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The Mid-America Group 15 a voluntary association of twelve commumty colleges
representing seven Midwestern states formed for the purposes of

@ Providing a forum for examining the evolving mission and scope of services of
community colleges

@ Creating an opportunity for a frank exchange of information and ideas relative to
changes occurmnng within the industry

® Sharing human zid fiscal resources 1n order to research and assess issues of common
concern

8 Monitoring environmental changes to 1dentify trends and conditions that may impact
member institutions

@ Providing a multi-state cooperative capable of responding to regional issues and
needs

The Mid-America Group
Cuyahoga Community College
Cleveland, Ohio

Des Moines Area Community College
Ankeny, lowa

Eastern lowa Community College District
Davenport, lowa

Kellogg Community College
Battle Creek, Michigan

Lorain County Community College
Elyria, Ohio
Macomb Community College
Warren, Michigan

North Central Technical Institute
Wausau, Wisconsin

Rochester Community College
Rochester, Minnesota

Rock Valley Community College
Rockford. Ilhinois

St. Louis Community College District
St. Louis, Missouri

Sinclair Community College
Dayton, Ohio

Triton College
River Grove, thnots
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Introduction

IN THE BROADEST of terms, educational leaders should be judg~d primanly on their abihity
to maximize both organizational performance and mission effectiveness Likewise, only
those institutions that can demonstrate both high performance and superior achievement
should ever be considered as providing excellence n education

As has been seen in other industries, above average performance and effectiveness are
usually easier to achieve during periods of sustained growth 1n business volume The
real test of leaders and organizations alike wypically comes when growth begins to give
way to stability or dechne At this pont, institutional success will correlate more closely
to nstitutional ability than any other factor

Community colleges are no exception. Having been propelled along for nearly three
decades by a tidal wave of growth, many nstitutions have achieved the distinction of
being high performing and extremely effective 1n carrying out their mission But national
data show that, for the majonity of two- year colleges. rapid growth has given way to
stability or dechine The challenge to leadership still remains the same, only the conditions
have changed—and changed dramatically

Orgamzational theorists describe the period following rapid growth as the “maturity
phase™ of an orgamzation’s hfe cycle This 1s a cntical point in an orgamization’s de-
velopment, tor unless some dehberate action 1s taken to bring about a “renewal.” the
orgamzanon will likely begin to drift ever more deeply into dechne. The most essential
leadership task during matunity. then. must be to estabhish a foundation upon which
organizational renewal can occur

Thi paper sets fortha comprehensive framework for establishing a foundation for renewal
within a community college from the standpoint of both organizational performance
(Part I) and nussion effectiveness (Part I1) Many of the suggestions are heavily literature
based. while others are drawn from careful observations of the nstitutions themselves.
Taken collectively. they should provide considerable insight into the changes which
will more than likely be occurring within America’s two-year colleges over the next
several years
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AN ADAPTATION OF

ORGANIZATIONAL LIFE CYCLE THEORY
TO COMMUNITY COLLEGES

E

alike other educational eaterprises, the two-year

college can be umquely characterized as a product

of the twenticth century Moreover, according

to intormation published by the American As-

soctation of Community and Junior Colleges in
1985, more than halt of these instituttons have been es-
tabhished since the nud 19507 but the total number has
grown by only 18 wnce 1975

In their 198S book. Renewing the Amernican Community
College, William L Decgan and Dale Tiliery have turthe
noted that even those which were founded 1n the first halt
of the century expernenced sigmiticant nission transforma-
tion to the status ot “comprehensive community colleges™
sometime after 1950 They have charactenized the penod
from 1950 to 1970 as “twenty vears of growth and trans-
tormation of the Amenican two-year college.”™ and have
suggested that during those two decades, “the leap from
one-half million to two nuthion students was unparalleled.
as was the spread of colleges across the country ™

Given these patterns of formation, transformation. and
growth, it follows that community colleges would have
experienced a high degree ot similanty m their organiza-
tional development. especially since the mid-1950's In
effect, they have evolved as siblings. having been born
(or reborn) together, nurtured together and growr up to-
gether over the past three decades

We know that as people age, the differences among them
become more pronounced It 1s often said that newborn
babies are amazingly alike, and are sometimes even mis-
taken for one another in the hospital nursery. Preschoolers
become physically unique but act and react similarly. As
motivation and ability vary. so does achievement duning
school years, but fads and peer attitudes still restrain indi-
viduality Only 1n maturity, when the mind and body
have fuily developed. do major individual differences
dominate.

Q

RIC

Aruitoxt provided by Eic:

uch the same 15 true for orgamzations. New

entitics starting business at the same time

within the same tndustry look amazingly alike

In their carly years they often pattern each

other. imitating 1deas and practices, although
carcfully retaimng competitive positions and a unique 1den-
uty Difterences in orgamzational ability will allow some
to achieve more than others, even when resource availability
15 sinilar - As they grow older, the strong excel. the weak
falter. and sigmticant ditferences emerge

Mancgement seientists and orgamzational theorists have
studied orgamzational development for some time. often
utihzing the concept of “orgamzational hife cycle™ as a
basic framework Simply defined. life cycle theory suggests
that as orgamzations age. they pass through a senies of
identifiable stages or phases, with cach peiod exhibiting
different internal characteristics and requiring different
managenal practices  Authors generally agree that a mim-
mum of four stages exist. called birth, growth, maturity
and declime. with some identifying a tifth-—renewal —
which can occur after matunity and tends to revitalize the
orgamzation and postpone dechne

One reason why some authors exclude the renewal stage
may be that. unlike the other phases. 1t doe< not automat-
ically occur as part of the hife cycle sequence. Even though
the passage from birth to declne and eventual dissolution
may be completed in a relatively short time interval, there
would still be evidence of the four basic life cycle phases
in the firm’s business history Renewal. however, appears
to be an optional phase which may only develop as the
result of some specific action on the part of the
organization,

As with indniduals, organizational development does not
oceur at a unitorm rate, nor 18t achieved simply by the
passage of ime Rather, organizational development 1
measured by business volume, and the hfe cyele stage 1
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Figure 1

determined by the prevarthng rate of change in business
volume Figure | illustrates a hypothetical hfe cyele cunve
for an orgamzation and 1dentities the approximate points
at which cach new phase begins

Beyond orgamizational cttectiveness. hte cyele theory can
also help explain why certain managerial changes appear
to be night for the tmes Alltoo « ften. new business practices
or aspects of orgamzational emphasis emerge simply be-
cause they teel night Aithough these intuitive decisions

The Value of Life Cycle Theory

may often prove to be correct and may actually benefit
the firm. 1t would be more comtorting to know that these
actions emanated trom a sound underly ing reason to change

he hfe cycle concept can help to provide an un-

derstanding of how organizational characteristics

and measures of effectiveness are hkely to change

as entities develop In Management Science

(1983), Robert E. Quinn and Kim Cameron re-
viewed nine models for organizational hfe cycle. Each
model identified certain charactenistics that typify orgam-
zations n different stages of development, and was
evaluated against a framework for organizational effec-
tiveness From their analysis, Quinn and Cameron con-
cluded that the major cnitena of effectiveness change in
predictable ways as an orgamzation passes through the
various stages of the hife cycle. In addition, they drew
inferences about why organizational responses to the ex-
ternal environment can also be expected to vary n different
stages of the hfe cycle.

rather than from speculation alone  Passage to a new hife
evele stage clearly cills tor new directions and may well
be the most compelling reason to imtiate changes i or-

gamzatongl pract

RO
CCH Al

d leadershp approaches

Possibly the most valuable aspect ot studying the hte cyele
ot an orgamzation 18 learming to identify when the organi-
zation makes the transition from growth to maturity - As
tustrated previousty. the stage following maturity can
vary  Once 1 maturity. the next automatic stage 1s declhine
Knowing that an organization has reachcd maturny . how-
ever. can be a signal to begin establishing the foundation
tor a subsequent phase ot renew al

It 15 1mportant to remember that the stage of hfe cycle
has nothing to do with the mere passage of tme An or-
gamzation can remain n a particular stage for years, even
decades On the other hand, a single decade could see the
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passage through three-—or even four—disunct phases
The rate of change in business volume 18 the key indicator
Simply stated. maturity begins when sustained growth
ends.

Anexample of how life cvcle theory can ard in understanding
change can be seen by looking at the tssue of eftectiveness
One of the predictable changes which usually accompuanies
the transition to later hte ¢y cle stages 1+ a shitt trom interest
i indnidual ettectiveness to a coneern for organizational
performance Cameron and Whetten (1981 validated this
tendency and turther conduded that “those with primary
r2sponsibility tor the organization’s weltare and survival
(those 10 managenial positions) were more hhely to reflect
this shitting emphasis ™

Since so many ot today s public and private organizations
dre moving into maturity at the same tme. hte cyele theory
would suggest that the current nationw ide preoceupation
with quahity and excelience 18 predictable Whether authors
such as Thomas Peters and Robert Waterman ot In Scarch
of Excellence or John Roueche and George Baker ot 1ccess
and Excellence knew this interest would develop or acre
simply tortunate in their tming may never be known W hat
matters 18 that a broad concern tor orgamzational perfor-
mance 1s botn predictable and eopropriate in a mature
environment

Application to Two-year Colleges

Ithough a vast hterature base exists relating or-

ganizatonal e cyele theory to private sector

organizations, there s virtually nothing de-

scribing ity applicatuon to educational entities

This may stem trom the tact that educational
mstitutions traditionally have rejected corporate models,
or that unlike private sector tirms, the primary torces for
change within an academice environment were princrpally
mternal, making those models inappropriate

Private sector organizations historieilly have been pressured
to change by their external environments They have been
well regalated. usually market driven, and directly re-
spansive to economice pressures Until quate recently, how-
ever. educational institutions were somewhat 1mpervious
to the environment. protected by a type of academic verl
which surrounded the campus and filtered out external
influences Now ., affected by dechining demographie trends,
hmited resources, intensihied competiion, and demands
to pubhicly account for their performance. educators are
being forced to regard the external environment as seriously
as do their private sector counterparts

Life Cycle—Macomb Community College
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It tollows that s educational institutions begin to tace the
same challenges as the private sector, the proven practices
from the private sector should have greater application
and viability - As cducational and business enterprises be-
come more similar in organizational ind managerial char-
acteristies, 1t s quite hkely that hfe oy cle theory can provide
educators with considerable msight mto the kinds of changes
which have a high probability ot occurring within therr
orgamzations The balance of this paper then will tocus
on the apphication of orgamizational life cyele theory to
two-year colleges

The first step 15 to determine as accurately as possible the
current hfe cycle stage for the orgamzation under study
To do this, histonical data on one or more key indicators
of business volume need to be graphically d.splayed By
way of example, Figure 2 depicts fall headcount enrollment
for Macomb Community College from 1962, the year the
crllege district was expanded to serve the entire county.,
through 1986 Figure 3 shows the hite cycle curve flowing
from that data

From this mtormation 1t appears that Macomb began s
growth phase almost immediately atter bemg expanded to
a county-wide entity - Since the college had actually been
established 10 1954 a8 part ot @ K-14 school district, the
birth phase had already been completed The curve also
suggests that the collge moved into the matunty phase
atound 1980 The enrollment pattern since 1980 tends to
validate the passage mto orgamizational maturity

Macomb’'s enollment tiend 18 charactenstic of most other
community colleges i Michigan, and probably simulates
the growth pattern of many such mmstututions nationwide
Aggregate headeount enrolliment data for all of the naiton™s
two-year colleges tends to support that conclusion As
Frgure 4 demonstrates headeount enrollments in community
coller ~ nationw ide over the past 25 years have expertenced
evplostve growth. leveling out about 1982 Even though
the end of the growth years may not have yet amived for
some mstitutions, it s very fikely close athand A a result,
1t1s logiedl to conclude that the vast magonty of the nation’s
two-year colleges either aie. or soon will be, in the matunty
stage of thewr hite cyeles

Life Cycle—Macomb Community College
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his mass movement nto the maturity stage may

account for the many new preferences and chang-

ing areas of emphasis emerging within the com-

munity college industry  As Quinn and Cameron

have suggested. some organizational characteris-
ties should change in a predictable way as that transformation
takes place  Furthermore, responses to the external envi-
ronment can also be expected to vary. If classical hfe cycle
theory applies to community colleges, then 1t should be
possible to know 1n advance some of the changes which
are appropriate for this new hfe stage

Probably the best adaptation of the general characteristics
which shoula predictably occur as organizations move
more sohdly into the maturity stage can be drawn fiom
the work of Danny Miller and Peter H Friesen. In therr
article. “Longitudina’ Study of the Corporate Life Cycle.”
they evaluated a sample of 161 periods of history from
36 firms classified into five life cycle stages. using a few
attributes considered central to each The results supported
the prevalence of specific vanables within each stage and
the predictability of inter-stage differences Even though
the firms studied were primarily publicly held fo.-profit

Q
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enterprises, 1t1s not too difficult to make a broad translation
to community colleges

Based on Miller and Friesen’s findings and drawing from
the conclusions reached by other researchers cited earlier,
the following general scenario can be developed 0 describe
the orgamzational changes which can be exnected to occur
as community colleges move through their liie cycles from
birth to growth and into maturity.

In the most general terms. the orgamzation's overall situ-
ation will tend t¢ become more complex The influence
of founders will diminish to the point where the nstitutio.:
18 perceived to truly belong to the public at large. The
dominance of key figures and Board members should be
expected to diminish, while customers. on the other hand,
exert more influence. More information processing proce-
dures can be expected to evolve and will typically include
sophisticated computer systems, performance controls,
environmental scanning activities, planming procedures
and enhanced communications systems.

Through all phases, college structure . will tend to be quite
centralized—at least when 1t comes to making decisions
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about strategy  Routine authoruy, however, will usually
be delegated more extensively and techmiques ot par-
ticipative management can be expected to be used more
trequently as institutions move t-ward the fater phases
The carly eniphasis on resource acquisition and the per-
formance of individuals Gnputs) wili hikely give way toa
concern for organizauonal efficieney and performance
{outputs) Measurements of ettectiveness will also shift
from primanly quantitative 1n carly stages to more qual-
itative 1n later phases

haractenstes refated to innovation such as risk-

tahing. proactiveness and tutunity which are gener-

ally at igh levels during birth and growth phases.,

can be predicted to yield to conservatism in matur-

ity Since these vanables are entical for noving
into renewal rather than decline. o hey leadership respon-
sibility during maturity will be to heep the orgamzation
from becoming complacent and to remain open-minded to
innovation and experimentation

Looking more specifically at the transition trom giowth
to maturity, colleges should expect to see orgamizational
functioming and decision making processes shift from rel-
atively simple to more complex forms Similarly. orgam-
zational structure will probably become  nore formahized
and somewhat bureaucratic These complexities will Iikely
slow the orgamization’s response rate, but are probably
unavordable A the transition oceurs, leaders should be-
come: senstive 9 these new conditions and try to achieve
a proper balance between regard for the orgamzation and
concern for the customer

Organizational restructuning. which occurs during later
life cycle stages. can be cxpected to follow a functional
basis with a tendency toward centrahzation With ¢ con-
cern for quantitative results gIving way to an 1ntei2st in
more quahitative outcomes, the orgamzation will more
than likely become less concerned about “selling™ its prod-
ucts and more nterested 1n ctfectively serving the necds
of well identificd markets

Thre institutional bias tow ard conservatism which predictably
accompanies maturity creates interest in maintaimng the
status-quo. By the ume this Iife cycle stage arrives, the
institution 18 providing a comtortable workplace environ-
ment for most statt Leaders will be expected to provide
more frequent and hetter subsaantiated arguments for change
if momentum s to continue and renewal 18 to follow
Growth, 1f any. should be expected to occur slower and
more sporadically than in past hfe cyvele stages

In essence. as communtty colleges shift trom the growtn
phase to the maturity stage. the emphasis will no longe
be on burlding *he enutv, but will tocus more directly on
effecuvely utthizing the entity - Above all. the mostimportant
realization during matunity should be that the next hte
cycle stage has two options either renewal or dechine It

tollow s, then, that the most essential contribution of leaders
during the maturty stage will be to estabhish the foundation
tor a subsequent stage of “renewal * and to avod a direet
transition 11to “dechine

Redefining the Industry

hile the ao we adaptation of life cycle theory

to commumity colleges provides a broad de-

seription of predictable orgamzational func-

tioning throuzh matunty. 1t fails to provide

a clear framework for how to prepare the
organization for renewal  As coileges evolved through
carly hfe cycle stages. major agenda stems included mis.1on
determ.nation. leadership selection, orgamzing and staffing,
planning and resource a~amsition, and product development
and promotion  All of t.ese efforts were directed at pro-
ducing student enrollment  To close the loop. results were
evaluated and reports were communicated to interested
parties

1t 15 quite hhely that all of these functions widl remain
present to sowe degree in every hife cycle stage Butf
colleges are intent on achieving institutional renewal. it
may be necessary to re-examine ihe traditional approaches
and practices beiag employed 1 each of these areas. An
excellent starting point may be to reconsider the very def-
imton of the industry itself

In a classic article in Harvard Business Review 11960).
marheting theorst Theodore Levitt suggested that one
reason for the dechine of certarn large and mgh! - successful
organizations may have been that their leaders defined
ther industries too narrowly This “marketing myopia”
on the part of business executives was characterized by
Levitt as a major strategic flaw which led to decline rather
than renewal A« examples, he argues that rairroads should
have declared their industry to be “transportation.” and
that movie makers should have pursued “entertainment.”
Failure to do <o limited their opportunities to develop new
products and enter new markets where legiimate needs
were emerging A aresult, new providers appeared and
displaced exasting and highly suecessful orgamzations.

In his article. “Courage to Change.” Harold Hodgkinson
(1987) suggests that the same phenomenon may have also
nceurred 1n education He asserts that “the only way we
have changed mgher education has been through bypassing
existing institutions and forming new ones This was the
case with land-grant institutions, with commumty collcges
and. more recently. with the provision by business and
industry of some 18 milhon courses (few of which are
offered through colleges and universities) that educate

10 nullion workers cach year ™

Although different providers have cmerged. the dominant
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product defimtion of the educational industry has not
changed in this country for the past three hundred years
Education has been in the business of “credentialing™ human
beings Almost everything has been designed as a pachage
leading to some document of completion, the diploma.
certificate or degree. Society has cven found ways to stig-
matize those people who may have learned. but fwled to
complete the prescribed plan of work Whether they werce
called “drop-out.” "stop-cut” or A B D " the implication
was clear —fwilure

Recent data from the Michigan Department of Edw wion
reveal that the number of proprictary traming firms heensed
to operate 1 Michigan has grown from just over 200 1n
1980 to nearly 350 1n 1986 This rapid growth 1n non-tradi-
tional educational providers seems to signal a change in
social attitudes toward the outcomes and purposes of edu-
cation It may also signal that tradiional institutions have
tailed to incorporate some of the emerging nceds for learning
nto their misston statements and market'ng plans

While the value of credentialing will always b-. approprate
for institutions of higher education. 1t may be time to consid-
er brcadening the defimtion of the industry, especially for
community colleges. Rather than focusing on the credential.
two-year colleges may be better positioned by declaring
themselves to be in the business of “human development ™
This new definition would not prohibit or dimintsh any
aspect of the current comprehensive mission. but would
allow greater diversity 1n responding to emerging needs

Figure 5 illustrates the general hieraichy of human de-
velopment needs which would flow trom a broader industry
defimtion for commumity colleges. In this configuration.
“information” 1s defined simply as an awareness of current
cond:tions in a changing world “Knowledge™ means pos-
sessing a usable understanding of information and/or skills
at an applied level “Credenuals™ imphes the completion
of a specific set of learmng experiences designed to achieve
both theoretical and apphed understanding within a par-
ticular field of knowledge

Human Development Needs

CREDENTIALS

KNOWLEDGE

INFORMATION

Figure5

Some may argue that the traditional credentialing proce
already responds to the need tor intormation and knowlecge.,
which, i fact. 1t does The ditference intended here 1s
that the gaming of mtormation and knowtedge be viewed
as successtul eads in themsleves, rather than as steps toward
a final goal

A Framework for
Organizational Renewal

uilding upon the broadencd industry detimition

of human development and the related hicrarchy

of learning needs. commumity colleges can envi-

sion new approaches to the traditional functions

of th.1r organizations and begin to fashion the
framework for institional renewal The following table
15 an attempt to conceptuahze how the emphasis in major
msidutional agenda areas 18 likely to shift as ¢« mmunaty
collcges prepare to make the transition from matunity to
reaiewal The shift will not be a complete abandonment of
the former practices or preferences. but will be seen as an
adaptive process The elements listed under the heading
of “renewal phase.” when viewed collectively. represent
a comprehensive framewerk for organizational pursuits by
mature commumty colleges as they embark on the path
toward sclf-rencwal,

Tat'e 1
A FRAMEWORK FOR ORGANIZATIONAL PURSUITS

BIRTH THROUGH MATURITY toward RENEWAL PHASE

Comprehensive Mission Conformed Mission
Directive Leadership Holistic Leadership
Organizational Design Organizational Climate
Staff Recrutment Staff Development
Master Planning Strategic Process
Resource Acquisition Resource Reallocation
Curriculum Formulation Curr. :ulum Currency
Institutional Response Collaborative Approach
Establishing Presence Enhancing Reputation
Product-Based Promotion Needs-Based Marketing
Student Enroliment Student Development
Informational Communication Interactive Communication
Evaluating Results Evaluating Value

OO0 0000000000

While many of the clements isted as components of the
foundation tor renewal appear to be seif-explanatory. a
brict discussion of cach mey help to idenuty the key 1ssues
contained within cach of these anticipated new ditections

Conformed Mission. To be termed a comprehensive
commumty college. the institution has to display all five
clements of transfer. vocational. remedial. continuing
education and community service within its pmssion state-
ment and demonstrate actual programming within each
category  No uniform siundards exist. however. for the
apportioning of activity and refated budgetary support

ERIC ~

Aruitoxt provided by Eic:




8 M

among the categories Experience show s that as comnunity
colleges were founded. their actual distnibution ot prog-
ramnung was quite simular As they grew and devel ped
new ofterings. proportions began to change and differences
among institutions became more visible

From this observation 1t can be conciuded that as colleges
mature. th> proportionahity of the elements within e

= prehensive nussion can be expected to vary to an even
geeatar extent This result can be atinbuted to effore to
be responsive to umque conditions within therr service
areas and a greater tendency toward needs-based marketing,
In order to prepare for renewal. mission statemenes should
continue to show greater conformance to the needs ot the
population belag served rather than to the more general
attributes of comprehensaveness displayed duning growth
years.

While this change 1s probably good for students. 1t will
create some problems 1n at least two arenas. First. those
responsible for admimstrating state funding proce.ses usu-
ally have great difficulty in dealing with institutional dif-
ferences. Funding formulas imply similarity, yet needs-
based responsiveness n all liket.  od will intensify dif-
ferences College leaders will have to work closely with
public policy officials to | :lp the.n recogmze and react to
this trend

The second 1ssue concerns articulation of the commumity
college mission to the pubhe Community college propo-
nents already lament the fact that there 15 public confusion
over purpose and role. This confusion will hikely become
more pronounced as greatzr institutional difterences emerge
College commumications experts will be challenged to
inform the public that community colleges “were designcd
to be different” and to formula:» ta geted programs aimed
at achieving constituency undersianding of mission This
will be especially critical in large urban areas served by
several colleges still dominated by metropohtan media
coverage.

Holistic Leadership. According to Cameron and others,
the management style exhibited during early life cycle
stages 1s typically control oniented It focuses on estabhishing
goals, setting objectives and 1dentifyig imehines  This
more directive form of leadership s necessary to establish
order within the organization. much the same as strong
parental oversight is needed 1n the formative years of
children’s lives.

But once order has been established and the organizuuon'
has undergone a period of refinement, leadership may
become more permissive. Leaders who are interested in
setting the stage for renewal should consider displaying a
spirit of “letting go™ by showing a high degree of trust
and confidence in the abihity of others The quest for renewal
may explain why the literature is now suggesting leadership
approaches using words like empowerment, nurturing,
coaching and faci..iating

ERIC

Aruitoxt provided by Eic:

Rather than shouting orders. the holistic leader will spend
more time contemplating the future of the industry and
the organization. suggesting acceptable directions for in-
shtutional endeavors. enhightening others as to the reasons
tor change. and helping to develop the full human potential
of the individuals within the workforce Convensely, holistic
leaders will gather stre.gth and 1deas from the process of
empowering others and will be able to demonstrate their
own cttectiveness by pointing to the success of the or-
gamization Leaders seehing to develop a holistic style
wiil need to conwle.ment therr tradiional “left-brain™ train-
ing with selected “nght-brain”™ attnbutes,

An nters ang and thought-provoking book suggesting
feadership <kills for a new age 1s John Heider's The Tao
of Leadership Hrs wuk adupts Lao Tzu's Tao Te Ching
(wnitten 1n the fifth century B C for China’s wise pohtical
rulers) to modern day conditions. The simplicity of the
principles proposed stand in bold contrast to most con-
temporary nanagement texts. The Tao advises leaders,
tor example. to becorr= “centered and grounded™ and cau-
tions them to avoid any condition where “the teacher out-
shines the teaching ™

Organizational Climate. Organizational design is con-
cerned with how various units are arranged, how they
interrelate. and how authority is aligned within the entity.
Orgamizational chmate 15 focused on the ability to perform
and the willingness to respond.

Renuis Likert (1980) identified some of the components
of organizational chmate to be communication, job satis-
faction. cooperation. decision-making. trust, leadership
and group problem solving. He developed a number of
profile instruments to measure these climate components
1N various types of organizations and at different levels
within those orgamizations

Other elements which are hkely to typify a healthy or-
ganmizational chmate conducive to rencwal are openness
and permissiveness, confidence across unit lines and re-
porting levels, support for innovation and nish-taking, to-
lerance of failure. willingness to change, and eagemess to
try. Staft should be encouraged to view new assignments
as challenges and opportumties rather than tasks or
responsibilities

Climate creation or change 1s a slow and dehberate process.
It will iInvolve the use of symbols as well as the clear defim-
tion of cencepts. Consistency between words, actions and
rewards 1s critical

Staff Development. Even though recruitment will always
take place, during maturity the vast majority of a firm’s
ultimate workforce will have aleady been hired. Even as
tradttional staff development pr grams continue, new em-
ployee problems will arise during matunty, posing new
developmental challenges.

Rapid orgamizational growth usually provides miany op-

]
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portuniti » for personal growth As business volume grov.s,
some new jobs will be creates and other jobs may be div.ded
New assignments are frequently added to old positions
Often. construction programs provide the promise of a
physical move to new and more pleasant surroundings
At the matunty stage, however. there may be an abrupt
end to most of these changes Promotional opportunities
oceur more slowly. job change 18 less frequent, and job
assignments become more static Under these cir-
cumstances, morale can suffer. burnout often occurs and
individual contnibution may dinunish

Leaders must aceept the fact that the human resources
available to achieve renewal have already been employed
by the institution The leadership challenge during matunty.
then, will be to find ways r. redefine individual success
within the orgamzation s¢ as to keep ther spint and com-

they be rewarded? How car tne need for a change of duties
be accommodated without 1 change of assienment” The
best answer to these and otaer difficult quer tions will
probably be found by asking for help from the emplos - >«
themselves.

Strategic Process. A primary difference between stra-
tegtc process and other planning systems 18 1ts heavy em-
phasis on 1dentifying the nfluences of the orgamization’s
external environment Since hife cycle theory tells us to
expect a more hostile environment as organizations reach
maturity, strategic models would seem most appropriate
in planning for renewal

The use of the strategic method 1s alvo reinfor od by chang-
ing world conditions  The influence of a global economy,
foreign competition. demograpiuc shifts, immigration and
workforce patterns, technology, and changing lifestyle
and social attitudes will impact virtually every entity re-
gardless of life cycle stage To plan in the absence of clear
data and assumptions about these and other extemal factors
would be foolhardy and. during maturity. may even prove
to be fatal

Since there will more than likely be lrmits on the number
of external influences which can realistically be monitored
by a single institution as part of the strategic process.
priorities should be established. While some will be de-
termined by local uniqueness. the two global factors whici,
probably deserve the most attention are demographic and
workforce expectations

Resource Reallocation. Thiy may well be the most
consistent characteristic of organmizational maturity Incre-
ments of growth usually bring new layers of resource..
When growth stops, the infrsion of new resources either
stops, slows down or, at best, keeps pace with inflation.

In order to finance renewal, new resources must be iden-
tified. The largest pool of resources will be those already
available to the orgamzation Growth will more than likely
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mitment alive [If people can™ be p:omoted, then how can’

have to occur by substitution This means displacing low-
y ield activities and redirecting funds toward more productive
ventures. Although this process may be casy to concep-
tuahize. 1tas often quite ditficult to smplement, especially
1n the acadenue program

A techmque that may prove valuable dunng maturity 14
the concept of portfolio analysis. Weiss and Tallett (1986)
desenibe how this approach can be helpful n evaluating
product offerings dunng various life cycle stages. The
goal 15 to aid top management 1n setting direction among
the vanous component, of the firm and guide department
managers m allocating (or reallocating) human and fiscal
resources appropriately across each particular business
line

Curriculum Currency. Little 1n Iife changes more slowly
than a college cumculum. Woodrow Wilson 1s reputed to
have said that changing a college curnculum is as difficult
as moving a graveyard Additions to curmculum are seldom
1n short supply. but recommendations for course deletions,
much less program deletions, are slow in coming. As with
any business, though, if the principal product line becomes
stale, sales will soon diminish and decline will follow.

Early hife cycle stages are more supportive of cummculum
currency since there 1s overall growth in the entity. As
with fiscal resources. curriculum may also have to grow
by substitution duning maturity. Gaining institutional ac-
ceptance of this condition can be aided where holistic leader-
ship (enhightenment and nurturing) and a healthy organi-
zational chmate (openness and trust) are present.

A method borrowed from government may help with the
issue of currency. Institutions may wish to establish “‘sunset”
curriculum policies, that is, prior agreement that any course
which fails to run for a given peniod of coasecutive terms
is automatically considered deleted from the curriculum.
Those offerings may be reintroduced. but only through
the same process and with the same rigor as newly initiated
curnculum proposals,

Collaborative Approach. At the maturity stage, the
traditional “go it alone™ philosophy of academic organiza-
tions begins to give way to a new spinit of “do 1t together.”
Whether 1t 1s the result of enhghtenment, himited resources
or a change of attitude matters hittle The {act is, many
organizations find that during maturity working together
means doing it better and that 1t can become a springboard
to renewal In the private sector, working together often
leads to subsequent mergers and acquisitions, This, of
course, is not practical 1n the educational sector, with the
possible exception of certain privately chartered institutions.
The alternative 1s to collaborate in new ventures. That is
now beginning to occur 1n large measure at many community
colleges.

Partnerships will pose new challenges to academic or-
gamzations which are used to doing things their own way.

1
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Shared projects will mean shared working conditions. com-
pronises on expected outcomes and. most of all. <hared
control. Acadenuc leaders must be walling to work with
these conditions tor collaborative ventures to succeed

Enhancing Reputation. Although they arc highly de-
pendent on promotion, newly formed orgamzations are
typically not very adept at markcting and public relations
If they succeed. it 1s usually because their products meet
a real need and people choose to buy based on the inherent
value being oftfered This may well have been the case
for community colleges. with student cnrollment growth
occurning simply because community colleges otfered

a much needed alternative to traditional four-ycar
mnstitutions

In the future, however, community colleges will face
competition from new providers with their own alternative
products In order to retain and improve market share.
two-year 1nstitutions will have to invest even greater effort
in developing a reputation for qualty and superior service
In effect, they will need to change the focus of public
relations efforts from striving for visibility to establishing
their credibility

An enhanced reputation can also benefit private fund-raising
programs. staff recruitment and student job placement
Those colleges which look beyond their local borders and
succeed in establishing a regional or national reputation
will find themselves better positioned with broader audi-
ences for corporate giving programs. student employment
opportunities. staff recruitment and collaborative
opportunities.

Needs-Based Marketing. An age-old debate in corporate
circles 1s whether it 1s better to “‘market your services” or
“service your markets.” Since life cycle theory tells us
that mature organizations tend to strive to more effectively
serve well-defined markets. 1t appears that the latter phi-
losophy is most appropniate as a building block for renewal.
That may explain why so many commumty colleges are
adopting -a true marketing onentation as they enter the
maturity stage.

Kotler and Fux (1985) provide a definition for a marketing
orientation in their book. Strategic Marketing for Educa-
tional Institutions. Taey state. **A marketing orentation
holds that the main task of the institution is to determine
the needs and wants of target markets and to satisfy them
through the design. communication, pricing., and dehivery
of appropriate and competitively viable programs and ser-
vices.” Aside from being a more congruent model. colleges
following this strategy in maturity will likely be better
positioned fur renewal.

Stud<rt Development. Based on the abundance of ht-
erature and the fr:quency with which the topic appears on
professional conference agendas. the concern for student
achievement 1s probably the most significant arca ot or-

gantzational change occurning today «mong community
colleges 1ty appearance typifies the shift in emphasts from
quantity to quahty which accompanies the transformation
ot growth to matunty It also blends well with cftorts to
enhance institutional reputations

Unfortunately. there are probably as many defimtions of
quality as there are writers in the ficld What should matter
lcast 15 whether consensus 18 ever achieved on a standard
defimtion. What matters most 1s that cach institution es-
tablish its ¢ .. working defimtion and develop models
and meastrements which contribute toward improving
student outcomes

Efforts toward improving qual.  should not stop with the
academic program  All aspects o the institution are ap-
propriate targets Since the pubhic often has difficulty judg-
ing the actual quahty of intangibles. extreme care should
be taken with the more tangible elements of the college.
For example. the condition of buildings can form an im-
pression of what goes on within them, and the quality of
printed material can influence the perceived quahty of the
ideas they con .n.

Finally. the quest for quahty 1s an excellent strategy for
long-term orgamzational wellness and forms a sound un-
derpinning for renewal. Quahty endures Quality can be
built upon. And n the iong run. quaiity usuaily proves to
be the least expensive alternative

interactive Communication. The average person would
probably rather talk than listen. particularly in youth. The
wise adult. however, has usually achieved a delicate balance
between heanng and being heard

Organizations follow a similar pattern Younger orgamza-
tions generally “talk.” utihzing one-way informational
co.amunications. As they grow older. they begin to listen,
usually to employees first and then to their customers.
The mature organization. like the socially skilled adult.
needs to learn how to engage 1n dialogue

By the end of their growth stages. most organizations have
developed a high degree of presentation skill. Their goal,
as they prepare for renewal, will be to develop a two-way
interactive communications capability. both internally and
externally. Former communications techmques were aimed
at adapting an audience to the position of the organization.
1wo-way interactive communication focuses on creating a
dialogue between orgamzation and audience. bringing
about harmony through mutual adaptation. understanding,
trust and change.

A vanety of techmques can be used to foster ongoing
dialogue and systematic hstening  Public op:nion surveys
may provide the best insight into the attitudes of large
populations. The use of institutional advisory committees
over a long period of time can help to shape the agenda
for the orgamzation Another techmque 1s the community

)
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focus group which allows organizations to conduct con-
versations with hey publics within it uneclires Inter-
nally, quality of work hife comnutiees or quahty circles
provide a good commumcation link be ween employees
and employers Finally, the implementatv.n of a sound
editorial bricfing program will allow an orgarnzation to
utilize key editors as resources in shaping thair agenda
rather than simply having them comment upon it

Evaluating Value. Evaluation 15 a well known and often
disregarded key step 1n the overall organizati-*nal process
It provides a solid basis for renewal by providing a clear
understanding of current performance While 1t will always
be appropriate to cvaluate for results (quantitative), the
mature organmization will also begin to show an interest 1n
evaluating for value (quahitative).

When programs or activities fal to mzasure up under a
results-oriented evaluation system. the decision ‘¢
strengthen or ehminate 1s relatively easy to defen¢ Under
a value-onentated <ystem. howeveir 1t becomes more dif-
ficult. because results can be measured. whereas vaiue
must be judged The key to success in evaluating for value,
then. is to establish confidence in the judgment of the
decision-makers, and acceptance of their night to judge,
early 1n the process.

The central gu2stion 1 a value-oniented eval tion system
‘s whether the programs and services under review are
Judged to represent the mighest and best use ot institutional
resources relative to 1dentified needs. For example, even
though enroliments are adequate 1 non-cic it leisure time
or hobby craft type courses., 1s this the best use of classroom
space and teacher budget when there 1s an unmet need for
continuing professional education within the service arca
of the college? Obviously the answer to this quesuor. will
involve judgment. After a ascision 1s made, there wll
probably be some people who will question that juament,
but hopefully none will he 1n a position to cntier7e
deciston-maker’s night to judge

® s wre @

A More Immediate Agenda

Toa ) —

t this point in their development. 1t 15 difficult

to estimate how long the matunty stage will

last for the nation’s two-year colleges. While

establishing a framework for renewal 15 an ap-

propriate pursuit throughout the maturity phase.
there is alvo a need to set a more 1immediate action plan
In doing thiy, the principles of life cycle theory are less
helpful. and ke orgamzation will need to be guided more
directly by the results of the strategic process

Maost models for strategic plannming begin wih a simul-
tanecous scanning of the environment and :n assessment
of the organization. This 1s followed by a process of match-
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g anticipated eny onmentdl opportunitics with 1dentified
organizationdgl strengths: Finally, a strategic choice 18 made
as to which alternatives will provide the greatest benefit
to the institution  Those chowces will become the strategic
drrections tor the institution

Keeping in mind the orgamzational characteristics which
will predictably accompany maturity and drawing upon
the previously deseribed elements which torm a conceptual
foundation for renewal for commumty colleges, the fol-
lowing «even strategic directions are proposed as a more
mimediate action plan for two-year mstitutions:

1 Improving academic quality and overall mission
effectiveness. This pur.uit is being supported by
internal and external constituencies ahike Itis consistent
with the Amenican public’s current demand for quality.
and the predictable shift '\n emphasis from quantitative
to quahtative 1ssues during matunty. It also suggests
re-¢stablishing the student and the commumty as the
primary beneficiaries of the educational system, and
calls for a less “self-centered”™ approach on the part of
professional staft and the institution 1tself.

|

Fostering an environment which supports
innovation, risk-taking and superior service.
This action 1s aimed at the tendency of orgamzations
to become complacent during maturity  Organizational
vitality 1s wided by 1nnovahon—-constant innovation—
and the unrelenting search for new and better ways to
serve the customer. Leadership can help to develop an
entrepreneunal chmate within the orgamzation by
evidencing support for the kind of risk-taking which
must accompany the quest for mnovation

3 Developing the institution’s resource base. While
this 15 a traditional goal of all organizations, the challenge
during matunty 1s to pursue that end using more creative
and non-traditional mean< The term “resources” is
meant to be the aggre gate of the human, fiscal, physical.
information, and process elements of the enterprise.
Colleagues should be encouraged to think beyond the
ordinary when proposing new ventures for consider-
ation

4 Pursuing partnerships which will expand or
improve programs and services. Historically,
academic organizations have reacted to changing con-
ditions with a singular, totally institutional response.
But at a time where new opportunitics seem to outpace
resources, educators are beginning to see that collab-
oration may be a preferred alternative. Typical partners
will include business, industry. labor, government. the
community and other public and private educational
providers.

5 Enhancing institutional reputation and
credibility. In the past, commumty colleges and other
academic entities benefited from the public’s support
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primanly because of the iherent social value ot edu-
cation There are already signs that n the future. how-
ever, these mstitutions will only enjoy support 1f the
pubhc perceves that they are serving a valuable purpose
and producing a quahty produet This 18 likely to be
ntensified at the post-secondary level as more and more
Liternatives to tradiional teaching and learning systems
cmerge

Monitoring environmental conditions to assess
emerging needs. A the transition to matunty stimu-
lates commumity colleges to become more needs-driven
and less product-oniented. 1t will be important to establish
a systematic means for identifying emerging needs
Since 1t 15 likely that the majoriy of new needs will
result from changes 1n conditions external to the college,
a formahzed system for scanning the environment will
become a entical process This techmique will also pro-
vide essential input for the strategic planning model

Evaluating current activities for appropriateness
and level of performance. A« new increments ot
resources become more limited. careful evaluation of
currer’ .ctivities will become more valuable Two princ-
pal purposes of an ongoing evaluation system are testing
for appropriatencss to the college’s mission statement
and verifying satisfactory levels of performance To
assist in setting a foundation for renewal . dects 10n-mak-
ers should try to establish a value-oniented approach to
evaluation Doing <o can aid in determining if the re-
sources ¢f the institution are being put to their highest
and best uses

Mission Effectiveness:
The Cornerstone of Renewal

atning an understanding of organizational hfe
cycle theory can help educators anticipate re-
sponses to future organizational needs and can
provide them with the tools for examiming and
explaining why certain changes must occur
Although a number of generic conclusions can be drawn
from life eycle theory, 1t will sull be necessary for cach
institution to estabhsh speeific plans and goals within the
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framework ot thewr own particutar environment This will
imolve a review of the college’™s miss, n statement, de-
ternining a unique set of organizational philosophies | defim-
tions and modcels, setting specitic directional goals, and
finding eftective methods tor communicating the above to
the institution’s key constituencies

Although the carly stages of an orgamization’s life eycele
generally provide tor individual and orgamzational excite-
ment. matunty can also be a ime for stimulation. Chinging
to expectations of an earher hfe eycle stage, however,
will usually bring disappointment As community colleges
move 1nto later life cycle stages, 1t will be necessary to
redefine the enitena for success and fashion new ways for
measuring organizational performance.

A good starting pomnt for managing during matunity is to
work to simplify and focus institutional activity Al too
often piactices hinger long after their utility has passed. A
systematic review for value in a new era may result in
the abihty to purge a number of unnecessary elements
from the scene Such a review can also serve as a symbol
of the passage nto a new hfe cycle stage.

Certainly there are a number of areas where institutional
attention could be focused as the orgamzation prepares
itself for renewal The me * logical, and perhaps the most
benelicial, would be 10 ¢6.. rate on mission—a re-
examination of what 1t should be, and. more importantly,
on how well 1t 18 being achieved Creating an institution-
wide focus on mission effectiveness can create a common
ground for most internal audiences. and can serve as a
constant renunder that the ultimate goal of the community
college must be measured in terms of student and community
development Part Il of this paper will describe a com-
prehensive model for achieving such a focus.

Whether someone matures or grows old 1s often a matter
of attitude  While chronological aging is an uncontrollable
process, 1t 1s possible to rejuvenate the spinit. People tend
to grow old more rapidly when they fail to see opportumities
in their future and when they neglect to actively condition
themselves for that future Based on all that 15 known about
tomorrow s world. there will be an abundance of oppor-
tumties for the nation’s two-year colleges. It will be up to
them. however, to take steps during their mature years to
establish a firm foundation for self-renewal
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A MODEL FOR

EDUCATIONAL EXCELLENCE

t 1s understandable that so many commumty colleges

are focusing on excellence these days For the most

part. community colleges that experienced unpre-

cedented growth during the 1960’s and early 70's

are now faced with stable. 1f not dechiming, enrollment
levels. In general, as they mature. it is natural for organi-
zations pursiing renewa! 1o turn their atieniion w refining
their structure. processes, and products 1n order to provide
greater service and new products to the individuals they
serve. Striving to achieve quality and excellence 1s char-
acteristic of organizations which are trying to revitalize
themselves.

This current emphasis on educational excellence among
admimistrators and faculty 1s, however. a fairly recent focus.
and we lack a history of expenimentation to guide us It
1s necessary to share ideas and 1dentify effective practices
to enable mutual benefit and direction to evolve from the
plethora of efforts. The model presented here can help 1n
assessing efforts and practices n the context of an overall
framework While not prescriptive. the model 1s useful in
conceptuzhzing the interactions and interrelationships of
an institution with its students, and in guiding decisions
on specific activities

Criteria for Excellence

simple definition of educational excellence is
“the commitment to vitality and quahty n edu-
cational programming ~ As a model for educa-
tional excellence 1s explored. a more measurable
defimtion should evolve to explain what it 15
and how 1t can be recognized, based upon a set of criteria
for evaluating educational orgamzations. These criteria
would identify the factors that impact excellence and suggest
ways that organizatons can be improved. To see if factors
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used 1n business and mdustry have relevance to education.
a review of standards can begin by looking at criteria of
excellence that are used n the corporate world

Yardsticks for Corporate Excellence
Through their hook, In Search of Excellence
Peters and Robert Waterman have made the pursuit of

corporate excellence a popular subject The book lists the

following six objective cntena for 1dentifying excellent
companies;

8 compound asset growth

compound equity growth

average ratio of market to book value
average return on capital

average return on equity

average return on sales

These are all measurable. but they are profit-based cnitenia,
and don’t translate easily to the mission and operation of
educational institutions.

Craig Hickman and Michael Silva. in their national bestseller
Creating Excellence (1984). explain how organizational
excellence can be measured with both objective and sub-
jective yardsticks They note that Fortune Magazine supports
this concept of using more subjective qualities to distinguish
excellent orgamzations, and 1dentify the following
criteria:

quahty of management

quality of products and services

innovation

value as a long-term nvestment

financial soundness

abihty to attract. develop and keep talented people
commumty and environmental responsibility

]
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These criteria are closer to concepts which have meaning
n education, and lead to the ones selected as components
of this educational excellence model The first three on
this hist could be called leadership, supertor service, and
mnovation Recogmtion and motivation are factors analog-
ous to an organization’s ability to attract, develop, and
keep talented people Community and environmental re-
sponsibility could be nterpreted as social responsibility

EDUCATIONAL YARDSTICKS

In Achieving Educational Excellenc> (1985, Alexander
Astin describes five views that have beel. used to define
quality in educational nstitutions. They are: (1) the mhulist
view, which maintains that educational quality cannot be
defined or measured. (2) the reputational view, which iden-
tifies quality based upon a consensus of opinion among
professionals; (3) the resources view, which identifies
quality according to the amount of resources. including
human resources in the form of academically able students,
the attraction of qualified faculty, and the available financial
resources; (4) the outcomes view, which focuses on the
institutional outcomes, or products: and (5) the value-added
view, which relates to the intellectual and personal de-
velopment of individual students

The resources view 1s a popularone In an interview reported
in the Detroit Free Press on June 22, 1987, President Harold
Shapiro identified both the student body and the financial
base as quality issues for the Umversity of Michigan. Ac-
cording to Shapiro, “The 1ssue (is) improving the quality
of th: student body since that's very directly tied with
quality of the programs.™ This suggests that the University
of Michigan’s measures of excellence are the selectivity
of the institution. and the number of “distinguished people™
1t can attract.

Astin documented some of the traditional types of measures
used to evaluate educational institutions These measures
stem from a belief that quality 1n education 1 synonymous
with prestige. They typically have been selectivity based
upon S.AT., A.C.T. orother test scores; the
socioeconomic status of the families of entering students,
and reputation, or the abihity to draw students. staff, and
financial resources. From these, other measures could be
named, such as available resources, number and types of
facilities, size 1n terms of enrollment; and accreditations
by professional organizations.

Community colleges are, by charter and purpose, different
from more traditional educational institutions. Their com-
munity locations and open door policy make the traditional
educational cnteria for educational excellence napplicable
They are commuter schools. with as much as 80 percent
of the student body attending part time, carrying less than
12 credit hours ¢f coursework. The mean age of students
at a community college is typicaly over 26 And 1t is not
uncommon for the majority of students entering a com-
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mumty college to be deficient in at least one of the basic
skills of reading. writing, and ariinmetic

It the traditionat educational critenia are not appropriate,
then what 1? What characteristics should we strive for?
What mcasureruents would reflect these characteristics?
Hickman and Silva recommend that you evaluate your
orgamzation against your own unique standards, that 1s,
with talor-made cniteria that conform to community
needs

There are examples of commumty college criteria developed
by the educational commumty 1tself. John Roueche and
George Baker set forth selection critena 1n their book,
Access and Excellence (1987), that enabled them to choose
nstitutions to study for their research on excellent com-
munity colleges Therr critena for nomination of institutions
for study were:

8 national recogmtion for therr ability to encourage and
increase student success,

® policies and standards that fully support the concept of
the open door while emphasizing quality 1n instructional
and support programs,

® strong and dedicated leadership, especially 1n the
perceived influence of the precident n pursuing
excellence,

® processes for the selection, evaluation, reward and
development of exceptional teachers in all aspects of
the comprehensive mission of community colleges.

A model or conceptual framework 1s necessary to link the
various critena together. A model for educational excellence
also becomes extremely helpful in providing a common
language for discussion and research on community college
excellence, n defining appropriate criteria for measuring
excellence. and. ultimately, n aiding in the making of
decisions about actions that lead to excellence

Three Conceptual Layers

n analysis of the existing criteria leads to the

three broad areas related to quality and vitahty.

The first criierion hsted by Roueche and Baker

relates to the performance of the community

college. The other critena point toward the en-
vironment, or ci/imate, that students would encounter. The
ideas presented by Hickman and Silva and by Alexander
Astin focus on the purpose or outcomes of orgamzational
effort and the value that 1s added by the organization’s
activities.

Simiphstically, the aspects involved in deseriping any
activity could be conceptuahized as.
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1. the situgton. settng or environment
2 the behavior that occurs
3, the outcome of that behavior 1n that environment

For an orgamzation. these aspects could be thought of as

1 orgamzational climate
2 orgamzatonal performance
3 orgamzational purpose

Figure 6 helps to visually depiet the interaction of these
aspects Interaction can be shown with a layered effect.
or perhaps concentric circles that represent chmate, per-

formance and purpose  However, 1t you think ofﬁhe n-
teraction between these layers as a continual two-way flow
of influence. then the picture requires more substance.
perhaps that of dynamic. undulating spheres of influence

The outermost sphere would be the organizational climate.
It 15 the stuatuon within which all organizational behavior
and outcomes occur Organizauonal climate is made up
of five components: leadership. communication, decision-
making. motivation and recogmuon. The second layer,
organizational performance, 1s composed of innovation,
supertor service, and social responsibility. At the innermost
core, the institutional purpose for community colleges is
student and commumty development

O
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THE FIRST LAYER:
ORGANIZATIONAL CLIMATE

Rensts Likert. @ noted humanistic organizational theorist.
has identified components of an etfecuve organizational
chmate The profile inctruments Likert developed measure
several climate components among different levels within
educational orgamzi ions Thoge mcelude leadership.
deciston-making. coramunication, job satisfaction, coop-
eration, trust, and group problem seiving The work of
Roueche and Baker n.ed a rodification of Likert's or-
ganizatonal chnate instrurenite It mvestigated several
componens ntegral 1n establishing an educational chmate
leading to excellence in community colleges

The research study that John Roucche and George Baker
conducted was similar to the work doue by Peters and
Waterman, but with commumity colleges as the target group
They 1dentified the chmate components for community
colleges as. leadership. communication, decision-making.
motivation, and recognmtion These components, consistent
with those identified by Rensis Likert. form the sphere of
orgamzational chimate for this model of educational
excellence.

Leadership. Effective leadership 1s the first component
of an organizational climate stnving for excellence Perhaps
because it is a shared responsibility rather than an admin-
Istrative prerogative 1n educational institutions. the 1dea
of leadership can be ambiguous Leadership occurs
whenever nitiative, strategies. and culture combine to
move toward the achievement of institutional goals Rouche
and Baker noted that “excellence in the organization can
only be achieved by an enlightened team of leaders who
inst* tively share common goals and work collaboratively
in Jer fo achieve what has been formerly agreed upon

One of the major factors that enhances leadership ability
1S @ postuve approach It 15 sometimes characterized as
mutual confidence, respect, and paticnce between the lead-
ers and other staff Kenncth Eble very aptly put this factor
into perspective by presenting 1t 1n his book. The Art of
Admunistration (1978), as . a plea to all adiministrators
to believe that the business of hife is more importart than
the management of personnel, that civility and compassion
are as important to administering as regulating and en-
forcing, and tha: one can find i admimistration joy. or, 1f
not that. the great satisfactions that come from being able
to contribute to the joys and sausfactions of others ™

Other factors of leadership zre a phystcal presence. an
openness and approachability. an inquisitive seeking of
ideas, behavior that equitably supports and facilitates the
activities of others. the mentoring and development of
staff, and a responsiveness and service attitude toward
students and the community

There are a number of practical and results-oriented tech-
niques available which can increase our ability n these

arcas The One-Minute Manager. tor cxample. 1s a practical
gurdeline tor the eftective use of positive reintorcement
m the mentoring and development ot statt Management
by walking around (MBWA) 1s a Peters and Waterman
phrase that otfers techmques 1n approachabihity

Leadership. atterall, can be evaluated on its pracucal results;
its ability to make a real and positive difference ltempowers
people to implement and to achieve An ancient wise man.
Lao Tzu. best summanzes the end result of good
lcadership
Leaders are best when people barely know they exis
Not s0 good when people obey dand acclaim them. Worse
when they despise them But of good leaders who say hinle
when their work s finisned those who followed them
will say “We did 1 ourselves ™

Communication. Good communication is pervasive n a
positive orgamzational chmate. It is absolutely necessary:
vertically. laterally. internally and externally, two-way
and ongoimng It must be both adequate and accurate in
content. openly shared. direct n 1ts channels. presented
in context of the organmzation’s philosophical framework
or culture, recerved and perceived to have quality. and
accompanied by listening and reacting. It is good com-
munication that enables and promotes collab. rative
approaches.

Decision-Making. How decisions are made 1s another
component of an organization’s chmate. As John Naisbitt
reiterates 1n Megatrends. “‘People whose lives are affected
by a decision must be part of the process of arrving at
that decision ™ In the most posittve chmate, decisions should
not be self-centered, but rather should have a broad per-
spective of considerations and consequences. Muluple
perspectives are especially cntical in decisions dealing
with situations of potential contlict. Decisions should be
directed by the mission and goals of the instit suon, and
should reflect a sense of social responsibiity «nd ethics.
And lastly. decisions should be made with implementation
in mind. so that an orgamzation ends up not only doing
the right things. but alvo doing them the right way

This process can be facihtated by a checkhst of things to
consider when making decisions

1 Statement of the issues, mcluding mitiator, date. and
1ssue identification and definition,

[ 8]

Persons or offices to involve, including the iitiator,
persons affected. implementors, and experts.

Venfication and analysis of the issues.
Alternative courses of action

L T S Y]

Evaluation of the alternauves
Resolution, with a challenge opportunity
Implementation

o RN B e

Follow-up. so that the deciston 1« momtored for
cffectiveness and allows for a challenge opportunity,
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Motivation. The last two coniponents of orgamzattonal
chmate 1n this model are interrelated Motivation oceurs
when there 15 a supportive chimate. support for mission,
for innovative 1deas. fer professional development. and
for the provision of necessary tools and technology to do
the work at hand It exists 1n an atmosphere of cooperation
between individuals and groups Above all. motivation
can only occur if there 15 an opportumity for contribution.
It 15 natural for people to genuinely want to contribute 1n
meaningful ways

Recognition. Recogmtion follows motivation, and
strengthens it for future endeavors. Recognition of profes-
sional performance and of excellence 1n teaching and service
places organizational value on the contributing activities
Recognition should also be granted for teamwork and
participatory contributions 1n balance with that of individual
contributions. Recogmtion has a multipher effect, so that
those whoreceive recognition for their own work understand
the personal importance of it and. n turn, tend to recogmze
and reward others. This also imphes that recogmtion be
given for student achievement.

It 1s important to be deliberate 1n selecting which behaviors
to recognize Recogmtion 1s positive reinforcement., and
should only be used to reward those behaviors desired to
be repeated. It becomes nusunderstood and less effective
if used directly as encouragement to try to correct an un-
desirable behavior. or as a show of good faith, or to try
to strengthen relationships

One example of individual recognition for faculty per-
formance 1s an award for teaching excellence. Such awards
are used to identify and reward excellent teaching without
any admonmshment or visibihty for poor teaching They
clearly communicate the inessage that good teaching 1s a
preferred behavior. There should be specific criteria that
are used consistently in the selection process for thi, award
Such cnteria for teaching excellence night be:

® Expectation of and sistence upon high student individual
academic performance
® A tudent-centered approach to teaching. including:

(a) determining and raising the individual student’s belief
in his or her ntellectual capabilities.

(b) engaging students actively in the learning process:

«¢) knowing and leading the student toward personal
goal achievement.

(d) showing care and compassion for the student as an
individual

® Belief in and practice of the individual teacher’s power
and ability to mold infellectually the learner’s mind

The SecondiLayer:
Organizational Performance

Tom Peters received cnticism that the book. In Search of

ERI!
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Excellence. oversimphfied supenor performance He re-
sponded by saying that it wasn't simple enough. He main-
tains that there are really only two ways to create and susiain
superior performance- (1) take exceptional care of your
customers through supenor service and quality, and (2)
constantly innovate. This model includes Peters’ most
important components. and adds social responsibility as a
third aspect of orgamzational performance for educational
mnstitutions

Innovation. Innovation is a behavioral tndicator of a posi-
tive attitude toward risk-taking and entrepreneurship. It
can appear within an individual attitude or as an institutional
attitude We often see itevidenced 1n experimental programs
and other new approaches to problem solving. Such things
might be an eagerness to implement new instructional
techniques like TV or video disk 1nstruction, or the use
of microcomputers 1n non-computer classes like English
composition Stanley Scott, an assistant professor at Boise
State Umiversity. was recently quoted as saying, *‘One of
the hardest things for a umversity administration to do is
to persuade 1ts faculty to adopt innovative techniques.”
One of the strengths of commumty colleges 1s their ability
to mnnovate.

Innovation has intnnsic value regardless of the choice of
idea or action Research on the Hawthome effect has taught
us that the newness of an activity and the extra attention
given to an expenmental effort 1s often enough in and of
itself to gain positive results Consequently, colleges should
be constantly finding innovative processes that help in
meeting :cir mission,

Although innovation 1s a performance charactenstic, 1t 1s
closely tied to the organizational climate that supports it.
and particularly to the prevalent style of leadership, the
attention given to recognition, and the communcation sys-
tems of the orgamzation This example further indicates
that the different layers of this model are, 1n fact. highly
interdependent

Superior Service. Superior service in educational in-
stitutions always begins with an empathy and understanding
of students’ needs This approach 1s often called a “mar-
keting orientation” because it concentrates on customer
needs and satisfaction. It puts the student first among all
other prionties. and dictates policies based on student-
centered decisions. The current emphasis on basic skills
assessment in so many commumty colleges is based upon
the need students have for better placement advising. The
1dea of student service also includes such things as tutoring,
availability of faculty. evening offerings. and the 1m-
plementation of on-line registration to make the process
more accurate and easier for students

Social Responsibility. Social responsibility is a per-
formance factor 1n the sense that the way things are done
1s as important as what is done |If an orgamzation’s actions
have negative effects on any individual, segments of the
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commumity. or the environment. then it’s hard to justify
those actions. even if the ntentions were posttive  Educa-
tional orgamzations have a social responsibility for the
impact of their training programs on society as a whole
namely to ensure the employability of those who success-
fully complete a program. or the transferability of course
credit as expected by the student. Soctal responsituhty
becomes an 1ssue 1n edr.ational situations such as that
resulting in the flood of teachers trained n the 1970°s
followed by the current scarcity Gther situations have
resulted in criticism such as that currently being levied
against MBA progiams for promoting the money culture
of today’s society rather than stressing the ethics of dong
business. Yet another 1ssue 1s that of education’s role
the integration of immigrants and minonties as productive
members of American society

In summary of other research on orgamzational performance
of educational institutions. a report entitled “What Works™
was presented 1n the spring of 1987 by the Secretary of
Education. Wiiliam Bennett. It identified the most important
charactenstics of effective schools as strong instructional
leadership. a conducive chimate, across-the-curriculum
emphasis on basic skills. high teacher expectations of student
achievement, and continuous assessment of student
progress.

The Third Layer:
Organizational Purpose

The result or outcome of the performance of a commumty
college is its impact on students and the commumity. The
purpose of a commumty college 1s to maximize student
and community development: to enable every student to
develop his or her greatest potential by providing convenient
and open access. regardless of a student’s ecoromic status
or past academic achievements. Astin supported this 1dea
when he stated. “The principal purpose of academic n-
stitutions is to develop talent.” What this means is that
we should be changing our evaluation criteria to measure
the impact of the organization, not the ability of incoming
students.

What measurements should we be monmitoring to assess
the outcomes of our educational institutions? Should they
include entrance and exit test results, job placements
upon graduation. transfer success, and student goal
achievement?

The human development model claims that a high quahty
educational institution 15 one which maximzes the intel-
lectual and personal development of 1ts students Under
this view, student learning is clearly the most significant
criterion for the academic excellence of an institution. It
is alsn the crniterion most consistent with the misston of a
community college.

The term “value-added™ has recently crept nto education
literature following its use by the Department of Commerce

RIC

as a term denoting the dollar value of processed output
over raw material input In education. “value-added™ rep-
resents the output knowledge ot students over imtial base
knowledge

The Amencan Association of Community and Jumor Col-
leges has formed a national Task Force on Value-Added
Education which developed the following definition of
value-added education,
Value-added cducation 1s an approach to education that
1dentifies and defines desirable learming outcomes. designs
a4 curriculum and teaching methodology to produce those
outcomes. and measures the students” learning relatuve to
those outcomes prior to and after their experience with the
curniculum and teaching methodology

This value-added approach necessitates that the outcomes
of a hberal arts education be integrated throughout the
curriculum,

In 1960, Medsker criticized cc nmumity colleges for not
being able to meet their claims, and cited deficiencies in
general education as part of the problem (Roueche & Baker,
1987). He claimed an absence of commitment to general
education, reflecte. _y ** . . the low number of integrated
course ofterings and the failure to meet the objectives of
general education within conventional courses.”

Many community colleges are currently responding to
these criticisms by 1dentifying common outcomes of a
commumty college education. At Macomb Community
College, the faculty and admimistrators have identified
eleven outcomes of general education. They contend that
general education students should demonstrate an ability
to.

I think critically. solve problems. evaluate information,
make inferences. apply principles. create and use
models.

communicate clearly write. speak and listen

effectively:

3 read for main ideas. key facts and nferences;

4. have a global view based upon an awareness of and
respect for cultural, philosophical, and intellectual
diversity;

5 perform basic mathematical and algebraic operations;

6 use hibraries and other resources to gather
information,

7 be flexible and open to new 1deas,

increase understanding of self;

9 be aware of and appreciate acsthetic. healthful leisure

time activities that improve the quality of life,

be aware of and appreciate practical application of

the liberal arts;

recogmze and assimilate interdisciplinary

relationships

[£5]

x

10

This hst of outcomes provides a basis for ntegrated course
offerings,” and a means to meet these objectives within
conventional courses.
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Several instruments are currently being marketed to measure
the outcomes of a general or liberal arts education Macomb
is vne of several colleges expenmenting with ACT s COMP
instrument for possible use 1n entrance and exit testing
This nstrument is intended to measure a students” knowl-
edge “ase n the cogmtive areas of cntical thinking, lis-
tening. writing. and valuing There 1s stll need to find
additional instruments for measuring the remaining out-
comes of general education

However, because of the broad intent of the community
college mission. specific outcomes should not be misused
as the domain of any single or particular discipine. de-
partment. or division of the college Rather, they should
be received n light of the philosophy expressed by Alfred
North Whitehead, who proposes that there 1s no liberal
arts education that 1s not technical, and no technical edu-

cation that 1s not hiberating This comment 15 consistent
with the concept of total human development, addressing
al! sspects of educational need a student may have.

Community development 15 dependent upon equality of
access to education. Dale Parnell, as president of the Ameri-
cun Association of Junior and Community Colleges, has
noted that access to education ahd the creation of more
opportunity 1s increasingly becoming an educational ten-
ston—a challenge to education to address the racial and
cultural differentials 1n academic performance. A democ-
ratic society must have both quality and equality. for
community colleges. this is not @ mandate to promote an
ethos of academic. economic. and achievement competi-
tiveness. but rather to maximize the community potential
by maximizing the opportunity for development of each
individual within that community.

Achieving and Maintaining
Educational Excellence
(Student Model)

cxpectations

Academic
Ability

Figure?
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The Student Model

he organizational components-—climate, perfor-

mance and purpose— have been presented under

the basic overview of environment, behavior.,

and outcome. But these phrases refer to aspects

as viewed from the eyes of educators as part of
an organization How do they appear to students as the
object or target ot the orgamzation?

A concept called “student-institution fit™ helps explain a
great deal of the academic success of a student It takes
nto account not only the characteristics of the organization,
but also the charactenistics of the student. and the interaction
between the two The institution will be seen to have a
positive learming climate 1f 1t can provide a match between
the student’s characteristics and 1t programs and services.
In turn. student characteristics. including personal attributes,,
needs. abilities. interests and values. filter their perceptions
about a college This suggests that there are two sides to
the evaluation of educational excellence—the crganization's
viewpoint and the student’s viewpoint

The First Layer: Campus Climate

The student doesn’t see the leadership of an institution.
or the communication systems. or the other components
comprising the orgamzational climate 1n the same manner
as organizational members see them. To a student. the
analogy to orgamzational chmate would be more commonly
termed. “campus climate ~ For students. the chmate 15
inflira- ne factors, but doesn’t look the same
wie other side of the same cloth

In other words. how a student perceives a campus envi-
ronment depends a lot upon the student. It depends upon
a student’s prior expectations about college and about his
or her own achievement. upon the friendships and suppont
that a student has. and upon the student’s own goals The
things that students are most aware of on campus are the
taings that affect them personally

The interrelationships among the components of campus
chmate and their influence on student performance hecome
evident through work such 24 that carrned out by Robert
Pace. Pace has developed ratings scales for eight important
characteristics of cullege environments The first five of
them relate to the amount of emphasis put upon certain
aspects of student development, and are rated from a
“strong” to a “weak” emphasis Three other ratings refer
to the supportive relationships among the people n the
campus environment. and range from positive (friendly.
supportive. approachable. helpful. considerate, and flexible)
to negative (umnvolved. ahenated. remote. unsympathetic.
nigid. impersonal) The third set of measures are called
“estimates of gamns.” These represent a student’s perception

ERIC
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of the aniount of progress he or she has made toward
goals

In his work, Pace found that (a) students entering college
with unrealistic expectations were more likely to have
adjustment problems and to withdraw: (b) students who
saw the campus environment as friendly and supportive
were more hkely to be satisfied with the college. and (c)
greater congruency between the institutional charactenstics
and the students” characteristics led to higher goal achieve-
ment and academic success.

Expectations. It i» extremely important that students
have realistic expectations of the college and of their edu-
cational experience [f they do not. they cannot be satistied
with their experience unless those expectations change.
Their perceptions of the college will be filtered through
their expectations

Those students who expect college to be like high school
probably put the same amount ot effort into their college
ceursework as they did 1n high school. Colleges that require
basic skills assessment. orientation, and course advising
set a tone for higher performance expectations among their
students With student participation, they clearly delineate
expectations for academic achievement.

Sometimes students can't see the uscfulness of general
education courses they are required to take. but still find
them enjoyable and challenging. As Roueche says, if you
can’t make the course useful. at least make it interesting.
However, the focus of the college should be on relating
student expectations for goal attainment to the coursework
and course content they are undertaking.

Support. Factors relative io the amount of support that a
student experiences include things such as friendly and
supportive attitudes. and the availability of academic support
resources and services It also includes relationships: stu-
dent-faculty relationships: student-siaff relationships; and
student-student relationships The importance of these
relationships 15 widely recogmized The lack of personal
relationships of this nature has even been cited as cne of
the bamers to the wide use of remote televised instruction.
With commuter students and part-time educational com-
mitments. community colleges are challenged to provide
structures and situations that nurture these relationships,and
to do it 1n such a way as to focus the involvement on the
content and application of cumculum

Goals. People are attracted to environments that can move
them toward their wdeal selves and help them achieve their
own personal goals Institutional leaders are encouraged
to determine which modifications of campus environment
will faciluitate student development  For exanuple. through
comprehensive orientation programs. an institution can
help to create realistic expectations for new students It
can provide facihties and structures to enhance peer support
groups It can provide counseling and academic advising
to match coursework with a student’s ability. It can also
)
Y
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deliver courses and prograni that satisfy student interests
and career poals Fowever, to do any of these things, an
mstitution 1wy st thoroughty understand 1ts students

Mot students attend a community college for job-related
reasons. either to prepare for a new job, or to upgrade
their current job skills  About vne-fourth plan to transfer
therr credits to a four-year college However, the stated
goals of students and their actions are not always consistent
In a study condvcted by Macomb Community College.
over half of the degrees g.anted were the Associate of
Applied Science degree—supposedly the occupational

de gree (see Table 2) Yet forty-six percent of those students
whose primary goal was university t-ansfer pursved the
Assoaate of Applied Science, eve 1 uiough the Associate
of Arts 15 more typically considered the transfer degree.
In fact, the Associate of General Studies was ut'lized more
than the Associate of Arts as a transfer degree

Table 2

MACOMB COMMUNITY COLLEGE
DEGREES GRAN1TED 1986-87

STUDENTS' PRIMARY GOAL

IMPROVE  PREPARE FOR PERSONAL UNIVERSITY
JOB SKILLS ANEW JOB  INTEREST _ TRANSFER
Associate of
Applied Science 58% 65% 43% 46%
Associate of
General Studies 13 12 23 25
Associate of Arts 5 4 13 20
Certifficate 24 19 21 9

A comparison v .1e way siudents say they intend to achieve
their educattonal goal with the award they actually earn

also revealed some 1nteresting discrepancies. Ten percent
of those students who say they are only interested in selected
courses pursue a credential This type of data should rein-
force the need to go beyond superficial assumptions about
student need or interest. We must be able to provide ongoing
adwvising for students based upon their changing needs.

The Seconc Layer: Student Performance

The behavior or performance of the student is the sphere
of influence analogous to organizational performance.
The overwhelming determinant of gain in student de-
velopment, or effective student performance, is the student’s
involvement in learning. Other components of student
performance are the student’s own academic ability and
his or her persistence in completing the coursework

Involvement. William Klepper has been involved in re-
search on the effects of out-of-classroom experiences on
student development, noting the impacts on a student’s
(a) sense of competence, confidence, and behef 1r self
(b) interpersonal skills and quality of interaction,

(c) development of autonomy, and (d) the development of
humanitarian concern.

A study of graduates of three midwestem colleges found
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an nfluence of cocurncular involvement on their skills,
including communications, deciston-making, teamwork,
leadership, assertiveness, supervisory, orgamzing, and
self-awareness

For students, the benefits of involvement in cocurricular
activities include leaming valuable skills, acquiring better
jobs, and increasing satisfaction with the college experience
Tnese activities give students a way to apply topics studied
in the classroom. Although so many of our cocurricular
activities are ntended to assist in skill development for a
narticular occupation, it 1s the skills commonly attnibuted
to the hberal aits that improve the most with this approach.
A saudy conducted at the University of Virginia found the
benefits of high involvement to be effective communication
skills, leadership skills, orgamzin~ and management abili-
ties, better peer relationships, and a better understanding
of self They also -eported an average GPA of 3.24 for
those students who were highly invc:red in out-of-classroom
experiences,

Traditional types - wdent involvement are student ac-
tivities, cocurncular support groups, active student centers,
ultural activities and performances, athletics and intra-
murals, speaker’s bureaus, campus ministries, and visible
recognition of student achievement, particularly if these
are student-driven in their organization and management.
While traditional activivies can be helpful, the constraints
on student involvement in community colleges emphasize
the need for new ideas and new techniques to encourage
such involvement. Those nstitutiors that have total physical
access to students and their time do not have the community
college’s lifetime access to their students and to the reality
of the student’s world and community. Community colleges
must be creative in using this advantage.

A lot of things prevent students from being as involved in
leaming as they might like to be. These things include
mantal status, concurrent employment, location of resi-
dence, and part-time or full-time status. Community colleges
are not well positioned to immerse students i their learning
outside of the classroom. Community colleges are commuter
schools, physically removed from the majonty of the stu-
dent’s life. Most of our students are part-time They compete
with other aspects of living, including long work hours
and family responsibilities Yet there are things that can
be done to encrurage a greater involvement 1n leaming
outside the classroom in such a way as to focus the in-
volvement on the content and application of curriculum.

A study of adult commuter students at Pennsylvania Statc
University was conducted to determine how their student
role involvement could be increased. The study indicated
that commuter students perceived a need for (1) lockers,
(2) a commuter newsletter, (3) reserved computers, and
(4) programs to promote interaction between commuters
and faculty/staff. The study supg=sted that institutions
should designate more areas as lounges or quiet study areas
and should improve communication with commuters.
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De Ansa Commumity College is one that has made sub-
stantial progress in student involvement. The coil~ge has
even been able to incorporate students 1nto the govemance
of the institution through student representatives on major
committees. By recogmzing student participation in leader-
ship and decision-making, the college has effectively shared
the responsibility for student outcomes with the students
themselves

Communtty colleges can be more receptive, even proactive,
to community interaction Many people have m.l..ple
roles in their contact with a commumty coliege. One person
could possibly be a student, the parent of a student, a work-
1ng professional, a community business executive, an active
tax-paying supporter, and a patron of the arts—all at the
same time The resources and facilitic, of the college can
be made available to students in their hfe roles. The physical
education facility can be thought of as a resource for hohistic
human development The meeting rooms can serve business
and industry for community forums, meetings. or profes-
stonal seminars. Community interaction could also be in-
creased by encouraging multi-generational activites These
would be opportumities for famihies to share their experiencess
and maintain contact with the college.

Persistence. Student persistence 15 a willingness to keep
trying to succeed. even under adverse conditions There
are several factors that contribute directly to persistence,
and some of them can be controlled by a college These
factors are success 1n .nitia! courses, having clearly defined
goals, having open access and out-of-classroom contact
with their professors, being satistied with the college and
the campus climate, and the student’s own source and
strength of motivation to attend college.

Table 3

MACOMB COMMUNIT COLLEGE
NON-RETURNING STUDENTS FROM FALL 1986

NUMBER OF PERCENT OF
CUMULATIVE NON-RETURNING NON-* “TUFINING STUOENTS
CREDIT HOURS STUOENTS WITh Gi-A BELOW 20
Sorless 441 64
6-15 389 33
16-25 189 3
26- 35 169 19
3645 125 6
46-55 100 8
5t -65 116 3
More than 65 189 3
Total 1,718

A student’s academic success in his or her first course
has been shown to be significant. Data about students at
Ma, omb Community College further support this conclu-
sion, as shown in Table 3. Among the 1,700 of Macomb's
studeuts enrolled 1n a class in the fall of 1986 who did
not graduate and who did not return to take any other courses,
64 percent were those who were in only their first or second
course. Once they succeed in these initial courses, the
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dropout rate 1s cut in half. Ths places great importance
on basvic skills assessment to make sure new. incoming
students are appropniately placed in order to have the greatest
likehhood of success

Astin proposed that student involvement 1s the key to student
persistence n education; that 1t 1s not only effective 1n
retaiming students, but 15 also a compo .ent of excellence
mn higher education. The effects of out-of-classroom ex-
periences on student development impact their (1) sense
of competence, confidence, and belief tn self, (2) inter-
cersonal skills and quality of interaction, (3) development
of autonomy, and (4) the development of humanitarian
concern  The interrelationship between the performance
charactenstics of involvement and persistence should be
noted

Academic Ability. Likewise, a student’s determination
and persistence are dependent upon a number of other
factors. The availability of academic alternatives which
match a student’s needs will affect his or her ability to
gain competence. Cc. petency in the basic skills of reading,
writing and mathematics regulates achievement in all other
academic areas. Support 1s needed at those points when
the student does not gain full understanding through regular
mstruction. The .mpleteness of the curriculum and the
academic support suructures ensure that all students have
access to the same content and experiences. The key to a
student’s competence and, in tumn, performance, is confi-
d ce 1n his or her academic ability

An analysis conducted from the national longitudinal study
of the mgh school class of 1972 further emphasizes the
interrelated roles of these perfermance characteristics. It
dentified low student role involvement as having a negative
effect on educational attainment Colleges can and should
influence the combiming of stuaent and non-student roles.
The study also suggests that community colleges can over-
come these student characteristics by placing emphasis on
student performance, increasing vpportumties for faculty/
student contact outside the classroom, and increasing student
satisfaction with the college experience.

Academic ability 15 influenced by prior experiences, learning
handicaps. selection of coursework, anu alternatives and
options available to the student. It includes both their prior
accumulation of knowledge and skills, and their capacity
and rate of learning.

The history of the academic success of community college
students who transfer to four-year colleges and universities
1s very favora® le. Data have shown that, in many cases,
community college transfer students do better academically
than other transfer students and that their mean grade point
average tends to be better than native university students.
This information can also help a great deal in setting high
expectations for those who attend community colleges.

The way to maintan this kind of student performance is



to stay innovative and student-centered. If colleges really
want to maintain and improve. hese specfic performance
factors provide direction to focus on.

The Third Layer: Student Outcomes

The outcomes of educational excellence from the student’s
perspective are the same as from the orgamzation’s per-
spective, only personahzed. They are student and com-
munity development translated to self and neighborhood
development.

The 1ndividual student experiences his or her development
through goal attainment The student benefits are intellectual
and personal giowth, and the reahzation of expanded op-
portunities. Measurements of individual growth and ex-
panded opportunity are ultimately needed to evaluate the

" effects of an educational expenience. For the community,

there is greater economic and cultural development and a
richer quality of life.

Educational concerns are also impacting and being rein-
forced by political concerns. At the 1987 national governor’s
association meeting in Traverse City, a report entitled
“Results in Education: 1987 was presented that called
for educational reform to be based upon greater accounta-
bility for student outcomes and accurate measurements of
student performance. According to Missouri Governor

John Ashcroft. “Colleges and universities must be able to
assess the acquisition of knowledge and abilities that occur
across individual courses and from year-to-year.” Con-
sequently, communmty colleges should expect even greater
emphasis being placed from external sources on outcome
measures. Colleges should respond with measurements in
a framework that provide. for excellence 1n education by
ennching student and community outcomes

These two | .rspectives—the orgamizational viewpomt and
the student viewpoint—focus on the same result The end
result of educational excellence 1s human development,
that 13, student and commumity development. Leaders in
education must concern themselves with measurements of
chmate and performance, but they should not overlook
evaiuation n terms of student and community
development.

If community college professionals believe this framework
to be accurate—that the orgamzational chmate and the
campus chmate for students are cntical to performance,
and 1f community college professionals believe that the
ultimate goal is indeed student and community develop-
ment-—then 1t becomes imperative that theory be translated
into plans and actions based upon individual student and
community needs.

Q
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Albert L. Lorenzo 1s the President of Macomb Commumity
College Since assuming that office 1n 1979, he has helped Macomb
grow to become one of the nation’s largest multi-campus
community colleges and the fourth largest grantor of associate
degrees 1n the United States

His pragma. * approaches to leadership and orgamizational issues
have been the focus of a number of publications and national
speaking engagements He has been invited to serve on several
corporate boards and national panels. and was identified by a
recent national study as an outstanding community college CEO

James J. Blanzy, Scnior Vice President for Acadermc Affairs
at Macomb Community College. serves as the College’s chief
academic officer, responsible for all instructional and curricular
policies

He has been a leader in Michigan's educational community for
more than two decades. emphasizing the achievement and
maintenance of educatinnal excellence and organizational
performance Recogmzed as an inovator 1n instructional and
curmicular policics, he has spoken before numerous groups. such
as the National Conference on Education and the Michigan
Community College Association

-
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