruction course not offered
at his institution, then the institution will probably send him elsewhere;
but if many faculty members are interested, it will B> mnze cost effective
to hire someone to come to the instituticn and teach the entire group.

Finally, identification of resources is iinportant for determining if
or when a program should be offered. Will the pro‘gram be offered inter-
nally? Is there 2 nearby institution that offers the program? These types
of questions should be asked before any program begins.

After needs and resources have been 1dentified, the next step is to
merge those two known quantities into a program that satisfies needs
and effectively uses available resources. Decisions at this point are not
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easy, for priorities may need to be set. Needs in one area may be sacrificed
for needs in another perceived to be more important. When fiscal suppuort
is not specifically allecated to individual employees or departments, 1t
may be prudent to develop guidelines for distribution of funds o+ ¢ > have
senior administrators make final determinatons of support

A representative group may determine the range of staff develop-
ment activities, but there should be one centralized coordinator to ensure
that resources are not wasted ard that activities do not overlap unneces-
sarily. One person cannot be an expert on professional de velopment for
all employees, but one person can use input from all levels to coordinate
the geneial operation

The personnel office needs the help and cooperation of all
employees. By integrating faculty and stafi de\clopmem wnh institu-
tional development. the siaff deselopmunt wordin wor will be able o
identify the need for change, simplify the change makmg tasks, and start
helping pecple cope with change (Foituiaiv and Waddeil, 1981).

Types of Development Pregrams. With the matrix as a tool, the
personnel professional, in cooperation with others helping to devel 5
programs, can use the resources at hand 10 present whatever ma, e
desired. Development programs take a variety of forms. Farticipants may
view them as support structures for development or as actual program
content. According to Fortunato and Waddell (1981), development pro-
grams include tuition reimbursement for all employees, paid leaves and
reimbursement of expenses for professional mccungs, sabbatical leaves,
frrmal apprenticeships, skills trammg, and a variety of in-housr pro-
grams (for example, instruction in public relations, supervision, griev-
ance procedures, and communications skills)

For faculty members in particular, Schwartz (1983) recommends
sournal reading, attendance at workshops or seminars, team teaching in
related disciplines, new skiis applications. mentoring, experience 1 the
private sector, in-service programs, leaves of absence, and other forms of
developnient

Ferren and Geller (1983) 1oviewed a colleague-assistance model to
develop betier clussroom teaching experience. Elmore (1984) has sug-
gested a development preeess in which taccity reiramn themselves m
related fields by auditing courses, participaung in tean. teaching, and
developing curricula for new or adjusted courses Allen (1986) says atten-
dance at national conferences is crudial to the development of disciphine-
based knowledge and skills for fa<ulty members. A faculty development
model quite applicable to comraunity and technical colleges 1s the part-
nership program between a college and business or mdustry, as described
by Alfred and Nash (1983) and Hill (1985).

Professional development in the admim aative category generally
consists of seminars and workshops on topics of spedial mterest. Graduate
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coursework, pursuit of advanced degrees, postdoctoral work, and other
activites leading to the acquisition of graduate aedits are also com-
mon. In addition, visits to other campuses and retreats with colleagues
in similar admnistrative areas can be advantageous

Nonacademic staff development may include one-day ot half-day
workshops on time or stress managemen. courses taken for degree aedit,
certification, or membership in tecognized srofessional assodiations. The
variety of position classifications in this category generates an extremely
diversified list of development activities. The role of the personnel offi-
cer here is to help supervisors and employees cbta‘n opportunities for
development.

Evaluating Staff Development Programs. Like any other program,
a professional development program needs to be evaluated. Evaluation
teils persounei officers and other tvolved parues aboui b efiecis pro-
grams are having on parucipants. This information is then used tor the
following purposcs (Swicrczek and Carm” hacl, 1983; Calagan, 1083):

o To decide about repeating programs in the future

¢ To identify opportunities and actions for improving programs

® To sell programs to other employees or to management

® To help personnel officers manage staff development.

Although the results of evaluations are used for many worthwhtle
and important purposes, very few colleges conduct systematic evaluations
of their professional development programs (Hammons, 1983). Many
colleges substitute attendance figures for evaluation staustirs Although
good attendance figures may indicate congruence between needs of indi-
viduals and program offerings, they do not validate claims that the pro-
grams themselves are beneficial.

Evaluations of professional development programs rarely go
beyond collecing on-the-spot reacttons from participants (Hammons,
1982). Such information 1s useful. but 1t indicates nothing about what
imdniduals have leaned or how much of it they are «ble o incorporate
mto their daily work.

Ervaluations of professional development programs are corducted
un four levels. reactions, learming, behavior, and contributions to institu-
toral goals (Swierczek and Carmichael, 1985, O'Banion, 1982). Each level
meastures a more complex 1ssue and becomes harder to evaluate Personnel
professt .als should make every attempt to complete evaluations of every
professional development program, however difficult the task.

Evaluating the contributions of programs to institutional geals
is the most difficult of the four levels. Because institutional goals are
usually broad. longitudwnal studies are needed to determine long-range
changes. According to Swierczek and Carmichacl (1985), the failure to
conduct longitudinal studies 15 a real weakness of evaluations of staff
development.
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In determining which evaluation method to use for . parucular
program, a staff developer needs to consider program purposes, the cost
of the evaluation method, the desited 1esults, and the purpose for whach
the evaluation viill be used. The trade-off between costs (human and
financial) and benefits needs to be considered, and an appropriate method
must be used. Whatever system an institution employs in sts pursuit of
training and development, there are some basic criteria that should
inform the effort. Securing institutional support is an essential step.
Without the support of the institution, a staff developer or personnel
officer cas expect only limited success. Analysis of individual and group
needs must also be addressed The categorization of needs should be
another part of the process. The matrix presented in this chapter offers
one way to do this. Such a mechanism «an organize the process and be a
cost-saving tool.

The development of activities for professional improvement should
be a cooperative ettort, with input trom employees, immediate supervisors,
personnel professionals, and othezs who have needs in common. Such
activities will be viewed more positively if the institution supports ther, .
Tuition reimbursement, fee waivers, and released time are morale boosters
for participants and positive remforccments for development programs.

Whatever type of program is chosen, a means of evaluation shouvld

e incorporatec. The evaluation should be conducted both by partici-
pants and by program developers. In addition, an extended evaluation
should be included to determine whether the objectives of the program
have been incorporated into the instutution’s operation. This step entails
review of the results of the program’s objectives, after enough time has
gone by for the institution to have used them.

Staff development is becoming a high-priority issue m two-vear
colleges. Improving organizational and individual performance to meet
institutional goals is an achievable arm and should be attemipted at every
institution of higher education

References

Alfted, R L, and Nash. N S “Faculty Retramning A Suategic Response to
Changing Resources and Technology ™ Commumnity College Review, 1983, 11
(21 3-8, 13-19.

Allen R. D “Professtonal Growth and National Conventions ™ Journal of College
Science Teaching, 1986, 15 (1), 247. 383

Elmore, ] E “Good News from Kansas Retooling, Renewing. Refueling Fac-
ulty.” Change, 1984, 16, 5-7.

Ferren, A, and Geller. W "Classroom Consultants  Colleagues Helping Col-
leaques.” Improving College and University Teaching, 1983, 31 (2), 82-86

Fort nato, R T, and Waddell, D. G Personnel Admanustration in Higher Educa-
tion Handbook of Faculty and Staff Persi.nnel Practices. San Franasco. Jossey-
Base, 198)




52

Friedman, P G, and Yarbrovgh, E. A, Travung Strategies from Start to Finsh.
Englewood Cliffs. N.J : Prentice-Hall, 1985.

Galagan, P. “The Numbers Game Putting Value on Human Resource Develop-
ment.” Training and Development Journal, 1983, 37 (8). 48-51.

Hammons, J. O. "Staff Development Isn’t Enough.” Community College Reuview,
1983, 10 (3), 3-7.

Hammons, J. O., and Wallace, T.H.S. An Assessment of Staff Development Needs
in the Northeastern United States. University Park. The Center for the Study of
Higher Education, The Pennsylvania State University, 1976.

Hammons, J. O., and Wallace, T.H.S. "*Staff Development Needs of Public Com-
munity College Department Division Chaupersons.” Community Junmior Col-
lege Research Quarterly, 1977, 2, 55-76.

Hill, ] P. “Funds for Excellence. A College Faculty Industry Partnership.” Com-
munty College Review, 1985, 13 (1), 12-15.

Laird, D. Approaches to Fund Raising and Development (2d ed.) Reading, Mass..

Addison-Wesley 1085

.....................

Lowenthal, W. ‘Conlmumg Education for Professionals. Voluntary and Manda-
torv " Journal of Higher Education, 1981, 52 (5). 519-538.

O’Banion, T. “Guideimes for Orgamzing Staff Development Programs.” Com-
mumty and Junior College Journal, 1982, 52 (6), 19-21.

Reilly, D. H “Faculty Development No. Program Development Yes ' Planning
for Higher Education, 1983, 11 (3), 25-28

Schwartz, L. L. “Nurtuning an Endangered Speaes. A Constructr ¢ Approach 1o
Faculty Development.” Improwving College and University Teaching, 1983, 31 (2),
65-68.

Swierczek, F W., and Carmichael, L. ""The Quantity and Quality of Evaluating
Tramung.” Trammng and Development Journal, 1985, 37 (1), 95-99.

Wedman, |, and Strather, M. "Facuity Developiment in Technology A Model for
Higher Education.”” Educational Technology, 1985, 25 (2), 15-19

Stephen Rostek 15 assistant academic dean at Muskingui Area
Technical College, Zanesuville, Ohio.

Deborah Jean Kladivko 1s director of student services at Ohio
University-Zanesuville.

ERIC

Aruitoxt provided by Eic:

-,



This chapter explores the need to formalize personnel policies
for transfer, promotion, and termination of employees.

-

Empioyment Placement

Katherine D. Kalinos

The rapid growth of two-year colleges in the past twenty years creates an
impression of educational entrepreneurs with fast-growing businesses.
These “entrepreneurs”” have generally produced their “products” by
employing small groups of workas with whom they have camaraderie.
Such “businesses” could probably operate successfully with informal per-
sonnel policies (Kolton, 1981) With the maturation of two-year colleges,
however, there has arisen a need to formalize personnel procedures for
transfer, promotion, and termination.

These changes may be due to higher credentials, professional
growth, or, conversely, to lack of skills to perform jobs that now demand
more education or expeitise. Many individuals concerned with career
planning and development expect organizations to define the paths that
will lead to goals *“Carcer management programs help the organizauon
to use its people to full potental and help individuals achieve their
capaciues to the fullest” (Mescon, Albert, and Khedour, 1981, p. 600).
Personnel are encouraged to participate in career planning by taking
advantage of opportunities to transfer to new positions that may lead 1o
more responsibility and, later, to promouon. Employers may fire workers
because of poor performance or retrenchment, employees may wish to
quit for a variety of reasons.

R T Miller anid B W Holrapfel Js teds, Issues w1 Fervommel Management
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Changes in transfer, promotion, and termination polices are due
to the dynamic forces at work whenever people are involved. Promotion
and transfer are often positive, termmation 1s 3 mMore traumatic experi-

ence, although in sume instances it may lead an employee to career paths
that are more in accord with his or her own career goals. Personnel
directors become mnvolved in formulating polides that regulate each of
these events, so that the process will be viewed as a pusitive occurrence
both by employees and by institutions.

Transfer

The transfer of an employee in business and indust1y often means
that the employee 1s sent to another plant or office, to perform either a
similar task or a related task tha. mas involyve more responsibihity (Fields
and Shaw, 1985). Lateral transfers also occur when individuals have skills
or knowiedge that are transierabie to severai areas of an office or piant.

Academic transfers are somewhat difficult to accomplish: The
skills and knowledge needed to teach chemistry are different from those
nezded in engineering or in the humaniues. Transfers may occur when
disciplines are related. A core course n chemistry or biology can be
taught by a faculty member who has either a medical or an agricultural
background.

It is more reasonable to discuss transfers among nonacademic sup-
port personnel, because many support positions requize skills that can be
taught on the job. More job challenges and higher salaries are reasons
nonacademic support staff give for applying for transfers. Other reasons
include dislike of present working conditions, incompatibility with super-
visors, and dislike of current jobs (Wheeless and others, 1982).

Administrative and professional staff are often highly educated
individuals whose credentials are earned in specific areas of expertise. As
a result, a position may be expanded to include more duties or responsi-
bilities, according to the -.bilities of the incumbent An individual may
possess credentials that are transferable from one administiative post to
another.

Transfers may be iniuated by the employer. The employer may
choose to rotate individuals through a variety of offices or jobs in a
single department. Through this procedure, employees should become
more flexible, versatile, and know ledgeable about various services offered
to students.

To facilitate transfers, the mganizauon needs to develop a transfer
policy. Such a poicy nught establish the length of service an employce
must have completed, define perument qualifications, and establish a
formal review procedurc. The procedure might incdude reviewing the
applicant’s work record, determining whether someonc ¢lse has filed an
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carlier 1equest for transfer to the same dred, and determining whether the
employee has the minimum qualifications for the position.

Once an employee has been given a transfer, the personnel officer
should expect somce dysfunction. The employee necds time to adjust to
the new environment and develop new skills. Just as orientation exists
for new employees, a training prograin may have to be developed for
transfers (Fi=lds and Shaw, 1983). The transfer policy should state the
procedures that will help acclimate transferees to their new positions.

Promotion

There are three types of promotion in the academic area. Faculty
mav advance 1n academic yank, he granted tenure or multiple-year
contraces (Karol and Ginsburg, 1980, p. 149), or be promoted to posi-
tions with increased responsibilities (such as departmental chairs or
directorships).

Criteria governing advancement in rank, tenure, and multiple-
year contracts may specify length of service at the institution, educational
credentials, and length of service mn a parucular rank. Tenure may be
awarded when an individual is promoted to a particular ranr, such o
associate professor or p.ufessor. Faculty often deiermine these policies
through their faculty professional organizations. Tenure policies define
where someone will be permanently employed. A College and University
Personnel Association study (1980 listed the college department, the cam-
pus as a whole, a school or a college within a university, a branch cam-
pus, and other institutions within a system as likely places (p. 113).

Promotion o a departmental chair may be ..complished in severat
ways. The departmental faculty may ote for one of their peers or a
search may be conducted. A search committee is selected on the basis of
establist.ied policies, which may be developed by faculty, the chief aca-
demic officer. and the personnel officer working together. The latter can
give advice on such institutional policies as affirmative action and the
steps that should be taken to implement the policy during the search
(Kaluzynski, 1982;. The search committee may include faculty from other
departments, in addition to members of the department in question. It 1s
also not unusual to include student representatives (Waggerman, 1683,
p. 24). This committee reviews the job description, sets the parameters of
the interview, interviews applicants, and makes a recommendation to the
chief academic officer.

Nonacademic suppo. personnel appu + to be promoted on the
same basis as personnel in busines. and industry They are considered for
promotion by supenisors, who ma; make recommmendations to the
administrators 1o whom they rcpoit. Personnel officers 1n this area may
be more intolved thun in the academic or administrative, professional
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area. On the basts of the position in question, administiative profes-
sional personnel may be promoted the way nonacademic support staff
are, or a search committee m: y be formed.

Promotion contributes to employee mozale, whilc denial of pro-
motion opportunities may cause emplovees to look for other employment
or consider joining unions. “One difficult policy decision 1s whether a
well-qualified internal candidate should be selected over an external can-
didate who may be best qualified for the job” (Bouchard, 1980, p. 17).

A promotion policy should specify qualifications and processes
for all positions, since legal questions may arise when the position is
being filled, or even later. One souice of lawsuits 15 denial of tenure,
a decision that is challenged on the basis of due process. In Chang +.
Regents of the Umuersity of Califormin 1*Recent Developments in the
Law ..., 1983;, an anthropologs professor claimed he had been denied
due process because a hearing had not been held when he was denied
tenure. The court found for the university, brcause a furtnal wauie sysicin
had been adopted and complied wath.

Termination

According to Coulson (1981, the basic reasons for discharge that
apply to all employees are unsatisfactory attendance punctuality, unsat-
isfactory performance, larh of qualifications, changed requirements of
the position, and miscondact (p. 120).

Many organuizations have progressive disciplinary procedures,
which incdlude intervention strategies 10 save employees. In such situa-
tions, the organization seems 1o act from the belief that an employee's
fariure 15 management's failure. As Kingsley (1981 indicates. ““To note
an employec’s failuze to petform adequately in a job and then ininate
termination procedures immediately 1s a4 crass and undiguified way for
any corporation o behave—especially one concerned with its image of
compassion and humanity” (p. 72). The employee 15 counseled on his or
her unacceptable behavior. H this mmtenvention fails, the procedure 1s
escalated. A writien reprimand precedes a final warning, with a proba-
tionary period, ulumately, the employee 15 drsmssed (Coulson, 1981,
p. 122y,

For academics, rermimation may be somewhat more imolved. Fac-
ulty rembers may be terminated if they are not granted wnure wathin a
speatfred period. Contracts {for untenured faculty may not be renewed,
and no hearing or statement of reasons fo the acion will be offered
(Hendnicksen and Lee. 1983, p 19). Tanured faculty may be immunes 1o
termination unless the policy stpulates that thay may be termmated for
cause or finanaal considarations, or because the academic program s
being discontinued.
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A study mvolving two-year colleges (College and University Per-
sonnel Association, 1980) listed the most commonly reported reasons for
termination of tenured faculty. incompetence, financral considerations,
moral wrpitude, discontinuance of programs, neglcct of established obli-
gations, and falsified credenuals (p. 129). Also, an individual may not
suit the style or the philosophy of a particular institution, performance
can be affected by the environment Personnel officers should be prepared
to offer guidance to supervisors and employees.

Declining enrollments and reductions in subsidies have increased
the possibility of swaff reductions Faculty and administrative profes-
sional and nonacademic staff are affected by declining mstitutional
income. Retrenchment policies should be developed and ready for imple-
mentation before the need arises (Karol and Gmsburg, 1980, p. 227;.
Faculty and staff handbooks should state termination policies and out-
line their implementation.

Jusi Cuwse. A cinployee inay e icnniaidd (6i jusi causc, which
maj mean incompetence, neglect of duty, and other reasons. Valente
(1985) calls these reasons amorphous standards, which defy definttion by
legislatures and courts (p. 429). The application of such standards
depends on the circomstances of each case.

Courts usually will not involve themselves with dctermining stan-
dards established for termination, but they will scrutinize the application
of the procedures (Kaplin, 1978, p. 129). If the procedures are biased,
courts will find for the plainuffs. Courts will inquire mto the fairness of
the procedures and determine whether the institution has applied thein
equutably (Hendrickson and Lee, 1983, p. 17).

First Amendment. Termination «an be challenged on the basis of
the First Amendment. Coulson (1981, p. 173) cites the case of two Postal
Service employees who were fired because they disregarded a supervisor’s
direct order not to wear certam T=shirts, which bore sayings that had led
to violence in the workplace. The courtruled that therr rights under the
First Amendment had been abndged and ordaed that both be reinstated.
Postsccondary anstrtutions must become more aware that individuals
besides faculty can bring legal acton on the basis of the First
Amendment

Academic Freedom. This concept 1s not casily defined Many cases
imolve rulings based on the First and Fourteenth Amendments. As the
activities of faculty mambers beconie more related to their jobs, adminis-
trators seem to have more authority over such actnaties. The courts have
not provided firm guiddine {or administrators, howeser. Institution
should develop gurdelines for academie freedom. In fact, Kaplin (1978
states that 1t is “crucral” for institutions to “havc internal systems
protecting academic freedom in accordance with institutional policy™
(p. 157). Administrators [ace a challenge when dealing with faculny
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members who have engaged m activites that ate protected by academic
freedom but have also engaged in activiues that are not protected. Dea-
stons to terminate such individuals may well be overturned by the courts.

The Changing Game

Who owns a job? An evolving opinion scems to be that the person
who holds the job has a property tight to it. Opmions vary on the vahd-
ity of this claim, but, just as other radical ideas have been aceepted as the
norm, this one may also be recognized.

The Supreme Court, on the basis of the Fourteenth Amendment,
has ruled that faculty members have a nght to due process when person-

nel decisions deprive them of plopem mtetest” (Kaplhn, 1978, p. 135).

Al have 1o ch heir
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If employees own their jobs, then emplovers will hase w0 1ac
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hmng policies. It would be very dl[hcult [01 ex ampk to termrnate an
unproductive wotker {Coulson, 1981, p. 203).

I
<

Outplacement Policy

Outplacement has been used in business and industry for some
ume. Through outplaccment programs, provisions ate made for termi-
nated employees to acqurre the skills needed to wite resumés, to succeed
in interviews, and to keep their egos mtact. Losing a job 1s a stressful
experience, and not only for the terminated individual. He ot she suffers
psychological trauma, but the terminating employver is also under stress,
and morale throughout the company is affected.

Outplacement counsclots can assist institutions in preparing proce-
dutes for dismissing staff. Thc dismissed person should be informed of
the decision by his ¢t her supervisor and given an opportunity to rase
questions about the dismissal The outplacement and counschng service
should be desaribed, and the supervisor should introduce the person to
the outplacement counselot.

Outplacement benefits the mstitutions because 1t mav help to
reduce lawsuits, the remaiming employees may pacanne the mstitution as
caring (which may presenve or improve motale), and the communiy
may also perceive the institution as caring, thus. the « llege's image may
be enhanced. Stiess 15 elso reduced. botl. for the manager who dees the
termmating and for the mdividual who s mmated cAbiell, 1981, p. 29,

The Exit Interview

Exit interviews are as important as luring intenviews (Dworak,
1983). \ well-conducted exit mterview gives insight into the deeper rea-
sons for an employee’s leaving. The interview should be conducted by a
pursonnel officer who s ttamed m the procedure (Boucha.d, 1980, p. 19).
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It may reveal information about probieins that may not have been noticed
in the normal couise of evenis

A questionnaire should be developed to eliat the individual's rea-
son for leaving and to give the individual an opportunity to evaluate
salary, fringe benefits, and working conditions. The questionnaire should
be filled out before the interview. The entire process should be man-
datory. Once the person leaves, 1t becomes more difficult to conduct
an interview, and if the questionnaiie 1s sent to the person’s home, it
becomes more difficult to obtain a response An exit mnterview ndicates
that the administration values how employees feel «* vut the institution.
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State and federal laws have complicated the personnel function
at two-year colleges. Personnel professionals must keep abreast
of developing issues, such as AIDS and drug testing, that may

have impacts on the communty college in the future.

Legal Aspects of

D ol Mo Y
cersonne: ianagement

i Higher Education

Michael G. Kaiser, Dwight Greer

This chapter deals specifically with legal aspects of personnel adminis-
tration in higher education. The first part addresses such general issues
as labor relations, promotion of minorities, retrenchment, sexual harass-
ment, liability 1nsurance, and the impact of AIDS on the personnel func-
tion. The second part addresses affirmative action and equal employment
opportunity.

State and federal laws have forced higher education over the last
three decades to confront the same employment issues that have faced
business and industry. These regulations isiclude the Civil Rights Act of
1964. the Age Discrimination in Employment Act of 1967, the Fair Labor
Standards Act as amended in 1964, the Equal Pay Act-Title IX of the
Education Amendments of 1972, the Vietnam Era Veterans Readjustment
Act of 1974, the Rehabilitation Act of 1973, and others. All have left their
marks on personnel practices, and personnel professionals in two-year
colleges may face addinonal concerns in coming years.

Labor Relations

Business and industry have faced problems in labor relations for
much of this century. For thc most part. higher education has escaped

R I Miller and b W Hoiraplel. J1 (eds y Jssues 111 Persumnel Management
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these problems. The academic world is just now beginning to experience
them, especially with nonacademic personnel. More and more colleges
and universities are facing the organization and eventual unionization of
employees in nonacademic areas. There are two reasons for this trend.

First, employees in higher education are beginning to need a
greater voice regarding wages and benefit,, pension fund investments,
personal leave, and handling of grievances. In recent years, many state
legislatures have been bombarded by public employees’ 1equests for the
right to organize. Most such early requests came from public school
teachers, but recent ones have come from employees in higher education.

Second, large labor unions, which traditionally have represented
blue-collar workers, find their memberships declining because of in-
creased unemployment, shutdowns, and the unions’ cwn inability to
protect their members when labor concessions have been demanded as
the price of an imdusuy’s suivival. To rebuild their ranks, these unions
have been forced to look elsewhere. White-collar workers, especially pub-
lic employees in government and the academ:c world, have been logical

Collective bargaining has gained prominence in recent years, and
it i5 important for personnel professionals t> be aware of the laws that
regulate it. Private postsecondary education 1s now governed by the
National Labor Relations Act of 1935 (the Wagner Act) as amended by
the Labor-Management Relations Act of 1947 (the Taft-Hartley Act) and
the National Labor Relations Board (NLRB) decisions of 1970 and 1971.
Public postsecondary education is not covered by the NLRB but is under
state jurisdiction and authority. Regulations on collective bargaining by
public employees vary from state to state. Over half the states now have
laws that cover public employees’ collective bargaining.

Once a group of employees decides that it wants to bargain
collectively, its elected representatives must ask the institution to recog-
nize those employees as a bargaining vnit. At this point, the personnel
professional must be extremely careful not to make a decision that will
jeopardize the institution. A private institution can voluniarily recog-
nize the representatives and begin negotiating, or it can withhold rec-
ognition and insist that the representatives seek a recognition petition
from the NLRB for a certification clcction. Public institutions that
have authority to bargain under state law usually have the same two
choices, although the election phase 1s handled by a state board of labor
relations.

An 1nstitution that chooses the first alternative should be aware
that it may be in violauon of the Taft-Hartley Act if it recognizes a
“minority union,” that is, a union that represcnts less than 50 percent of
the group in the bargaining unit. It also may be in violation of the Taft-
Hartley Act if another union makes a claim of support from the same
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group. Kaplin (1985 suggests that the second chowce 1s the more prudent.
Let the union prove its sv port by a certification election

At this stage, the pinate mstitution should take special pains both
1> avoud the appearance of naterfering with o1 1estraming the organiza
tional process and to avoid the appearance of favoring one vnion wer
another The saine basic procedures apply to public institutions.

Once collective bargaining begins, institutions should consider
letting trained spedialists handle most of the negotiations. Lawyers and
professional negotiators should wotkh with administrators and person-
nel stalfs to ' eip them learn .icgotiation techniques and their legal
ramifications.

Personnel professionals must quickly *=arn the skills +heir counter-
patts in industry have been using for many years. Union negotiators are
generally ve.y expetienced in labor negotiations, and the introduction of
v-uons and collecuve bargaining into higher education means that per-
sonnel departments will lose some of the power they have enjoyed in the
past Gnevances, formerly handled on a case-by-case basis, will now have
t. follow prescribed, negotiated procedures. Much of the paternalism
J at has existed in higher education may aisappear.

The two-year mstitution is speaally prone to unionization.
Many of its academic and nonacademic peisonnel have come to higher
education fiom industiy and business, especially at technical colleges.
These personnel may have eapertence in collective bairgaining and
unionization

Promotion of Women

Equal opportunity laws have brought many mmaoity individuals
into employment i higher education Two groups, women and blacks,
have found themselves employed but, in many cases, unable to advance.
Court cases alleging emsiovien disciummnation have gained attention,
with the majenty alleging sexual and 1acal bias in promoton. Higher
educanon already has had its share of these cases.

The courts tended o avord higher educanion right atter the passage
of the Civil Rights Act of 1951 This hands-off attitude secmed to place
greater value on the sancuty of the procedures colleges and universines
used 11 employment ana pomotion decisions than ou protecting the
rights of mmonty employecs. Duning the past five years. the Supren
Court has 1eversed dhiz, hands-off policy and reviewed several disa aimna-
ttoit cases. The f1st such case was Sweeney v. Board of Trustees of Keene
State College (Kaplin, 1983,. In this case, Sweeney alleged discrimination
i promotion on the bacts of sex. The S, preame Court found that Sweeney
nad mdeed been a vicur of sex dis munation and ordered Keene State
College to promote her and  ward her hack pey. This deasion also
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opened the lower courts to discrimination cases. In 1972, the House
Committee on Education and Labor 1evoked the exemption of higher
education from accountability to antidiscrimination laws.

Sandlers (1981) suggests several ways to deal with sex disaimina-
tion, which scem promising for persornel professionals. First, programs
should be developed to help women cope more effecaively with sex
discrimination. Such programs may encompass the use of internships,
support groups, mentors, assertiveness training, and opportunities for
traiming in administration. Second, institutions should es’auiish proce-
dures for resolving grievances. Such procedures would prevent many
cases from procerding to the courts, saving both the mstitution and the
plaintff much time and expense. Third, policies, procedures, and prac-
tices should b: reviewed to make sure that they do not inadvertently
discriminate against women. These may not seem to be earth-shaking
suggestions, perhaps, but simple solutions may be best.

One thing is certain: The pcisonnel department will be relied on
more and more to ensure ec''al opportunity for promotion. Personnel
professionals will assume increased responsibility for accurate record
keeping and performance evaluation to help admimistrators determine
promotions.

Retrenchment

The recent tiend in higher education is toward retrenchment. Ter-
minations on a “last hired, first fired" basis in higher education may
affect minorities and women more than any other groups. "If this prac-
tice becomes widespread in higher education w hen personnel reductions
are rejuired, then minotities and women <ould be affected to a propor-
tionally greater extent’”” (Miller, 1986).

Sexual Harassment

A recent development in employment law is in the area of sexual
harassment. Whenever an employee claims sexual harassment at the
workplace, Title V1" of the Equal Employment Qpportunity Act may
e enforced Persornel prefissionals should be espeaally sensitive aad
seriously attentve to claiins of sexual harrassment. Kaplin (1985) suggests
that pieventive planning is the key to uccessfil management of these
issues. He also suggests th>t [usututions involve the academic commu-
niy in developing specific wnitten policies and information on what will
be considered as sexual harassmen® “Institutions should . . . establish
processes for 1eceivir | mvestigatmg, and resolving complamts and for
preserving the privacy of the complamants aud charged parties to the
maximum practical extent
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Liability Insurance

insurance companies have recently passed on dramatic increases
in premium costs t public and private institutions. Many cities, govern-
ment agencies, and institutions have found themselves unable to m t
these increased costs. The Insurance Information Institute (Shoop, 1986)
reported that commercial liability premiums rose by 72 percent between
1984 and 1985.

There appear to be several reasons for the increase in premium
costs, according to Shoop. “During the 1960s, judges began to shift away
from the 1ule that only defendants who acted negligently could be held
liable, to the concept that anyone with ‘deep pockets’'—usually a busi-
ness or public agency—should pay whenever anyone suffered. Courts
expanded the limits of causation so that anyone with even a remote role
could be held hable for the full amount of damage. Courts also expanded
the rules for compensation beyond identifiable harm to include such
consequences as ‘pain and suffering.’”

Lawyers are another group that mus: be held partly responsible for
increased insurance costs. The use of contingency fees—that is, the practice
ot not charging a clitnt unless the case is won, and then charging a large
percentage of the award—has driver up the costs of liti jation and awards,
according to some critics of the practice. Shoop contends that another
reason premiums have increas.d is that insurance companies in the past
reduced premiums to remamn competitive, the ratio of losses to earned pre-
miums has shifted, causing many companies to suffer extensive losses.

One area of immediate concern to personnel professionals is the
loss of liability coverage for civil rights. This type of coverage protects
the agents of an insututon should they be sued over violations of civil
rights. Recent court decisions have lifted the blanket protecticn of insti-
ti:tional lability coverages and have allowed suits by individuals against
their institutional employers. In many states, constitutivnal provisior.s
have made public colleges and universities immune to suits. According
to recent decisions, this dues not mean that individuals employed by and
arting for the mstitution dare immune to lawsurts. Although the origmal
court decistons dealt with trustees and administrators, more recent deci-
sions have reached dll levels of mstitutional employment. This places the
personnel professional in jeopardy, sincc he or she s often the first target
of a lawsuit. If the trend of using the courts to settle questions of civil
rights vivlations continues, institutions may find themselves involved in
expenstve litigation that could drain their capital.

Obviously, msurance and tort laws need to be reformed. Shoop
(1986) contends that any reforms will have to come n the form of legis-
lation at the state level. Since the insurance idustry and lawyers have a
significant interest in the design of any reforms, legislation may not
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benefit consumers as much as 1t should. Shoop feels that educators should
take action, rather than wait and ieact to the decisions of othets.

Shoop makes several suggestions First, exploie the advantages
and disadvantages of getung together with a group of vrganizations to
form an intergovernmental pool to finance risks. Sec..nd, develop risk-
management programs that reduce the risk of personal injury to partidi-
pants. Third, educate the mstitution’s insurance compai., about opera-
tions, loss exposure, and {inanaal management. Fourth, consider the use
of an agreement to partictpate—that is, an agreement that would give
some evidence for the assumption of nisk as a defense. Fifth, support and
encourage efforts to establish “good faith” immunity for educators; this
would protect an individual from liability 1f acts were performed in good
faith and carried out 1n a reasonable and prudent manner. Sixth, set
limits to the amount at risk in a suit. Sev.nth, restore the legal defense,
under the strict-liability rule, that reduces liability if reasonable warning
of uanger has been gisen. Finally, support efforts to develop alternative
methods for resolving disputes with the help of bar associations, legisla-
tures, and jurists

Health Issues

The impact of AIDS is being felt all over Amenica. Almost daily,
the news media report new findings on the syndiome and new ethical
questions that 1t poses. Personnel professionals are just beginning to con-
front AIDS as an employmert issue The National Educatuon Association
(NE\) published a set of guidelines in 1985 for use 1n school disuricts,
colleges, and unnversities. The guidelines address such issues as whether
students or school employees w'io have or could transmit AIDS should be
permitted to remain in schools, whether a school employer should be able
to require a student or a school employee to be tested for AIDS virus anu-
bodies. whether a school employee should be requited to teach or provide
petsonal-contact services o an mfected student. and whether informauon
about the conditien of an infected student or school employee should be
made available to others. (The NEA used the recommendations of the
federal Centers for Discase Control in developing these guidelines. )

The NEA guidelines do not speafically advocate the categorical
admussion or ¢xcluston of students who have AIDS. rather, they provide
for ithis determination to be made on a case-by-case basis, by a team
cor otng of public health personndd, a student’s physician and parents,
and appropriate school personnel. A sunilar casc-by-case dctermination
15 recommended with regard o the continued emiployinent of school
employees who have or could uansmit AIDS. The NEA fecls that these
gutdelines will also tend w0 protect the privacy nights of students and
school employees Otha organizations, such as the American College




ERIC

Aruitoxt provided by Eic:

67

Health Association and the American Counal on Education, have
appoiited comm ttees to consider the gnestion of AIDS and its impact
on higher educarion

Another health-related question, just now surfacing 1n business
and industry and sure to appear on two-year campuses, is the testing
of emiployees for illegal drug use. Ethical questions regarding the rights
of employces exist heie. Personnel professionals should keep abreast of
new information in this area. The judidial system and legislation may
ultimately set the guidelines.

Overview of Affirmative Action

Affirmative action has been on the national agenda for over twenty
years. The Civil Rights Act of 1964 engendered major laws affecting all
employers. The following is a comprehensive list (based on Glueck, 1982,
of antidiscriminauon laws and otders that affect the personnel funct.on,

o U.S. Constitution, First and Fifth Amendments (prohibit depri-
vation of employment rights without due process of law)

¢ U.S. Consutution, Fourteenth Amendment (prohibits depriva-
tion of employment rights without due process of law; covers
state and local governments)

e Civil Rights Acts of 1866 and 1870, based on the Thirteenth
A ~dment (bar race discrimination in hiring, placement. and
< .ation of employment; cover private employers, unions,
and employr.ent agencies)

* Civul Righis Act of 1871, based on the Fourteenth Amendment
(prohibits ¢ privauon of equal employment nghts under cover
of state law)

* National Labor Relations Act (prohibits unfair representation
by unions, or mterference with employee rights, on the basis
of race, color, religion, sex, or national origin, covers private
emplovers and unions)

* Fqual Pay Act of 1963 (bars sex-based differences in pay for
substantially equal work)

* Executve Order 11141 (1964), Title VI, Civil Rights Act (pro-
hibits age discrimination and disermmmation based on race,
coior, or national ongin, covers federal contractors and subcon-
tractors and any emplovers recen g federal financaal assistance,

o ‘Tutle VIL 1964 Cival Rights Act as amended 1n 1972 by the
Equal Employment Act (prohibits disrimination or segiega-
tiun based on race. color, religion, sex, ¢r national origm;
covers private emplovers with fifteen or more employees, gos-
ernments at all lTevels, unions and apprenticeship committees,
and emplovment agencies)

-
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® Executive Orders 11246 and 11375 of 1965 (prohbit discrim-
ination based on race, color, 1ehigion, sex, o1 national origin,
require affirmative acuon, cover federal contractors and
subcontractors)

® Age Discrimination m Employment Act of 1967 (prohibits age
discrimination agamst people between the ages of forty and
seventy)

¢ Title I, 1968 Civil Rights Act (prohibits mterference with a
person’s rights on the basis of race, religion, color, sex, or
national origin)

® Executive Order 11178 of 1969 (prohibits discrimination based
on race, color, religion, s*x, national origin, political affilia-
tion, marital status, or physical handicap)

¢ Revenue-Sharing Act of 1972 (bars discrimination based on
race, color, sex, or national origin; covers statc and local gov-
ernments receiving revenue-sharing funds)

¢ Education Amendment of 1972 (bars sex discrimination; covers
all educational instuitutions receiving federai funds)

* Rehabilitation Act of 1973—Executive Order 11914 of 1974 (bars
discrimination agamnst physically or mentally handicapped,
requires affirmative action; covers the federal government and
federal contractors)

* Vietnam Era Veterans Readjustment Act of 1974 (bars discrimi-
nation against disabled veterans and Vietnam veterans; requires
affirmative action)

® Age Discrimination Act of 1975 (deals with age discrimination).

These laws and orders have increased the need for affirmative

action. The rulings handed down by the courts in affinmative action
cases, have focused, as Pottinger (1972) states, on “whether an institution
of higher learning has failed to recruit, einploy, and promote women and
minot ‘ties commensurate with their availability, even af Sailure cannot be
taced to specific acts of discrimimation on the part of an istitution”
(p 12). Executive Order 11216 and its amendments prohibit employment
discrimination by federal contractors and subcontiactors, many, if not
all, two-year colleges receive some federal assistance

Overview of Equal Employment Opportunity

Equal employment opportunity (£FO) 15 by far the most signif-
icant and troublesome policy that may confront a pasonnel specialist.
EEO policy can have far-reaching cffects on stitutions of higher learn-
ing. From promoton and tenure to reauitment and hiring, EEO affects
just about every personnel decision. Glueck (19825 pomnts out “many
employars and unions proclaim the key 1ole they muast play m achieving
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equal employment opportumity. Equal opportunaiy in employment 1s a
widely accepted policy. While the degree of commitment may vary, there
is acceptance that EEO is a permanent requirement’” (p. 201).

Four major factors have brought EEQ to the front lines of person-
nel management changes in socal values concerning equality and jus-
tice, persistent gaps in economic status among sarious groups, passage
of civil and human nghts legislation, and interpretations of such laws by
government and the courts (Glueck, 1982).

An EEO program should define its own goals and objectives as
they relate to the personnel function. Therefore, EEO programs should
be designed to ensuse that discrimination does not take place. EEO policy
also states that an employer mav take remedial action to correct a history
of discrimination.

EEO is not only enforced by antidiscrimiration laws; federal agen- ~
cies also have been given the power and authority to evaluate EEO policy.
For example, the Equal Employment Opportunity Commission is the
lead agency, with total responsibility for administering all federal laws
that require employers not to discriminate on the basis of race, color,
religion, sex, nztional origin, and age. This agency has jurisdiction over
the Equai Pa; Act of 1963, Title VII of the 1964 Civil Rights Act, and the
Age Discrimination Act of 1967. The Office of Federal Contract Com-
pliance Programs is responsible for administezing all fcderal regulations
that deal with affirmative action. It has jurisdiction over Executive Order
11246, Section 503 of the Rehabilitation Act of 1973, and Section 402 of
the Vietnam Era Veterans Readjustment Act of 1974 (Shaeffer, 1980).

Affirmative Action Examined

Affirmative action goes beyond stopping discrimination in employ-
ment. Affirmnative actuon, as defined by Glueck (19825, entails whatever
employers do to ensure that current dedisions and practices enhance the
employment, upgrading, and retention of members of protected groups.
Affirmative action 15 fegally required under Executive Order 11246, It
may also be impased by the courts. In many ways, affirmative acuon is
the program that ensurcs EEO (Glueck, 1982).

Affirmatr.e actien must be taken seriously, for an employer now
makes the commimment to ensure equality and justice for ¢l employees
and for those who will be 1 quited. Gery (1977) states that there are
organizational. managenal, and mtcrpasonal barners 1, overcome,. To
ensure affirmase action as weli as EEO. the 1+ n-seer college must pro
duce a coraprehensive plan for affirnative actton. Such + plan wil! help
the pessonnel specialist comply with the law, because a well-developed
plan can minimize the threat of lawsuits.

EEO and affirmative action remain hot 1ssues today. The personnel
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specialist on the two-year college campus must dlwdys be aware of the
laws, dedisions, and political dimate sutrounding their unplementation.

The 1960s brought equal opportunity, the 1970s brought affima-
tive action; now, in the late 1980s, the Reagan administration is taking
giant steps to reevaluate EEO and affirmative action.

Programs for affirmative action programs in two-year colleges,
despite some modest success, have not grown as much as they have
in industry. In some cases, institutions without personinel offices have
handed such programs over to uncomimitted administrators or faculty.
Another reason for the lack of commitment on many two-year college
campuses is their rural setung. While large urban two-year schools show
strong cummitment, rural schools often seem to adhere philosophically
to EEO and affirmauve action, while doing very little to recruit qualified
minorities and women. This lack of commitment has been sometimes
blatant, sometimes subtle. Whatever its source. its results can greatly
affect two-year colleges.
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The next severel years will bring challenges and opportunities
for personnel directors to survey emerging trends and help
chart a course through shifting demographics, economics, and
state and federal laws.

Future Directions
and Needs

Charles E. Finley

Even the briefest examination of the preceding chapters reveals an array
of issues facing the personnel professionals in two-year colleges today. As
expansive and complex as then task 1s today, a look to the future prom-
1ses a new set of challenges, as evolving social changes and resulting
legal shuf modify the work-force emvironment. Of course, to the experi-
enced personnel professional, every new decade has brought new chal-
lenges that have required effective responses, in personne!, adaptation
simply comes with the territory. With this dynamic in mind, this chapter
will explore issues that appear to be on the horizon, and needs that they
will likely produce.

Expanding Expectations

Of the future needs to be examined, the first will imvolve the
expanding role of the personnel department iself i being able to deal
with the work force of the 1990s and a changing hst of expectations.
Already, the chz3ing of the occupational label fron. personnel to human
resource management indicates a broadening oi scope. Figuli (1985)
speaks of the “reconceptualization that will requirc a rethinking of
human resource management in colleges and universities™ (p. 32). This

R I Millerand b W Holragdel 11 ceds  liwrs m Prssmnel “Management
Sew Direcnons for Comenunies Colleges 510 62 San branaso Joves Bass Sumimer 1948 7]

FRIC

{,




E

O

72

shift 1s expected to become more common as emplovees' expettations of
their employers become broader.

In recent years, many personnel professionals have begun to see
themselves as human 1esource managers. with emphasts on more holistic
approaches 1o maxmmizing employees' potential. Continued growth of
technology 1n the workplace is expected to expedite this broadening of
duties. As America’s work force becomes mereasingly managerial and
professional, these more educated employees will expect more than
income from then careers. Kravetz (1986) observes that because of higher
shill iovels and longer training that will be needed for future jobs, human
resourc : managers will assume additional roles. Among these roles will
be 1o telp employees plan long-term career paths, provide computer
manag: ment and communications shill tiaming, and facilntate training
for specific jobs. Kravetz goes on to predict that the future will see a
continued valuing of the worth of the employee 1 service industries, in
fact, the attude will become that “people are the company ™ (p. 3). As a
result, human resource managers will have the time 1o assume these new
roles. This trend should conunue to spread in the service-industry por-
ton of the privaie sector and then, perhaps through buaids of tustees’
influence, gain momentum in higint education.

Just as the growing role of tec 1nology will expand the 10le of the
personnel professional, so will 1t place increased pressure on administra-
tors to develop effectve strategic plant ing, both mternal and external.
Odiorne (1984) stiesses that no strategic plan is complete if 1t fails to
scan the external human  csoutces emviieinnent. He suggests {p. 14 that
the 1990s will require personnel professionals to ash key questions as the
basis of human 1resource strategies. What will vur demand for people be
i the future? What will be the supply of people over the nest decade?
Another set of questions that Odiorne offers mvolves quality or skill-
level needs and the projected supply of people at those levels.

Odiorne describes the expectations of the work force 1n the coming
decade. White-collar jobs are Iikely to be filled by Baby Boomers They
will bung with them, he believes, higher expectations, which will gen-
erdte mote coneerns over emplovec motivation and require more particap-
ave management. This vicw is consistent with the growing demand 1n
highet educauion for shared management, and two-vear colleges—
doscitbea as “sttongholds of adimaisttatnve domimanee” (Baldiidge and
others, 1978, p 91 —have the greatest potential for change in this area.

People are inareasingly “commuited to finding a Iife-style and then
4 job to support it rather than the reverse,” Odiorne asserts (p. 17) For
personnel professiondls and managers at large, ths trend not only will
aall for greater sharmng of power but also wili demand more Tistening
and a talent for sttwational «  ssment. Odrorne stiesses the need for
“a wider 1epertonne of manageral behaviors to frit different sitaations™
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(p 17). Clearly, 1t will be up to the personnel office to see this trend
coming and ensure that supervisors, departmental chairpersons, and
deans develop the expertise needed to manage effectively.

Expanding Career Development. Consistent with the responsibility
of managing the college's human resources 15 the challenge of recog-
nizing how trends in student population, technology, and funding can
heighten the need for career development among faculty members. Fur-
niss (1981, p. 1) has identified five factors that can cause job dissatisfac-
tion among college instructors:

¢ The degrading effect that inflation and financial stringency

hav2 had on the economic base of faculty, with inadequate
compensation and working conditions, and deterioraung job
security and opportunities for advancement

¢ The instability of academic programs, because of shifting mar-

ket demands and enrollment declines

Increased productivity demands

The expanding intrusion of external agencies into academic
governance

¢ The centralization ol governance 1n state-system offices and in

governmental or institutional offices.

Furniss’s “litany of unhappiness” is reinforced by a 1984 study
(Jacobson, 1985). According to that study, attitudes of faculty at two-year
colleges are consistent with attitudes of the total number of respondents.
For example, 29 percent of the two-year-college faculty and 24 percent of
the total group reported that, on the whole, faculty salaries had kept up
with inflaton. In response to a statement suggesting that sume tenured
faculty would lose their jobs 1n the next five years, 32 percent of the
two-year-college respondents and 28 percent of the total group agreed.
Further, 43 percent of the two-year cohort and 38 percent of Hhe total
indicated that ihey might leave the profession within five years. Clearly,
this level of dissatisfaction is a threat to the potenual of affected faculty
members and a concern of human resource managers. Figuli (1985) finds
a solution in properly designed and executed career development pro-
grams. Such programs could ofter dissatisficd faculty members the diver-
sity and challenge needed for career renewal. In addition, the retraining
or skill-enhancement aspects of such programs could help satisfy an
increased need for staff flexibility.

Broadening of Health Care. One strategy for mecting employees’
broadened expectations is to expand the employers” role m providing
health care. An increasing awareness of the need to protect their human
investment has prompted many employers to take « more holistic
approach Medidal @re traditionally concerns 1self with the diagnosis
and treatment of disease, but health care is defined as the study of life
and of how humans funcuon. The disunction reflects 4 proactive stance,
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rather than a reactive one, For employars, 1t ineans a new dimenston of
preventive medicine.

The catalysts for improving employees’ health ate often economac,
These data demonstrate the need for improved progiams.

1. General Motors pays more for 1ts workets” health care than for

the steel that goes into its cars.

2. On employees’ health care, Ford spends an aserage of $292 per

car produced. The annual cost per employee is $3,350.

3. In America, sickness causes eight to ten times more absence and

disability than accidents do.

4. Nationally, disability from accidents and sickness averages

between $2,000 and $3,000 per worker (Snyder, 1982).

Many employers have opted for health maintenance organizations,
which emphasize prevention. Many two-year colleges currently make
such plans available to employees Another step is being taken by a small
but growing number of organizations, which offer health hazard apprais-
a's Usually available as an option, a health haz~rd appraisal includes an
extensive questionnaire that the employee fills out and mails to the ser-
vice provider, who analyzes the data and uses the results to assess the
employee’s health hazards. The employee recenves a statement that pre-
dicts his or her probable fongcvity and temises years of life that can be
added through specific life-style changes. In this way, each employee can
receive an assessment of how to improve overall health.

Humanizing the Automated Workplace. As office funciions become
increasingly computenzed, so does the office self. Decisions to automate
processes or to change procedures are often made with an eve on improved
productivity and reduced cost These are short-term gains that must not
be allowed to impatr efficiency over the long tam. A potential 10le of
personnel professionals may be to work with top management to ensure
thae the automanon of the office does not negatisely affect employees.

Mankin, Bikson, and Gutek (1982, menton four ways to make
office computers and their uscrs mnto productive teams. The first 1s to
have users partuapate m planning. Too often, managers and sales iepre-
sentatives constitute hardware and software deasion task forces. When
office staff are clusely imvolved 1n planming, valuable input 15 gamed and
changes are less threatening. The second way 1s to provide adequate user-
centered traming. Such training is also important in reduang employees’
anxiety and stress. The third way 1s for managers to anticipate how
changes in office automanon will affect employees socrally and emotion-
ally. Once again, the key 1s 10 be proactive, rather than reactive. The
fourth way is for managers to choose adaptive computer systems that can
accommodate organizational change, rathar than rigid systems that dic-
tate still greater adjustment. Mankin, Bikson, and Gutek (1982 suggest
two terms (p 31 that managers can use to evaluate computer systems.

Aruitoxt provided by Eic:




O

ERIC

Aruitoxt provided by Eic:

75

Habutability refers 1o hardwaie’s and softv. are’s “user fnendliness.” Exten-
sibility concerns the system’s adaptability.

Staffing Shortages

Few personnel professionals in two-year colleges have not had
problems finding qualified faculty miembers in certain fields. Because
shortages are often more acute in math, science, and vocational. technical
education, technical instruction can be espedially vulnerable. A school's
rural setting can make staffing even more difficult The corporate world
offers ,uff competiuun. Cetron (1983) reports that “competent teachers
in vocational education, math, and science can earn 50-60% more in the
private sector” (p. 19). According to Cetron, salaries must be raised to
make teaching more attractive, and a pay differental must be developed
for high-demand areas. Cetron envisions a plan in which salaries would
be raised 20 percent across the board and another 20 percent in areas
where there are acute shortages. Of course, such a move would be in
sharp conflict with salary schedules, academic tradition, and the desires
of most faculty unions. As radical a» these ideas may seem, they should
be viewed in light of the clear demand for improvement in the natior s
educational system. The growing mosement in several states for compe-
tency tests and ment recogniiion for teachers may be fust steps toward
even more serious teform.

Establishing Faculty Staffing Plans. Flexibility in faculty staffing
will continue to be a primary concern in conung years. Figuli (1985)
cites several growing trends:

* Shifting population demographics will continue to destabilize

college and unnversity enrollments.

® Increasing reliance on technology and technological change

will influence demand for new and existing educaticnal ser-
vices. To survive, colleges and universities will need to be fluid,
innovative, and mobile.

¢ Studenss will m. . career decisions based on mateiial pragma-

tusm. The volatility of the job market will influence students’
choices of majors. Enrollment shifts among programs will
increase,

¢ The move toward greater specializotion int acudemic disciplines

will continue. Reacting to the marketplace, students will
demand greater emphasis on speciahized knowledge

® The average age of faculty will continue to rise. Stabiliaing

influence  on the academic work force—generated by .enure,
leveling or decicasing enrollments, and an extension of the age
for mandatory retirement—have driven both the average age
and the average salary of faculty upward.
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¢ The finanaal resources of higher education will continue to be
limited (pp. 32-33).

As Figuli pomnts out, colleges will increasingly need to reassign
faculty fiom areas of low demand to areas of high demand. They will
need plans that take institutions’ “neccssaly response 10 new marhet
demands” into account (p. 34). Many two-year colleges have sought {lex-
ibility by hiring part-time faculty, but Faguli envisions a plan that care-
fully assesses each academic progiam with respect to personnel needs,
enrollment trends. and funding limitations, so that the highest number
of a program’s tenured faculty members neser exceeds the number of
faculty who would be needed at the program’s lowest predicted enroll-
ment. Figuli aiso urges the use of contracts that offer neither tenure nor
tenure-track appointments. Such contracts would obviously allow col-
leges to reduce staff s17¢ or reassign instructors as enroflment shifts occur.

Flexible Time

Professiunal people want more flexible working hours. What may
appear at first as a weahened work ethic may instead be the key to greater
productivity. Goodmeasure (1983) reports, “Ove: time, there is a strong
link between workplace innosvation, product innovation and superior
finanaial performance” (p. 10). Rothberg (1986 cites evidence of higher
profits in companies with scheduling alternatives (p. 29).

Part-Time Professionals, Two-year colleges have always used part-
time faculty, especially because of the flexibility that this pracuce affords
when enrollments rise or fall. The practice may also work i1 other
professional areas.

A part-time professional (Rothberg, 1986) is a skilled individual
who is qualifred to f1ll a position that requires at least a college degree or
its equivalent, and who either works a permanent, regularly scheduled
wceek of sixteen to thirty-two hours v1 works on a project-specific . ign-
ment. usually of one year's duration o1 less (p 29).

Rothberg has found t'.ac companies use part time professionals
for several reasons, induding the desire to have leaner work forces and
the wish to adapt to changes in woik-force demographics. Rothberg also
discusses other potential benefits. Fust, valuable cmployvees who do not
want full-ume cmployment can still be retained. This group may indude
women with duldren and older employees. Second, it will be easier o
recruit scarce taient. Employers who can offer 1educed hours or short-
term assignments will be in a stiong position to compete for hard-to-find
professionals. Third, more efficient matching of skills to tasks can occur
when part-tuimc protessionals are hired. Fouith, part-time professionals
can structure ther schedules around their employers' needs. Crises can
be handled by extendr 1y the houss of part-time employees, rather than
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by paying overtime to regular workers Finally, wi. « cmpioyees can
work part-time, they have better opportunities fo, furtaer education and
skill enhancement

Early Retizement. Eaty rethement has begun to be common as
decliming emollments have forced some departments te reduce faculty
positions. Two-year (ollege faculty have 1eadily taken advantage of attrac-
tive inducements to retire early, causing what would appear to be a win-
win situation, at least in the short tetm. Neveitheless, this ebb of veteran
faculty, coupled with the reduced flow of young people mnto .he work
force, may produce a teacher shortage in the long run.

This potenual ihreat does not exist only in education. Forman
(1981) has noted “two equally important con erns. On the one hand, the
public s becoming increasingly conscious of the aging of the population
and the 1llogic and njustice of current retitement policies. On the other
hand. there are worries abour the possible effects that changing present
retirement polici-s may have on the employment prospects of younger
worlers” (p. 5-16) Forman does not expect higher education to be
affected very soon, however, but to temain “resistant ic _..ange” in tradi-
tionai retirement policies (p. 47).

Indeed, instead of being hampe ed by the trend towarc early retire-
ment, two-year colleges r.ay find the growing pool of retired faculty 2
valuable resource from which to rec uit part-time instructors when enr, -
ments rise. This advantage v 11l be strongest in regions tha. tond to attract
retired faculy;. of course, but innovarive personnel offices everywhere
may cnjoy positive effeas of early redrement whonever enrollments
increase or decline.

Clerical Flextime. Just as colleges have used flexible scheduling
with theil faculties, several ¢. rporations have experimented with offering
flextume to ther clerical woikers. Althoug! . .is practice is aardly new.
studies are being conducted to assess its < wcess, and therr finditgs will
no doubt influenccts prospects for adoption by higher education. Swart
(1985) surveyed 419 firms in the banking, insurance, and utithties indus-
tries. Of these, 24.8 percent of the banks, 39.2 percent of the insurance
firms, and 20.0 peraent of the utilities companies 1eported using flextime,
The study reports the following results,

I The majonty of companics 1eported no change 1n work volume.

2. In banking, 54.6 percent saw the quality of work improve; prac-

tically no companies reported lower work quality,

3. Employec tardiness deareased i all three industiies by hetween

70 and 80 peicent.

4. Absenteeism decreased matkedly
5. Overtme levels were sig e hiramtly lowered
6 Increases were tepoited 1n job sausfaction, efficiency, and effec-

tiveness (pp. 41-42),
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Flextime for cle~ic.” workers appears proaucuve so far, and its
adoption by more and i..ore offices seems likely

The Move “oward Excellence. Because of U xpecicd stability cf
demcgraphics over the next fifteen years, colleges’ compettion for stu-
dents wil’ probably continue as will the emphasis on excellence. Given
these trends, two-year colleges will not only want to maximize the use of
physical plants and equipment but will also seek methods of maximi.ing
human resources One approach that may prove useful in higher educa-
tion is the quality circle, currently popular in several corporations.

More than a national fad, the yuality circle is in use worldwide.
Quality circles not only have improved vertical and horizontal cornmu-
nication; they have also helped reduce tardiness and absenteeism. Their
reported effect of “making people moic comfortable with change”
(McClenahan, 1981, p 76) may mean that quality aircles will have special
value for two-vear colleges.

Nevertheless, Holt and Vagner (1983) point out that college admin-
istrators must rechgnize the differences between theit own institutions
and those of private industry. First, higher education is not oriented
toward products or services for profit. Second, teaching is difficult to
measure. Third, faculty inembers, administrators, and staff members all
perform distinct duties

Nichols (1982) sees several obstacles to quality circles on cau.
puses. Fi-st, higher education is not participatcry, regardless of appea-
ances. Second, cross-discipline committees seldom struggle for consensus,
.i» _ad, they usuall resolve matters by sumple majority vote. Third, aca-
demic departments bear little resemblaisce to quality circles, because they
“tenu to represent vested interests’” instead of total educational offerings,
and 171 this 1eason they “usvally fu «tion as advocates for competing
interests  .ther than as advocates «¢ _iality” (p. 72). Fourth, there is
considerable disagreement on what - .¢ “praduct” of Ligher education
is—the classic 155 1€ of teaching versus esearch. At two-year colleges,
howcver, this controversy is less of an issue because ! the emphasis on
teach .1g. Thus, two-year colleges could be the log ical places to mtroduce
quality circies into higher education. Even if qua:.ty circles turn out not
1o be appropriate frr academic depe..ments, Holt and Wagner (1985,
observe that many support depart nents resemble departments in the pri-
vate sector—the physical plant, the finance office, the regist s office,
and the bookstore, for example (p. 12).

Avoiding Litigation
A very unwelcome task of personnel professionals 1s the prevention

of lawsuits involving disgruntled employees or former employees. This
responstbility will probably broaden as regulations and legal precedents
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continue to affect higlier education All personnel direcrors must recog-
mze the wisdom of scannmg the horrzon and advising top adiminstiatons
of issues that may prove thricatemng, Many a personnel diector has been
judged by how his o1 her college fared i court over cases involving
employee 1elations.

Cigarettes in the Workplace. Government regulations, lawsuits,
and health-related ¢sts have made smoking in the wo. kplace an impor-
tant issue. According to Willwams (1985), six states now regulate work-
place smoking, and several local governments have their own ordinances.
Smoke-sensitive nonsmokers comptise more than 12 percent of the work
foree, and some ate successfully suing their employers. Moreover, moie
than 19 percent of all absenteersm has been attibuted to smoking-related
illnesses, and smoking adds S6 billin per vear to the health costs that
employers pav duectly (p. 17).

How widespread aie smoking regulations in the workplace? In a
recent survey by Petersen and Ilassengill (1986), more than halt the
responding orgamizations (33.5 percent) reported some kind of formal
policy regulating smoking on their premises. Of these 391 companies,
21.2 percent were bowing 1~ employec pressure, 18 7 percent were respond-
ing to local or state ordn unces, and 18.7 percent were concerned about
employees’ health. The remaining 41.5 percent offered still mote reasons
for the regulations. In addition to instituting regulations, companies are
deveioping programs or incentives to encourage employees to stop smok-
ing. A wide range of inducements exists, from cash prizes to merchandise.

For the future, Williams (1985) predicts “further state and local
regulations,” as well as more lawsuits by nonsmokers {p 19). Personnel
departments would do well to look ahead and develop policies before
¢ 1sis makes them necessary.

Age-Conscious Remarks. Few personnel directors have not taken
action to protect themselves from lawsuits involving 1ace-conscious or
sex-conscious remarks. Nevertheless, a 1985 report by the Equal Employ-
men:. Opportunity Commission cited a 66 percent tnerease in charges of
age discrinanation for the past fiscal year. Coleman (1985 explains tlnee
contexts for age-conscious remarks. They may occur when an employer
gives an official reason for taking adverse employment action, or n offi-
dial employer communmications, such as emplovment advertisements that
use phrases like “applicants twenty-five to tharty-five  or “recent college
grads.” Age-conscious remarks may dlso take the form of offhand com-
ments or slurs made By supervisors who have some input into decisions
to take adverse action, or such remarks may be part of a barrage of slurs
by fellow employces, wlich are directly or indirectly condoned by man-
agement (p. 22). The basis of hiuganon s the Age Discrimination in
Employment Adt, which prevents employees between the ages of forty
and seventy from bang treated differently because of age. Coleman sug-
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Table 1. Percent of Men and Women Faculty Holding Doctorates
in Selected Academic Disciplines, and Mean Salaries Paid

Percent of Doctoral
Faculty by Sex

Adcadenuc Year

Acaderuc Discipline Men HWomen Mean Annual Salary
Chemistry 874 126 $27.710
Engineering 97 8 22 $28.839
Psychology 622 378 $25,924
Languages and hteratute 50.2 19 8 $24.148

Source Nauonal Resc irch Counal, 1981, p 3

gests three preventive measuies o employers who want to avoid lawsuits,
First, purge age-conscious remarhs from official communications. Sec-
ond, ensure that supervisor-employee conversations reflect an awareness
of the law. Thiid, make "“a visible, well-documented effo:t to sensitize all
employees” to the inappropriateness of such remarks (p. 25).

Comparable Worth. Another issue that will surely become mcre
visible in the future is comparable worth, an outgrowth of the wage gap
between men and women Currently, the average full-ume female worker
earns al-out fifty-nine cents for every dollar earned by the average man,
and although this differential is not likely to be the primary basis of
litigation, employers will need to be concerned that wage differentials do
not result from purposeful discrimination.

Table ' illustrates the salary differentials among academic disci-
plines and the ratio of men to women in each field. The type of salary
disparity shown in the table has caused more administrators to wonder
how the growing ssue of compaiable worth will affect faculty salary
schedules

Koch (1983) warns that “the ju’gments needed to install a regime
of comparable w. th in higher education are indecd strong and fiaught
w1th potential complication” (p 13). He envisions comparable worth as
iniroducing “a degree of subjectinvity and anarchy 1n salary determination
that would surpass virtually anything known so far” (p. 43).

Still, the question remains. How can colleges adopt salary policies
that are not vulnerable to lawsuits? Leach (1984 cites several employer
practices that courts have ruled as violations of Title VII, and thereforc
discriminatory. (1) Using job evaluation systems or wage-setting guides
that treat men and women or male- and female-dominated jobs differ-
ently: (2) separating the work force mto sex concentrations and then
allowing pay disparities to exist between them, (3) ¢stablishing the start-
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mg salay of a new emplovee on the basis of that person’s previous
salary. and (1) fathing to document that salanes are based on external
market comparisons.

With respect to the fourth practice, ieach points out that courts
have upheld an employer’s basing pay 1ates on the externa! market. He
ates the case of Wilkins v. University of Houston, in which the court
ruled that “market forces provided a legitimate explanation for salary
discrepancies between high-pard faculty departinents such as engineer-
ing and law, which were almost exclusively male, and the lower-paid
humamties and social sciences specialties in which more women were
employed” (p. 29).

Personnel directors concerned with avoiding hidgation on the basis
of sex bias and comparable worth should examine their job evaluation
procedures for factors that reflect outdated, stercotyped, o1 saentifically
unfounded assumptions. An example of such an assumption 1s the atti-
tude that heavy hifting 1s more valuable than tashs requiring high degrees
of concentration or dexterity.

These complex 1ssues—smoking n the workplace, age-conscious
remarhs, and compadrable worth—exemplify the challenges that may face
two-year college personnel professionals. These 1ssues also illustr.te the
opportunities that personnel ditectors have to assume leadership positions
and ensure that their mnstitutions are prepared for the issues of the future.

Understanding Collective Bargaining

Few 1ssues are as comples as collective bargaiming. The stakes run
high, the 1ssues are nunerous and dnverse, the people involved belong to
different constituenaes. and the amalgam of emotions makes sorting out
all the rest of the factors even more difficult. Sull, recent legislation and
threatening economics have combined to greatly increase the role that
collecuve bargaiming has in higher educaton, especially 1in two-year
colleges.

Locking to the future, Begin and Lee (1985, predict that collecuve
bargaining * will conunue to be shaped by socetal trends” (p. 6) They
see these trends as induding the foliowing:

¢ The numbea of Americans eighteen o tweny years old will

continue to dwindle, by 1991, the pool will be 26 percent below
the 1979 peak. Insututional stresses created by enmi»llment
declines could lead to increased collective bargaining,

¢ Shifting patterns of student intcrest will have consequences on

faculty staffing. The movement away from the liberal arts and
humamues and toward business and engineering programs indi-
cates how some academic departmenes will need to be r luced.
There 1s no reason to expect that such shifts will cease.
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e Cvdiic cconomire recesstons will occur regulatly mto the year
2000. During a 1ecesston, public funds will be more difficuls to
obtain, students mav be more 1eluctant to invest in education,
and inflation will make budgeung difficult (pp. 9-10).

These trends must also be viewed in the context of the labor move-
ment at large Cetron and OToole (1982) paint a gloomy picture for
unionization n its tradittonal arena of blue-collar workars. They observe
that sustained unemployment and b ging job roles are reducing labor's
ranks, persistent inflatton and public opwosition t large wage creases
are redudng unions’ ability to meet membership demands, and big
labor’s political machinery has been less iniluential since the 1980 Repub-
lican udal wave. “Unions have become almost gnorable politically, a
condition we think will persist for vears to come™ (p. 31).

Fallout from this indudes a decline in union memb:- 1ship, which
has dropped to less than 20 percent of the work force. In fac.. unions
nov. win only about 45 percent of the certification elcctions held by the
National Labor Relations Board—down from a 60 percent record twenty
years ago. One result of this erosion has been a shift of attention by
unions toward w hite-collar employees, induding college facalty and staff
members, 1n an attempt to bolster membership rosters.

Begin and Lee (1983) observe that the namber of nationally union-
1zed public schools began to level off in 1983, with one new instituton
voung for and two schools voung against union representation. In states
that have recently adopted laws allowing public employees to unionize,
however, (for example, Olmo and Illinots), interest in collective bargan-
ing has nsen sharply. Still, Begin and Lee predict no great increase in the
aumber of faculty unions, because most states that do not already have
such iaws are “in areas of the country where collective bargaming was
not historically well-integrated into the value systems of the populace”
(p 10). They also observe that staff unionization has followed th same
pattern as faculty umonization, and that this pattan will continue, pos-
sibly with exceptions at research unnersities, where collective bargaining
among faculty 1s highly unlikely. Although Begin and Lee do not predict
major changes in the number of taculty members represented by unions,
they do expect future contract negotations to include some new issues
{many of which have alreudy been discassed 1n this chapter). These
indude comparable worth and reshaping the facults work force. With
respect to comparable worth, Yale University recently negotiated an agree-
ment with its clerical union that indudes wage increases to reduce com-
pensation differences batween male and female cmployees (Heller, 1983,
With respect to faculty, the petcentage of tenured individuals 1s expected
to grow as enrollment reductions also reduce the number of new faculty
members. Accordig to the US. Department of Fducation (1981, the
tenured-facuity rate at public univasities was near 66 pearcent in 1981,
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faculty at public community colleges were even mote tenured, at 75
percent. The rate is expected to grow still higher, resulting in reduced
adm.nistratnve flexibility for restructunng faculty staffing. For this rea-
son, (olleges will probably mcrease the use of part-ime faculty. possibly
providing this group with more bargaining power. Future negotiations
may include more provisions for college-funded retraiming of faculty
when low enrollments require reassignment.

Just as the issues of collective bargaining are expected to change
durmg the next fifteen years. so will collective bargaining methods. Ernst
(1983; reports a number of alternatives to the conflict model of nego-
tiatton. These approaches indude prenegouation discussions in srmall
groups. shaning of mformation. usc of neutral third partics, and mformal
>nd more looselv structured negotiations.

At colleges where collective bargaining does not yet exist. the per-
sonuci director can do much to reduce the hikelihood of unionization. Frst,

« concerted dffort can be made to examine the governance structure. Where

authoritartan or bureaucratic models exist, proposal¢ can be made to move
toward the collegial model. Second, supervisors can recenve further train-
ing in listening skiils. Thitd, consuliants on labui 1dations can be hircd
to assess 4 « llege betore union rumblings begin, too often. such expertise
is sought only in attempts to win certification elections. By taking an
carly initiative, an administration can receive valuable insights in time to
make appropriate changes and thaeby avoid the election altogether.

A dear theme appears: The next several years will present the
administrators of two-vear colleges with a complex series of internal and
external challenges. Dunng this penud, personnel directors will be
sought out increasingly for advice and counsel The uext few vears will
bring challenges as welt as opportunities for personnel directors 1o survey
emerging trends and holp chart courses through shifing demographics,
economics, and state and federal laws. The personnel funcuon will
become more difficult. but among those who have chosen the fiddd for ats
challenges, the mcreased responsibiliy and opportunity for leadership
will be welcome.

In some cases. because of the curent political aunosphere m this
country, some two-vear colleges and unnversities may guestion the foderal
commitment to (qual employmaat opportunity and affirmarts o action.
It must be stressed that the law 1s the law, regardless of one’s geographical
location. Evers personnel speaalist on g two-vear college campus must
pay close attention o political trends. for they affect programs greatly.
Fqual employment opportuntt, and affumative acton will stay on the
national agenda, and personned specralists must kecp informed about the
government's philosophy, court deastons, and new  programs  that
advance personnel management

The two-year college should pay close attention to rescarch that
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indicates more conrt cases m the 19905 testing age disciminanion., sexisin,
promotion and tenure, and compensation sssues. Although some two-
year instittions do not have facnle taak, promotion and tenaire 1ssues
will sull need o be addressed under federal guidelines Personnel special-
ists cannot view cqual amployient opportunity and affumatinve acuon
simply as personnel functions: ese programs mast hase a purpos. and
must be viewed as funcuons central o the overall misston of an mstitu-
ton Personnel specialists must influence policy before 1t is made. and
not stmply review poliaes alicady inuoduced and implemented ¢ sicison,
1984). Personnel specialists on two-vear collge campuses mast hold
anthoritv and be seen as effective and. most important legitimate and
needed representatives of the academic commuam
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Although they are relatively few, sources of imformation on
tupics of unportarice to two-vear colleges can prove very useful.

Sources and Information:
Personnel Management
im Communaty Colleges

Theo N. Mabry

There are fow documents and articles that address personnel management
N two-year institutions. This, those of us involved 1in estabhishing, eval-
uatmg, o teorganizing the personnd function in two-vear colleges must
rely heavily on sources developed for four-vear colleges, universities, and
business and industry. Nevertheless some repotts are available on perfor-
mainice appraisal and staff development in two-year colleges, They deal
primarily with faculty and, to a lesser extent, with affirmative action.

These concepts became mmportant issues for higher education m
the 1970s. Duning the early 1980s, 4 number of articles and books, melud-
ing Cohen and Brawer 11982), summarized the literature of the 1970s and
the early 1980s. This chapter briefly reviews the general works most likely
to be helpful, as wdil as 1eports and articles on performance appraisal,
staff development, and affirmative actior. that have been processed by the
ERIC Clearinghouse for Junior Colleges during the last five years. The
publications ated here do not constitute the entire body of literature on
persenel managanent. Additional writings can be found through man-
ual or computar searches of ERIC's Resources in Education and Current
Index to Journals in Education.

R I Milrs and b W Hobaptet J1ords Lsarcan Prevomel Managrnenr
New Duectioes for G o Golleges ho 62 San Franaaso Joses Bass Suenmer (fisk 87

2y




ERI

Aruitoxt provided by Eic:

838

Fortunato and Waddell (1981) present a broad overview of persor.
nel admimistration i higher education Fombrum, Tichy, and DeVanna
(1984) provide the same information for business and industry. In the
areas of performance appraisal, employment placement, and future direc-
tions in personnel management, The Journal of the College and University
Personnel dssociation and Improving College and University Teaching arc
both helpful. In staff development and training, Fortunato and Waddell
(1981) offer an education-based viewpoint, while Friedman and Yar-
brough (1985) and The Traiming and Development Journal give the per-
spective of business and industry. Glueck (1982, offers information on
equal employme.it upportunity. Two journdls, Personnel and The Futur-
ist, look to future directions, the former from the viewpoint of the busi-
ness and industry and the latter from the educational view pomt.

Performance Appraisal

Palmer (1983) reviewed a selection of evaluation literature that
includes journal articles and documents processed by ERIC from 1972
thr .gh 1982. His review provides an excellent bibliogzaphy for that
period. More recent literature includes the comprehensive, individualized
approach to faculty evaluation used at Beaufurt Technical College «Center
for Staff and Curriculum Desvelopment, 1986), in which performance 1s
assessed for five major faculty roles. teaching and instruction, student
advisement, college service, community service, u..1 professional devel-
opment The first category, taching and instruction, is divided into three
areas: teaching performance, instructional de elopment, and instructional
management. Teaching pecrformance and swudent advisement are evalu-
ated through student questionnaires, while the remaining areas are eval-
uated through portfolio reviews by faculty members’ supervisors. Peer
evaluation is not a part of the process at Beaufort.

Neither peer review nor student evaluation is used in the modified
management-by-objectives evaluation system developed at Brunswick
JunZor College Langley, 1984) unless agreed to by the faculty member
and the department and division chairpersons. This system can also be
considered a personalized evaluation, since each faculty member, with
the assistance and approval of the department and division chairpersons,
formulates a set of activ...es, determines ways in which the activities are
to be measured, and submits a report of accomplishments. Activities
must fall into one of three areas. teaching, senvice to the institution, or
professional development.

Although most reports focus on evaluation of faculty, Miami-Dade
Community College (Romanik, 1986, has developed a system that evalu-
ates faculty, nonteaching faculty and professional personnel, support staff,
and administrators. It 1s part of a continual process designed to foster staff
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development, improvement, and «ccountability, in addition to providing
information for deasions on promoton, rappointment, and salary.

Although controsversial, the use of students’” evaluations of faculty
has become increasingly common i community colleges. Reporting the
findings of student evaluations in the North Carolina Community Col-
leges system, Van Allen (1782) states that numerous studies report the
objectivity of such evaluations, thus, student evaluations can be consid-
ered a ralid means of assessing instructional quality and effectiveness. At
Hinds Junior Collegs in Mississippi (Rabalais and Durham, 1984), stu-
dent evaluations hasve been an important component of faculty evaluation
since 1970. Rabalais and Durham conclude that an evaluation process
that focuses on instructional improvement, with student eva.aation as
an important component, bas strengthened the instructional program at
Hinds during the thirteen years 1t has been used.

Piland (1984), however, in a study on the perceptions of students,
faculty, and admunistrators at five community colleges at Hlinoss, reports
that students and faculty alike tend to question the objectivity of student
evaluations. Faculty also questioned the seriousness with which students
undertake such evaluations. Administrators, faculty, and students all
opposed the use of student evaluations to determine faculty salaries.

Young and Gwalamubis: (1986) studied the extent to which facul-
ty's perceptions of current versus ideal practices of faculty evaluation dif-
fered from the pcreeptions of administrators. Faculty and administrators
felt that instructional improvement was the most important purpose of
evaluation, both in current practice and as ideal practice. Both groups also
agreed that current evaluation instruments were the most 1deal, although
the order of preference for various instruments differec.. On the use of
evaluations, faculty’s and administrators’ perceptions differed significantly.
Faculty members, mor: than administrators, felt that evaluations were
always used for deciding which instructors to retain and how salaries .vere
awarded, while more administrators felt that evaluation should not ve and
seldom 15 used for this purpose. In a separate study, Licata (1984) reports
that administrators as well as faculty believe that posttenure evaluation
should be used for faculty development and improvement, but that pre-
tenure evaluation should be used for personnel decisions.

The question of whether evaluations have any impact on faculty
efforts and effectiveness was invesugated 1n a study designed to discover
the relationship hetween frequency of evaluation and leverage (defined as
the amount of effort exerted and the outcomes or effectiveness of that
effort) for six tasks (Collins, 1986). For both curriculum development and
college service, there was a posttive relationship between frequency and
leverage, but in classroom teaching there was a moderately negative rela-
tionship. Curriculum development and colicge service were perceived as
artive tashs by faculty, and dassroom teaching was = ~eived to be an
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inert task, hagh on predictabihity, dany, and efficacy. Collins suggests
that 1f faculty consider classtoom teachmg a tash whose tesults 1cdect
less than the effori expended on at, then administrators who want
improved . .stoom teaching may want to focus more on staff deselop-
ment than on evaluation.

Staff Development

In many two-year colleges, the problem of an aging faculy has
been compounded by fiscal constiaints that prevent both hining new,
younger faculty members and providing adequate professional growth
opportunuies for rudcareer faculty. Most educational institutions empha-
size the development of new faculty members, while ignoring the needs
of those in nidcareer, to maintamn currency and relevancy. Most develop-
ment programs for midcateer faculty also view development as an indi-
vidual concern, while it should be viewed as an institutional concern
(Belker, 1984).

Integration of staff development with mnsttutional or organ’»a-
tional development 1s an evolutionary step that occurred as recently as the
late 1970s, according to Buriuham and Roueche (1984). The National Inst-
tute for Staff and Organization Dexclopment (NISOD) evolved by adding
and integrating services that address organizational development. Burn-
ham and Roueche present for local adaptation a professional deselopment
model based on these services. In-house publications, networking, a 1d
workshops supplenient the NISOD services provided to member colles .

Nevertheless, Ryder and Perabo (1986) warn against this approacn.
They point out that in a mature faculty, the desire for professional growth
and change must come from within, a conclusion suppoited by their
research, which indicates that external mcentives are neither particularly
effective nor ineffective. Moreover, they say that comprehenstve collegewide
programs thdt address all faculty members as if all needed the same kinds
of professional development opportunities will not work. Postulating the
need for multifaceted, sef-initated, and individualized professional devel-
opment, Ryder and Perabo descibe a number of small and inexpensive
ways in w hich opportunities can be provided. Banks (1986) and Silverman
(1985) provide college-developed models for staff development.

A program that answers the need for an individualized approach
has been developed at Aims College (Kiefer, 1984). Through the Aims
Foundation, faculty members are given fellowships to become involved
with business and industry. The college gains by having faculty who are
provided with opportunities for renew al, upgrading, and motivation, the
foundation gains much-needed visitbiliy m the community at large and
among the college staff, and iemporary employers receive fice labor from
experienced workers.
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Vaughan (1986) and Panlla (1986) propose that an einphasis on
scholarship would provide opportunities for professional development
for midcareer faculty. While acknowledging that community college fac-
ulty, because of an emphasis on teaching and their consequent heavy
teaching loads, have little time or institutional support for rescarch, they
point out that the pursuit of scholarship, in its broadest sense, is still
possible. Research that leads to new knowledge is but one aspect of
scholaiship. the pursuit of new intcrpietations and applications of exist-
ing knowledge. Vaughan presents some general principles regarding the
practice of scholarship, while Parilla documents the pursuit of scholar-
ship by faculty members at Montgomery Community College.

A search of the literature indicates that very few colleges have
attempted to evaluate their faculty development programs (Hekimian,
1984; Miller and Ratcliff, 1986; Richardson and Moore, 1987). In a study
of community colleges in Texas, Richardson and Moore discovered that
these colleges were engaged in faculty development to a greater extent
tan has been documented for the rest of the nation. There is little
evidence, however, that staff development is being used to further insti-
tutional change and improvement. It centers instead on traditional activ-
ities that are evaluated on the basis of the perceptions of those involved.
Many of the activities are perceived as useful, but there is no substantiated
link between them and instructional improvement.

Miller and Ratcliff (1986), in a study of community colleges in
Iowa, evaluated faculty development on the basis of actual participation,
1ather than attitudes or perceptions. Many of their findings were contrary
to previously reported conclusions. For exaniple, they foun ' ne difference
In participation rates between vocational faculty and those in the arts
and sciences. They also found that faculty with doctoral degrees reported
spending the greatest number of hours in development activities, and
that raculty in their first years of teaching were not more active than
experienced faculty. Surporisingly, salary incentives played only a minor
role in the choice to participate in staff development.

hekimian (1984) provides a set of cniteria for evaluating staff devel-
opment. They were derived from an analysis of the literature and have
been validated by coinmunity college staff members. The criteria are
offered as a foundation for evaluation, to be modified according to par-
ticular instirutional needs. Four areas are addressed. planning, structur-
ing, processing, and recycling.

Affirmative Action

Affirmative Action and Inaction, a work by Hankin (1986), is also
an appropriate designation for the efforts of two-year colleges to research,
evaluate, and report their implementation of affirmative action in recent
@ -~
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years. A search of ERIC literature reveals repo:ts i,nm only two of the
fifty states: New York and California. Hankin repoits modest increases in
the numbers of feinale and minority admimstrators, and 4n even more
moderate increase in the numbers of female ond minonty faculty. More
significant, he reports an extremely casual attitude toward documenting
or reporting procesces and results, although not necessarily toward affir-
mative action itself.

In California, ar ethmcally diverse state, statistics indicate that
the rates of «mployment of women and ethnic minorities have not
changed significantly since 1970. Employment of ethnic minorities
particular has not kept pace with the growth of these groups in Califor-
nmia. Concerned by the lack of ethnic balance in both enrollment and
employment, the board of goverrors, the chancellor, and San Jose City
Coll~ge held a conference titied ““Affirmative Action at the Crossroads. A
Manifesto for Change” (Stindt, 1987a). As a result of that conference,
specific recommendations were developed to increase the number of
minorities .nd women in all job cotegories, but specifically in certificated
and administrative positions. In addition, eight-year trends—categorized
by sex and ethnicity, ne*v hires and promotions, compensation ranges,
and age distributions—were collected for eight categories of staff to
determine opportuniues for hiring and actions taken from 1903 1o 1985
Stindt, 1987b). The status of ethnic minorities and women is also
add.essed in Fahrenbroch (1986).

The ERIC documents cited in the reference section (items marked
with ED numbers) can be ordered through the ERIC Document Repro-
ductio~. service (EDRS) in Alexandria, Virginia, or obtained on micro-
fiche .t more than 650 libraries across the country. For an EDRS order
form, a list of libraries in your state that have ERIC microfiche col-
lections, or both, please contact the ERIC Cleaninghouse for Junior
Colleges, 8118 Math-Sciences Building, UCLA, Los Angeles, California
90024.
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From the Editors’ Notes

This volume of New Directions for Community Colleges
provides a comprehensive overmew of the personnel
function in two-year colleges. It 1s prunanly for
administrators. It preserits a range of opimons on personvel
policies and practices in two-year colleges and 1s useful for
colleges that are planning to expand or reorganize their
personnel functions and for those that are seeking general
yardsticks for appraising thetr currert personnel functions.
I: wll also serve as a general reference volume.

e %t S e .Y.&‘:I‘:/Wl\:m"

ERIC Clearinghouse for
Junior Colleges

9 NOV 1§ 1986

E \I‘\CSE\-BASS FUV 1 trores nommosete oot st actti o KIsHoI:

Aruitoxt provided by Eic:

LD AP AL ATASAS A A A AANA ACAS BaA L Apsacsnnta"




