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Editor’s Notes

Cerrun higher education instritutions are so well known that the mention
of their names immediately evokes 4 distinctive umage. When Hanvard 1s
mentoned. for example, most of us think f ivy-corered buildings filled
with the bnghtest and best students, many of whom come fiom *old
money” and most of whom will achieve prommence i therr chosen
carcers. But, while Harvard has a distinctive national image, most com-
munity colleges do not. They have high visibility within the:ar local
region and some visibility within then state but vintually no name 1ecog-
nitton nationally Yet this positive 1ecognition on a smaller scale 15 what
helps ensure a community college's success.

Seeking out and mantaining thrs positive local and statewide 1ecog-
mtion, then, 1s a primary concern of community college leaders, How do
they develop a positive institutionai 1mage among external constituents?
In the litetatwe dealing with development of msututional image. the
usual emphasis 15 on means rather than substance. Ways to project a
positive image ate detailed while the question of whether the positive
image reflects the reality of the institution is 1arely raised.

In contrast to the usual approaches to mstitutional 1mage. this soutce-
book e11phasizes mstiutional substance and reahiy. Implicit m a know -
edge of institutional reality 15 the process of evaluation—determimpg an
insutution’s stengths and limitations 1n order to understand its potential
for disuncuneness Condudting o search for institutional distine tiveness
along the lines suggested in this sourcebook 1s o form of evaluation. The
search shows a college’s leaders the dimensions on which the college 15
distinctive as an educational mstitution and those on w bich 1t is not, the
leaders can then determine whether the institution s exasting distinetive
dimensions are impottant o1 if mote substantive ones should be sought.
The ulumate result will be a more disunctinve institution, one whose
external image matches the internal reality,

Both the 1clationship betwecn institutional distinctiveness and image
and the concept of institutional distinctiveness itsetf are examined 1n the
first three chapters. In Chapter One, Daniel Savage discusses curient
widely held images of the community college and suggests that the insti-
tition, as an edvcational type, can achieve a distinetive mage of quahty
within the overarching image of “comprehensive community college.”
Specific examples of distinctive programs, services, and delivery systems
m community colleges across the countty are provided m Chapter Two,
whete Joseph Hankin desaribes the results of his national search for
these institutional clements. In Chapter Thiee, ! present the concept of




institutonal distinctiveness that underhes this sourcebook. In addiion, 1
provide an overview of the process by which those within a community
college can 1esearch then mstitution’s distinctive elements and featues,

Chapters Fow thiough Seven detail the speaifics of how 0 conduct a
search for instituional distinctiveness and what 1o do with the 1esults of
the seatch Michael Quanty. in Chapter Four, desciibes two ways to stait
the search—ether by establishing a college commutiee o1 selecting o con-
sultant—and ways to proceed in enther instence. Since the committee o1
consultant will be conducung research about the msttuton, Chapter
Five follows witl: James Ratchif’s proposals for data collection, analy sts,
and verficanon thiough such actnines as institutional histories, needs
assessments, and nsuatutional impact studies. In Chapter Six, Robert
Templin hnks use of the data derived fiom the 1esearch 10 sttategie plan-
ning and (o the college's particular stage o1 o1ganizauonal development,
In Chapter Seven. I enumerate some specific insttutional benefus that
can be denived from the various stages of the search

To show that theory can be translated into practice. James Catanzaio
and I present a case study in Chapter Eight of one institution’s search fo:
institutional distinctiveness. The ¢ hapter inclades the findings of Tiiton
College’s search and snggestions that Triton might follow 0 achieve a
mote distincuve image. The conc luding chapter cites recent publications
drawn from the ERIC dat. base on other ways in which mdividual
community colleges can ascertain their suengths and hmitations

Institutional leaders who elect 1o evaluate their institutions by the
means described 1 this sourcebook are making a commument 10 mst-
tutional excellence and to the ciecanon of an stitunon worthy of a
disunctive 1mage.

Barbata K. Townsend
Editor

Barbara K. Townsend 1s assistant professor of higher education
at Loyola Unwversity of Chicago and 15 a former commuuty
college faculty member and admunustrator,
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While the contmunty college’s policy of open admussions often
seems incompatible with public perceptions of educational
quality, these colleges can brald on thewr donmunant 1mage of
being comprehensive to project a distinctive unage of quality
i the twenty-furst century,

Images of Communaty
Colleges for the
Twenty-First Century

Daniel D. Savage

In 1968 a commumity college was bult in my hometown of Willoughby,
Ohio. One year before that. 1, hike Lalf the other Ingh school seniors in
Willoughby. had been prepating w select a college. At that time, a favor-
ite saymg about the most popular local college chowce, Kent State Uni-
versity, was, “If you can’t go 1o wllege, go 10 Kent.” Now. twenty years
after Lakeland Community College opened 1ts doors i Willoughby, the
catchy saymg about Kent has been replaced with, "i{ you can't go o
college, go 1o Lakeland.”

This saying typifies the attitude many high school students acioss
the countuy have about the academically and financially accessible com-
mumty college senving then high school area. Because the community
college 1s known for 1ts open-admissions poliy, the institution 1s often
percened 0 be of poor quality —that is, not a real college. Evidesice of
this attitude is provided by a recent survey of students conducted by
Lakeland’s educational marketing depariment (Wright, 1986). Accordng
to the survey tesults, students’ percepuion of the quality of Ohio’s post-
secondary mstitutions cortesponded neatly exactly to the selecavity of
the college o1 university's admissions ciiteria. The more selective the
institution, the gieater iis quality was verceiv-d (o be.

B R lownsend (ed 1 A Search for istitutional Distinctiveness
New Duecuons for Commumity Colleges, no 65 San Francneo Jossey-Bass, Spring 1989 3
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Comparing Stadent Profiles

What people fail 1o realize is that thete is a great variation among
community colleges m the abilities and achievements of their enterng
students Overall, however, the student profile in community colleges
closely 1esembles that of the “open-admissions” high schools they serve
as well as that of college-going students :n general. An examination of a
longitudinal study of the 1980 high school sophomore and senior cohort
groups (Center for Educational Statistics. 1986) provides evidence for this
statement For the 1980 high school sophomore cohort, community co!-
leges enrolled 25.5 percent of all students who attended postsecondary
institutions full time in the academic year 1982-83. Four-vear colleges
and universities enrolied 62 percent while “other schools’ eniolied the
temaining 12.5 percent Table 1 indicates the academic ability and socio-
economic statwus (SES) of these students.

Several observations can be made from the data shown in Table 1.
First of all, community colleges entoll a disproportionate number of
students from the bottom three ability quartiles as well as the bo.om
three SES quartiles as compared with four-year schools. The difference,
however, between the two institutiona} types 1s not as severe as one might
expect. While students in the highest ability quartile are clearly under-
tepresenited in the community college, it is significant (o observe that
among the full-time students enrolled in college immediately following
high school graduation, 14.1 percent of the “high ability” are in commu-
nity colleges Since community colleges are only enrolling 25.5 percent of
all full-time swudents, the 14.1 percent of the “bigh ability” group repre-

Table 1. Profile of Full-Time Student Enrollment, 1982-83,
Sophomore Cohort

Four-Year Two-Year Other
Colleges Colleges Schools
All college students 620 255 125
Ability level
Low 308 380 31.2
Med low 36.9 38.5 24.6
Med high 555 31.9 12.6
High 81 4 4.1 15
Socioeconomic status
Lowest quartile 441 30 ¢ 25.5
Med low 19.3 315 19.2
Med. Tugh 59.5 28 4 121
High 76.3 185 5.2

Source Center for Education Statstics, 1986
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sents a significant share. Moteover, community colleges entoll a dispro-
portionate shate of “med liagh ability” students. Four-year schools ate
overrepresented only in the “high abtlity” quartiie.

On the ather side of the coin, four-year colleges, many of which
employ more selective admissions ciiteria than do ¢community colleges,
enroll 30.8 percent of the “low ability™ college students. This would
indicate that four-yeat schools, in aggregate, face a similar magnuude of
remedial education needs as community colleges do.

From the standpoint of socioeconomic status, four-year schools enioll
an elite of the “high SES” students, enrolling 76.3 percent of all students
in this category. Foui-year schools are underrepiesented in the three other
SES quartiles. On the other hand, community colleges enroll only 18.5
percent of the “high SES” group and are overrepresented in the lower
SES quaitiles. Community colleges continue, it 1s clear, to bear the
1esponsibility for social and economic mobility for Americans.

Looking at Elitism and Quality

While the curient hierarchy of higher education nstitutions clearly
delivers a dispronotuonate share of ti.e most academically able students
to the four-year college sector, it is not evident that this hierarchical
system promises the most social good. for a variety of reasons. To begin
with, how vell founded 1s the belief that qualiiy and limited access are
interrelated? Without rehearsing wha. is undoubtedly a lengthy argument
regarding the value of elitisia in prumoting student learning, let us make
some general propositions,

First, eliism may promote the learning outcomes for the lucky ones
who are selected, but America is not willing 10 gay the cost of that
eliusm in terms of denied opportunity. Even former Secietary of Educa-
tion William Benneuw agrees with the popular notion that a fiist-rate
education is the L..thnight of all Americans. When asked about the 10le
of special progiams for the “gifted and talented,” Bennett (1986) replied
that all students should get the curticulum offered to the select few.

Second, it is not at all dear that elutist education 1s effective, even tn
the education of the select. While a disproportionate share of Harvaid,
Stanford, and Wharton MBAs may be 1unning Ameria’s largest corpora-
tions—whete family ties and inherited wealth can significantly advance
one's chances of (limbing to the top—many successful entrepreneurs
have a very different educational backgiound, which may include the
community college. For example, Ross Perot, pethaps America's best-
known entiepreneur, is a graduate of a Texas community college,

Third, all eliust educational systems rely heavily on a set of perfor-
mance measurements for admissions, In most societies, these measure-
ments are taken in the een years. The size and natuie of the society's

RIC T4
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educational investment in the individual 15 based on peiformance mea-
sures available at that time. Yet these petformance measures can be lnghly
unpredictable indicaiors of human potential. The hist of human genuses
who have been or would have been overlooked by such screening mea-
sures is long and distinguished.

Thus, the earlier the “‘cutoff date,” the greater is the parental influence
(versus that of teachers and peers) on the student's choice of college.
While parental influence is not necessarily negative, elitist systems with
early cutoff dates minimize the effect of the educational system 1in obviat-
ing class bainers. Parental educational attainment and socioeconomic
status become “‘inherited” or “learned” characteristics to an even greater
degree in elitist systems.

Fourth, the greatest experiment in access in the history of American
education—the development of the publicly funded secondary school sys-
tem—has clearly demonstrated the ability of “open-access” schools (o
graduate students who will perform in society’s highest roles. Iniually,
the founding of these schools was met by much skepticism regarding
their ability o “prep* students for entrance into America’s leading private
umversities. For those with sufficient means, the public high school was
hardly an alteinative (o the New Epgland preparatory school. Yet, by the
end of the 1960s, an ever-increasing majority of students at Americ.'
most selective colleges and univessities were graduates of public schools.

Changing the Public Perception of the Community College

Assuming, then, that the public perceptions that automatically link
ehust or selective schools with high quality, and unselective or open-
admissions schools with low quuality, are fallacious, the question becomes.
How do we change these perceptions? First of all, negative stereotypes
regarding the educational quality of commurity colleges will probably
fade in time. As educational institutions, community colleges are still
extremely young. Their median age is only (wenty-four years (American
Association of Community and Junior Colleges, 1987). As a genelation
of Americans experiences these colleges cither as students or parents of
students. attitudes toward the quality of their programs are hkely to
improve. Also, the concept of open access in higher education is a rela-
tively new one. Community colleges, like public secondary schools before
them, will over time build greater understanding of their ability to pro-
vide first-rate learning experiences to a population that 1epresents the
full spectrum of abilities.

While negative stercotypes associated with then open access should
fade in time, community colleges face significant decisions that will
enhance or detract from the desired overall image of their educational
quality. Community college leaders select, both consciously and uncon-
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sciously, from a vanety of institutional nages when they make deasions
regarding the futuie of thien mstitution. Selection of these 1mages may
enhance o1 confound prior public perceptions. Institutional leaders must
be conscious of the many varied and often conuadictory images availabie
for community colleges and of the many channels for communiaung
these 1mages.

Fostering an Image of Comprehensiveness

Using her taxonomy of “Preferred Instituaunal Directions,” Town-
send (1986) found overwhelming support for the dirzction or concept of
“comprehensine community college” an.ong community college admin-
istrators and faculty 1n the State University of New York communiey
college system. Eighty peicent of the administrators and 77 percent of the
faculty who responded to her survey preferred this direction for the com-
munity college in comparisor to the othei three directions of “academi-
cally oriented two-year college” (16 and 19 percent), “commaunity-based
learning center’” (4 and 2 percent), and “postsecondary occupational train-
ing center’” (0 and 0.5 percent).

Reflecting a similar attraction to the nouion of comprehensiveness,
the Nauonal Council for Marketing and Public Relctions selected as its
recent theme for National Community College Month, ‘Where America
Goes to College.” More specific occupational or academic themes were
rejected in favor of this broader image.

If the image of a comprehensive, community-centered institution is
. bular with and acceptea by the institution's faculty and administrators
as well as by outside groups, community college leaders face two impor-
tant questions. First of all, what specific institutional features ot elements
can enhance or detract from that image? Second how can the image of a
comprehensive, commumity-c ateted institution be effectively conmnuni-
cated to the community itself?

Several distinct and important institutional features are implied in the
concept of the “comprehensive community college.” "Comprehensive'
imples a range of progiams, boih technical and academic; a variety of
services; and no exclusion of impoitant programs. “Community”" implies
the serving of local needs, locdl contiol and “ownership,” and patticipe
tion and involvement of commumt; members. “College” implies an edu-
cational level beyond high school. an academic chailenge, training for
professions, transferability of academic credits, and a commumty of scho-
lars. These teatures are by no means exhaustive, but they are ways in
which the compiehensine community college image can be manifested.

Community college trustees, administiators, faculty and students who
are concerned with developing 4 positive, distinctive iustitusional image
need to be aware of the wide range of possible institutional features that
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can affect the perception of a “compiehensive commumty college.” Fig-
ure 1 derineaies some of these featu.es and whether they contitbute 10
positive or negative images of the comprehensive community college,
While each feature’s impact on institntional image 1s only speculative,
rescaich in this area could yield important informanon for 1mage
planners.

As Figute 1 indicates, the concept of the comprehensive community
college has great potential for generating a distinctive institutional image
in the twenty-first certury. Community college leaders need to be aware,
however, that the inclusion of technical programs to provide a compie-

Figure 1. The Effect of Specific Institutional Features
on the Image of a Comprehensive Community College

Positive Image

Negative Image

Corprehensive

1. Has comprehensive curriculum
Has transfer programs. both
academic and technical

Has few programs
Has vocational-technical programs
only or has termmal

programs only

Communny

1. Has central role i communiny Has peripheral role

2 Has close working ues and Has wmfrequent contact with those n
cooperative programs with secondary schools
secondary schools

3. Has high visibility in the Has low visibiliy
community

4 Meets community educational Is inchfferent t» communny needs
needs

5. Is open to ali Is open to select few

6. Serves broad range of ages Serves only traditional student age

group

7. Has strong 1ole in coramumiy Has miimal 10le 1 economic
economic development development

8. Has acuive program advison Has macuve advisory groups
groups

9 Has well-funcuoning college Has no foundadon or hnnted ciuzen
foundation mvolvement

10. Has close ues with community Has weak ues with employers
employers

College
Offers recreational courses such as
“belly dancing”

l. Has rigorous academic and
technical programs

2. Has college markeung and public  Lacks cohesive goals and strategies
relations coordinated to remforce in its pablic relations and college
collegiate image marketing

3. Has college publications that Piojects noncollegrate images m
enhance collegiate identity publications
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hensive acadenuc curticulum holds perils for a positive institutional
mage. The genius of Amenca’s community college system is that 1t
micor porated under one 100f technical education and tnansfer education.
Unforwunately, technical education has also been labeled “terminal’ edu-
cation, thus creating an image t;ap America’s young people—and then
parents as well—want to keep their options {or the futue open. To the
extent that terminal vocational progiams aie viewed as an irrevocable
decision from which there 1s no tuiming back, they will be shunned by
those who still want or have a variety of options. The image trap of
terminal vocational programs may explain e hesitancy of many stu-
dents to take advantage of excellent vocational programs at the secondary
school level. While the primary goal of technical education is to prepare
students for immediate ermployment (in comparison w transfer education,
whose primary goal is to prepare students for junior standing in a fou-
year college o1 unnersity), this goal does not necessarily imply that tech-
meal education must be “texminal.” Instead of a rigid division between
these two areas of a compiehensive curriculum, mstitutions need creatine
efforts and development of carnculum that can serve students with a
variety of educational aspirations, aspirations that may change over time.
While not all students need to o1 should progress o the baccalameate
level of education, the cntical factor is that the individual should not be
tracked mto a path from which theie is no 1etuin. The student should be
able (o choose options that make sense in the short 1un yet leave open
the possibility for further growth in the long run.

This catalogue of institutional features and possible 1mages associated
with them, while not complete, suggests that college leaders need to be
aware of how decisions about institutional features either tupport or
deuact from intended 1mages. For example, Dale Painell (1982) has
warned community college leaders that the conunuing education com-
ponent, though pernpheral to the academic program, might have a strong
negatine mfluence on the public peiception of the college’s academic
program. In a1elated vein, the Commission on the Future of Commumity
Colleges (1988) recommends that cuntinuing education courses “‘reflect
both community needs and the educational traditions of the institution.”

Some community colleges such as Miami-Dade have alieady earned
mmages as colleges of disuincuion, Over time, more commumty colleges
will disunguish themselves in then communities and states, but doing so
will require conscious efforts on the part of sttutional leaders to bunld
a consistent mmage of quality.
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Examples of distinctive commumity college programs,
services, and delivery systerns idicate just how distinctive
these educational institutions are.

What Makes the Communaty
College Distinctive

Joseph N. Hankin

Community colleges are distnctne from other higher education insti-
tutions on many dimensions, including their historcal development,
phiiosophy, student body, faculty, organization, {acilities, finances, com-
mumty relations, programs, services, and delivery systems. This chapter
briefly discusses many of these featuies, then 1t concentrates on examples
of programs, services, and delivery systems that have made specific insti-
tutions distinctive.

Unique Features of Community Colleges

A number of authms have examined the growth of the community
college as an cducational imstitution. Both Vaughan (1985) and Brick
(1963) have brilhantly tiaced the Instorical development, plnlosophy, and
mission of the commumty and jumor college movement 1n Amenca.
Brick asked to “what mammer of child” the movement had given birth
and, m telling the tale, painted a picture of a unique 1nstitution.

How distinctive the two-year college had become was chronicled by
Fields (1962 as he posited the theory that community and junior colleges,
unlike other institutions of higher education in the United States, were
democratic, comprehensive, commumnty oriented, dedicated to lifclong

B h Townsend (ed ) A Search for Institwaonal Distinictiveness
New Direcuions for Community Colleges, no 65 San Franciso  Jossey-Bass, Spring 1989 il
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education, and adaptable. Fields wrote, “"Community colleges are hke
other colleges in some 1espects; ... But there are 1cal differcuces, . . |
These differences are all mdications of the efforts that community colleges
are making (o adapt to the problems posed, the students enrolled, and
the communities served” (p. 43). Frelds then used case studies of several
institutions to make the point that community and Jumor colleges were
distinctive with regaid to cunicular range, admissions requirements,
heterogeneity of students, and other fac tors.

The communuty college's problems with role defininon and focus
have been traced in several works. Clark (1960), in Ins classic work on
the “open-door college,” concluded that the muluphicity of roles dis-
played in institutions of this type blurred the sharpness of theit educa-
tional focus. In another early work, Blocker, Plummer, and Richardson
(1965) desciibed the internal struggle in two-year mstitutions to develop
their characteristic profile. The authors concluded that 00 many col-
leges were devoting too many resources to the tiansfer function and not
enough (o the technical programs that made them special. More recently,
Roueche and Baker (1987) have descnibed Miami-Dade Community Col-
lege in Flonida both as a distinctive institution and as one that has
worked out its identity problems and has become an example for 1nsutu-
tions of its type.

Warren (1985) has traced the changing characteristics of communty
college students and clearly demonstrated the differences between students
at iwo-year Institutions and other types of colleges with regaid 1o sex,
age, full-ime versus part-time status, radal and ethnic group member -
ship, academic ability, social class, and educational purpose, for example.

Just as the students are different, so too are the faculty in comparnison
to their colleagues at four-year colleges. For instance, Cohen (1988) has
found community college faculty mote typically 1o have the master's
degree as the highest earned, less apt 1o be members of academic disciph-
nary organizations, and moie apt to be anionized. Certainly communty
college faculty’s salary and tenure rates differ from those of their counter-
paits in four-year colleges and uaniversities, according to the latest annual
AAUP survey (American Association of Umversity Professors, 1988).

Iateresungly, few, if any, studies of the differences among mstitutions
of higher cducation with regard 10 organization or facilities have been
completed It stands to reason that the organization of many (wo-vear
colleges that are smaller than then four-year counterparts would have
fewer vice-presidents and provosts. There are many two-year colleges,
however, that are larger than four-year institutions (the average size of
two-year colleges is greater in enrollment than the average size of fou-
year colleges). Moicover, the greater prominence of funcuons such as
communty services in two-year colleges would seemn o dictate a different
orgamzational structure,

-
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Similatly, the physical plants of (wo-year institations differ fiom those
of therr four-year counterparts. Many fewer two-year colleges have dot-
mitories by nature of the mission of the public msututions. Again, 1t
stands (o reason that two-year colleges, because they are younger in age
on the average, would hive newer physical plants, but. once again, there
has been no definitive study to cite.

When we wrn to finance., however, we do have nattonal data (Stern
and Chandler, 1987} 10 demonstrate that two-year colleges, in com-
parison to their sister four-year institutions, spend less per student,
spend a higher proporiicn on instruction. receive their revenues n
differing proportions from their sources, and attract different and less
financial aid.

The dimension of “community relations™ differs according to col-
lege and location, but, for the most part, commumnty colleges, which try
to relate to then local communities as part of their normal functions,
may be said to place more emphasis on this wctivity than four-year
institutions do

Exemplary Programs, Services, and Delivery Systems

It 1s with regard to programs, services, and delivery systems, however,
that the tvo-year comirunity and junior colleges more precisely establish
their distinctiveness, not only from four-year colleges but even fiom one
another Again, if one looks to the early luterature, such as the works by
Fields (1962) and Brick (1963), community colleges are not supposed to
resemble onz another but are supposed to reflect the needs of their various
communitics. To the extent that they do so, they fulfill their umque
miss1ons.

In January 1988, I wrote to each of the state duectors of commuriity
colleges throughout the United States to elicit no...inadons of what they
considered to be the one or two most distinetive two-year college pro-
grams in their respective states. Based un (he responses of twenty-two
directors, the results ate reported heie alphabeically in order to avoid the
necessity of ranking them in any other way.

Alaska: Prince William Sound Community College. The only com-
munity college in Alaska that has not been absorbed into one of the th. e
state universities as an extension program, this college serves sixteen
separate communities with a total population of less than 20,000 indi-
viduals spread over 45,000 squarc miles. Some of its students live in
communities only accessible by air or water. To reach these students,
Prince William utilizes computer-assisted instruction, videotapes, and
teleconferencing techniques Its Developmental Disabilities Program,
unique 1n Alaska. provides training for paraprofessionals working with
handicapped ndividuals.
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The site of the main campus 1s Valdez, the southern end of the trans-
Alaska pipeline and a port fiom which 25 percent of U.S. crude oil 1s
shipped. It is not surprising, therefore, to find the college imolved n
both local and statewide economic development. Specifically, 1t has
entered into an agreement with the Alaska Pacific Refining Company 1o
provide training for local residents for employment at the $700 million
refinery that is being constructed. The president of the college also seives
as the mayor of Valdez.

Arizona: Central Arizona College. This college’s Flight Nurse Train-
ing Program was estabhshed (o mcet the expressed job-training needs of
Samaritan Health Services, which operates Samaritan Air Evac, one of
the leading flight emergency medical air services in the nation. Other
emergency medical service fight programs developed have been Maternal
Nurse Transport, Neonatal Nurse Trausport, Flight Respiratory Therapy,
and Flight Paramedic Training. This college, again alert (o local needs,
has also developed a certificate program in recieational vehicle (RV)
maintenance and repair (v meet the rapidly growimg RV sales and service
industry in the state.

Colorado: Aims Community College. Aims’s Biofeedback Program is
reputed to be the only two-year college progiam in the nation that also
serves as a basic 1equirement for a master’s degree at a state university
(the University of Northein Colorado). Aims also has one of three Pilot
Enuy Programs in the nation (Miami-Dade in Flotida and San Jacinto
n Texas share the distinction) This program takes nonpilots and trams
them in two years to be ready 1o fly as commeicial airline copilots.

Florida: Several Community Colleges. According (o the Florida State
Board of Community Colleges, Flotida Association of Community Col-
leges. and Florida Department of Education (n d.), Central Florida Com-
munity College has one of six Micodyne Automated Terminal Satellite
Downlink mstallations ' the nation; it provides programming and
services for business and health care agencies, suchi as teleconferencing,
corpotate traimng and seminars, and special business-goyernmental-news
programming. Florida Keys Community College is the exclusie provider
of commercial diving safety uaining for the U.S. Army Corps of Engi-
neers. Lake City Community College has served for more than fow dec-
ades as a statewide center for the training of forest technicians. Pensacola
Junior College helps blind and otherw ise visually impaiced students pre-
pare for hfe through its Skill Center for Independent Living. Seminole
Community College has increased the number of volunteer tutors work-
ing with literacy students tlnough its Project Literacy United States
(PLUIS).

Hawaii: Honolulu Community College. Since Hawail is a state that
has one of the largest proportions of women in the work force, a need for
high-quality child care is obvious. This college has developed a program
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to train professional nannies o provide m the home ongomg full-tume
child care for infants to preschool-age chnldren.

Hllinois: Danville Area Community College. A few years ago, this
institution, which has helped its community 1 economie development
for years, recogmzed a major commumty problem. pour management-
labor relations. The college was instrumental i hosting the Symposium
of Labor-Management Cooperation. which brought together for the first
timme all of the area’s key figures 1n labor and rianagement. As a result,
the Danville Area Labor-Management Council was formed with the
college's president serving as its chair. I ats six years of existence, the
council has helped to start successful labor-management wommittees at
two major firms, attracted a new medium-security prison to the areq,
representing $37.5 mullion of construction and mote than 150 new jobs
(twenty-two other Illinois communites weie in the competition), and
kept businesses in the area as well as attracted new firms.

Iowa: North Iowa Area Community College. The Nordi Iowa Area
Community College-Saint Joseph Mercy Hospital Consortium is an
arrangement between a regional hospital, which manages cight hospitals
in surrounding communites, and the community college, which serves
nine counties. The two institutions work together (o pruvide a compre-
hensive health occupations program, including conunuing heatth edu-
cation, and to staff a regional health education cenitzr for the merged
area they serve. By pooling staff, the two institutions can offer lower-cost
programs to those who patticipate.

Kentucky: University of Kentucky Community College System. The
Mobile Dental Hygiene Program consists of three elements. a perma-
nently located unit at Lexington Technical Institute and two mobile
programs, one serving the western and the other the eastein portion of
the state. Each of the mobile programs is located at one college for thiee
years before bemng rotated to another college in the 1egion. Thus, the
programs have been offered at Ashland (two «cles), Somerset, Paducah,
Hazard, and Madisomille .ommunity colleges and are curntently being
offered o* Maysiville and Southeast community colleges. Kentuck,, like
other stat s, suffers fiom an uneven distnbution of allied health profes-
sionals, especially 1 ruaral areas. This program solves a public-policy
need in addition to providing a cost-efficient way of spreading scarce
resources around the state.

Louisiana: Southern University, Shreveport-Bossier City. Founded 11
1967, this institution has a swdent body that is 90 percent black and a
faculty and administrative staff that is 75 percent minority, The location

business minority entieprencurs and busmesspeople, and the geograpin
cal location of the college makes it a health aare instructional center for
parts of three states: Arkansas, Louisiana, and Texas.
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Maryland: Several Community Colleges. According to the Maryland
Sate Board for Corranunuty Colleges (1987a, 1987b). several of its colleges
have innovative programs. The Center for Study of Local Issues at Anne
Arundel Community College offers students an opportunity to gain field
experience i research methodologies (for example, on the natural water-
ways of Annapolis, the state capital) anc helps reinforce the college’s 10le
as a major tesource in the intellectual hife of the cemmumty. Cecil
Community College has the only equine apprenticeship progiam in the
nation under the Federal Buieau of Apprenuceship and Tramming. Garrett
Community College has a statewide program in wildhfe, lisheries man-
agement that capitalizes on the variety of ecological resources 1n (he
western part of the state. More than 60 percent of the faculty members at
Hagerstown Junior College have returned (o the business, industry, or
agency of their initial expertise under a college-sponsored program
designed (0 combat employee burnout and (o 1etresh specialty skills. In
addition to a nationally acclaimed adult basic education program, Har-
ford Community College has a series of programs jomntly sponsored with
the local board of education designed (o certify public school teachers in
mathematics, train them in science, and give instruction in the us .
microcomputers.

Massachusetts: Bunker Hill Community College. This college is dedi-
cated to the concept that members of (he college community must under-
stand and be able to function in cultures other than their own. To further
this objective, the college has faculty exchange programs, a program of
visiting scholars, and student exchange programs with (hree European
insututions (the Lycée René Cassin ini Strasbourg, France; Blackpool and
Flyde ceileges in Blackpool, England; and the Thames Polytechnic Insti-
tute in London). In addition, there are study-travel abroad programs;
the Central American Scholarstup Program, which, in conjunction with
eleven other community colleges across the nation, awards Peace Scliolar-
ships to deserving Central American students from disadvantaged back-
grounds; and a cooperative arrangement with nearby Tufts University,
wlnch provides workshops for teams of elementary and middle school
teachers, giving them resources with which 1o introduce the theme “The
Common Humanity of Peoples’ into their classrooms and those of others.

Michigan: Kellogg Community College. A new electronic dehivery sys-
tem, the Education Utility, is bemg tried out by the college, local public
schools, a library, and a museum with the help of a grant fioin the Kellogg
Foundation. Its objectives are to encourage the development of self-directed-
ness in go 1 setting, learning, and the development of lifetime learning
skills. Thus far, the Job Information Network, housed in the public
library. is used by all as a referral and research service for career change
considerations. The next step is (o develop mutual use of data bases and
software Uhiimately what will develop is an educational maintenance orga-
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nization, similar to .he health marntenance organizations (HMOs) su prev-
alent today 1n the health care industry, in which each agency will get more
out of the collaborative endeavor than it contributes alone.

Minnesota: The Minnesota Community Colleges. Working together,
the community colleges in the state have mounted two programs worthy
of note here. The first 1s the Alliss Opportunity Grant Program, which
encourages adults who are over twenty-five, who have been out of high
school or college for at least seven years, and who do not have a college
degree to return 10 education by offering them a free college course. To
date, over 17,000 residents of Minnesota have taken advantage of this
program by attending classes in one of the eightesn local community
colleges These students, on the average, have donc better than B work
and often continue to take other courses toward a degree. In addition, the
state has encouraged high school juniors and seniors to *ake college
courses at no cost. Because of their locations throughout the stae, the
community colleges have educated the majority of students taking advan-
tage of this Postsecondary Enrollment Options Program.

New York: LaGuardia Community College. Middle College High
School was established as an .iternative high school program by the
New York City Board of Education and the college, which is a unit of
the City University of New York. The high school, housed physically
within the college, serves 450 students recommended by two school dis-
tricts adjacent to the college. The students have been identified as high-
nisk students. prone to dropout, yet with college potential. The sciiool
operates on a trimester model, similar o the college, and the core of the
curticulum is career preparaiion, with one-third of the students out on
mternships at all times. Some of the students are eligible to take college
courses, 1f counseled into them by the collaborative staff. If they choose
to attend the college after high school completion, they are exempted
from some college requirements and given advanced standing. The prin-
cipal is jointly selected and paiticipates in the college governance struc-
ture, and some of the faculty members at each level are shared. T'he
college has also helped to develop an alternative high school designed to
serve immigrant children with language skills pioblems.

North Carolina: Catawba Valley Technical College. Since North Caro-
lina has attacted a large furniture industry, this college has developed
programs to meet the needs of personnel and firms within the field.
Courses are offered both at the college and in manufacturing plants n
furniture drafting, product development, production management, uphol-
stering, furniture design, and furniture marketing. The college labotatory
is a small-scale factory in itself.

North Dakota: Bismarck State College. At Bismaick State College, a
two-year public institution, two forty-five-week programs have been devel-
oped in power plant technology and process plant tec hnology, with a
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fifteen-week core common to both The foune: provides contiol-room
operators for power-generating plants thioughout the westein pait of the
state, and the lauter provides the same kinds of employees for the nation's
first and only coal gasificanon plant at Beulah. North Dakota.

Pennsylvania: Williamsport Arex Community Colieze. This coilege
hzs two noteworthy occupationa!-techmeal program .. Therr plasucs and
polymer technology program, the only one n the state and one of only
two on the East Coast, 1ains techniaans to work with piocessing tech-
niques such as injection molding. extiusion, vacuum forming, injection
blow molding. and extrusion blow molding. The automated manufac-
tunng technology program develops skills in quality connol, computer-
1zed numencal conuol, 10bouc apphcations, computer-aided design, and
computer-integrated manufacturing.

Rhode Island: Community College of Rhode Island. The ]. Arthur
Trudeau Meinorial Ceniter provides seivices for mentally retarded citizens.
A new facility being constructed on college property will be nsed fo
nonresidennal, vocauonal programs and job placement assistance fn
chents of the center. The center, which cuniently seives as a clinical site
for simdent field placements, will be a “lab scheol™ for students in the
college's human services progiam. Expanded professional 1elationships
between college faculty and center staff members have suengthened both.

Tennessee: Columbia State Community College. This college’s Center
of Emphasis de.elops and produces mterdisciplinary, mteractive video
programs and computer-assisted productions through the collaboratnve
efforts of the faculty in several departments and the center staff. Com-
pleted programs are then made available fur student use in the center.
The laboratory has twenty-fc ur workstations with touch-scieen monitors
~onnected to computers and videocassette recorders (VCRs) for interactive
expenences that supplement msuuctnon o1 subjects as diverse as the
anatomy of a cat and the battes of the Civil War.

Texas: Laredo Junior College. The college. with the suppoit of the
Texas Depantment of Agnicultuie, the Hebiew University in Isiael, and
Texas A&I at Kingsville, 1s developing and implementing a cuniculum
fur teaching innovatve agnculunal approaches o students at the post-
sccondary level, utilizing a umque 1escarch and teaching facility —a 135-
acre demonstiation farm for small famers and agricultur. 1 businesses
located at the college. The faim emphasizes apphcation of Isiaelr arid-
land production technologics in coniparable conditons i Texas. Laredo
has noted that agriculunal dnversification m the state has the potenual o
aeate 25,000 new jobs. adding $6.1 billion of new business to Texas's
economy by developing fourteen alteinatve aops in the and regions of
the Rio Grande Valley and West Texas. Discussions have already taken
place with 1epresentaives of mstitutions of highar learning m Mexico to
exploie further dissemination of the results of this - 1ogram.
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Wisconsin: Milwaukee Area Technical College. The Milwaukee Enter-
prise Center was the brainchild of the Wisconsin State Roard and che
Wisconsm Foundation for Vocational, Techmecal, and Adult Educavon.
The center acts as an incubator, providing low-cost space with a system
of support services to new and emerging entrepreneus and inu wtries,
e.pecially to minonty business, and to others offering employment o_por-
tmities to the handicapped and disadyantaged residents of the city. The
facility was first occupied by five diverse businesses. a daycare-Head Start
program, a food distributor, a knitting manufacturer, a wood products
firm, and a recreational products firm, representing only one quarter of
the available space. An Economic Development Administration giant,
matched by money from the ciry of Milwaukee, helped to expand the
reoresentation to include other tenants, such as a robotics engimeering
firm, a plumbing-carpenty contractor, a medical distributor, and a group
of arusts.

Conclusion

Highlighting projects, programs, and services such as those described
here 1ignores an equal numbet of good examples. One could have included
the core curriculum at South Mountain Community College (Arizona),
which focuses on effectively recruting, retaining, and preparing students
academically and socially while they e still in high school; the “Hawan
No Ka O’ program at Kapiolani Community College, which offers
informauve workshops fu: those wanting to learn more abotit the islands’
culwural heritage, multiethnic history, and nataral envinonment, the pro-
gram of individualized mstruction at Bunker Hill Community College
(Massachusetts). which includes over a thousand sequenced programs in a
leaining center staffed by professionals, Project Select at Westchester Com-
munity College (New York), which idenufies potential teachers from
among the community college student body, structs them in a seminar
jointly taught by faculty from a nearby university's school of education
and a local school district, and then articulates with ... education pro-
grams at the umiversity, qualifying students for employment m the school
district; the Wood Technology Program that tiains operators of sawmlls
at Haywood Commumty College (North Carolina); and the National
Traiaing Center for Microelectronics at Northampton Community College
(Pennsylvania). which offers naining on a variety of levels, 1anging hom
engineer through operator to technician. m surface mount technology,
hybrid microelectronics, and semiconductor fabiication,

Sull other innovative and unique programs are outlined in Celebrat-
ing Two Decades of Innovation (Goodwin, 1988), a publicanion listing
some of the programs of member institutions of the League for Innova-
ton in the Community College.
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Taken together, these programs that make commumty colleges dis-
tinctive educational institutions aie impiessive. Some of them, such as
the Process Plant Technology Program at Lismarck State College (North
Dakota) o1 the Metrology Piogram at Butler County Community College
(Pennsylvania), may be the only ones of then type in the nation. Others
are clearly replicated, such as the Middle College High School at Shelby
State Community College (Tennessee), which has acknowledged the lead-
ership in the field given by LaGuaidia Community College. Some insti-
tutions, such as the Danville Area Commumty College through the
formation of its Area Labor-Management Council, serve as catalysts with-
out doing everything themselves. Some states spread the scarce resources
around, such as the Mobile Dental Hygiene Program in Kentucky. Others
have mstitutions that cooperate with community agencies to achieve
more than any one entity can do alone. For example, there is the Mil-
waukee area collaboration among the city, the community college, the
Wisconsin Foundation for Vocational, Techmeal, and Adult Education,
and area businesses; and the cooperative effort among Kellogg Commu-
nity College, locel school districts, and the public Iibiary. Some efforts
are moie than a dozen years old, while others aie sull in the process of
formation.

All efforts, however, help 10 make their institutions true “‘community”
colleges—distinct from other types of mstitutions and even from their
brother and sister institutions. They also help fulfill the promise of the
“open door.” In so doing, they exemplify the work of the community
colleges as described by Vaughan (1987). “Just as the Statue of Liberty
beckoned those new to our shores, the community college beckons today.

Give us your young, and you: not so young;:

Give us your capable, and your not so capable;

Give us your nunorities, and your homemake:s;

Give us your employed. youmr underemployed,
your unemployed;

Give us those in society who have too long lingeied
on the penphery of the American Dream,

And we will help them to become better students,
better workers, better citizens, better people.”
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Ascertaining both internal and external constituents’
perceptions of the institution may suggest new possibilities
for distinction.

A Search for

Institutional Distinctiveness:
Overview of Process

and Possibilities

Barbara K. Townsend

Institutions, like people, change and develop over ume. Often they
begin as small organizations created through the efforts of a few dedi-
cated individuals and then develop into complex organizations, employ-
ing thousands and serving diverse functions. Miami-Dade Community
College started in 1960 on one campus serving 1,400 students. Now
Miami-Dade is one of the ten laigest colleges in the nation, with three
campuses serving over 60,000 students (Miami-Dade Community Col-
lege, 1987) Similarly, the institution of the public two-year college
has developed fiom only a few colleges at ti.e start of this century to
over a thousand institutions serving over 4 million students in the
late 1980s.

Much of the growth of the public two-year or community cullege
voearrs ' anng the 1960s, a period when American belief m education
as the means o a better life resulted in extensive funding of public higher
education systems. During this period, community colleges were estab-
lished at the rate of almost one a week. They emerged as educational
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institutions deternuned to provide “‘something for eserybody,” including
people not normally expected 1o attend college.

Their willingness o serve nontraditional students and to reach out
into the community to recruit them was novel in the late sixties and
much of the seventies. In the 1980s, howeser, 1t 15 a 1are higher education
institution that does not extend itself in numerous ways to these students.
‘Thug, what once distinguished the community college as a type of edu-
catior al institution no longer does. Indeed, curiently about the only
distinctive characteristics of the community college as an institutional
type are the length of its academic programs (two years or less as com-
pared to the four-year programs of a college or university), its low cost,
and its diversity of curricular offerings.

Distinctiveness in program length is inherent in the conception of
the community college: It was designed as a two-year school. It was also
initially conceived of as a free or low-cost institution, which it still is
today. Nationally, tuition costs at public tw o-year colleges averaged $660
in 1985-86 as compared to almost (wice that amount at public four-year
colleges and universities and almost eight times that amount at private
four-year colleges and universities (Amernican Association of Community
and Junior Colleges, 1987). Finally, the community college’s curricular
offerings are the most diverse in postsecondary education. Its credit offer-
ings include academic o1 transfer-level programs as well as a wide
spectrum of occupational-technical programs. In addition, 1t offers devel-
opmental courses, adult basic education, and noncredit, leisure-time
courses such as flower arranging and poetry writmg.

While advocates of the community college may argue that 1t 1s also
distinguished by its geographic and academic accessibility as well as by
its community service oricntation, in reahty there are many four-yea
colleges and universities, both public and private, that are basically open-
door institutions, accessible to and serving the needs of residents in their
local community. In partucular, many small, private, hiberal arts colleges
pride themselves on paying individual attention to students and being
responsive to the needs of then surtounding community.

When the community college was highly distinctive as a type of edu-
cational stitution, mdividual community colleges benefited fiom ths
generic distincuveness through soaring enroliments and state funding.
Now that the commumty college 15 less distinctive as an educational
institution, individual community colleges are finding it moie difficult
to attract community members’ enrollment in them as opposed 10 the
local proprietary school or state college. The competition for state dollars
has also increased as legislators and govermnors question why there should
be so many state institutions of highar cducation perfoiming essentially
the same functions.

As a result, individual community colleges are nipe o search for mst-
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tutional disumctiveness. It 1s time for them to break away fiomn what was
once a nauonal mstitutional effort o provide “something for cierybody ™
and move nstead toward emphasizing, as individual institutions, those
distinctive elements and qualities that they possess and that are valued by
their local communities. Determining what distinctive elements and qual-
1ies a particular community college has and concentiating institutional
resources to develop these and othet distincuve aspedts are important
steps 1n th2 college’s developiernt

Achieving institutional distinctiveness involves tw o major stages. firs,
conducung a search for distinctive elements and qualities—that is, deter-
mininzg whether the institution has some distinctive aspects, and, 1f so,
what and how suong these aspects are—and, second, utilizing the infor-
mation denved from this determination.

Conducting the Search for Distinctive Aspects

Deciding to conduct a seaich for institutional distinctiveness 1s the
first step in determining what, 1f anything, is distinctive about a particu-
lar community college. Once that decision has heen made, pragmatic
logistical questions arise. Who should do the study? When should it
occur? How long will 1t take? How should 1ts results be disseminated?
More substantively, the questions of focus and methodology avise: What
information 1s being sought? How will it be elicited> While these ques-
tions will be addressed in detail in Chapters Fowm through Six, the foi-
lowing is a brief overview of the process suggisted here.

Focus. Detertmming the existence, natute, and strength of an institu-
tion’s distinctive aspects requires an understanding of what is meant by
institutional distinctiveness and what conditions affect an instuution’s
ability to be distincuive.

A disuncuve institution is one that has distinguished itself from other
institutions carrying out similar functions. It does so either by actually
differing or by being perceived as differing on some of the elements or
dunensions necessary for these mnstitutions to carry out their common
functions. While an educational institution can be distincuve for nega-
tive reasons, such as 1ts illiterate graduates or its arrogant faculty, an
underlying assumption of this book 1s that those leaders searching for
institutional distinctiveness desire their institution to be viewed as differ -
ing positively from similar institutions on a particular element or dimen-
sion. The ideal 1s an institution perceived as offering something of value
that other institutions in the local area or service region do not. Foi
example, all higher education institutions offer academic programs. For
a community college to be distinctive on this element, 1t must offer pro-
grams that other institutions in its atea o1 region do not, o1 it must offer
programs that diffex (or are perceived to differ) substantively in their
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organizing framework, emphases, o1 structure from other mstitutions’
programs with the same name. Similarly, all educational institutions
have faculty teaching students For a community college to be distinctive
on this common element, there must be a tangible or perceived difference
in the quality or nature of the faculty-student interaction.

It 1s important to understand that institutional distinctiveness has
two dimensions: empirical and perceptual. Empirically an institution 1s
distinctive if the elements or dimensions for which it claims distinctive-
ness have a basis in fact—that is, there is tangible “5ruof * of their exis-
tence. Obviously, a community college is distinctive empincally in its
program offerings if it is the only postsecondary instituticn m its area,
service region, or state to offer particular programs. it may also have an
empirical distinctiveness if it is one of only a few nstitutions to offer
services 1o a certain clientele.

An institution may also be percewed to be distinctive even when thei -
is little or no empirical reality to this perception. For example, many
community college faculty and admimistrators percerve their institution
to offer students more individual attention and support than they wouid
receive elsewhere in higher education. Not only are theie few, 1f any,
studies that support such claims, but faculty in sinall, private, liberal arts
colleges also make the same claim. Thus, perceptions of institutional
distinctiveness may not always match the reality.

Perceptions of an institution are important, though, because they can
influence the empirical reality. If people believe that a certain situation
exists at an institution, that situation may come into being. For example,
if faculty and staff believe that a concern for students is a value of the
institution’s administration and will be recognized in annual evaluations,
then at least some faculty and staff will increase their demonstrations of
caring about students’ academic success. The students will experience
this increased caring and will then perceive the mstitution to bz a caring
one, which indeed it has also become in reality, although no studies may
be conducted to “‘prove” that it is so.

In their search for institutional distinctiveness, institutional leaders
need to ascertain which of their community college programs and other
elements are empirically distinctive. Leaders also necd to determine what
elements and dimensions of the institution are perceived as being dis-
tinciive, in other words, they need to discover which institutional aspects
have a distinctive image. The usual appioach to examining institutional
image is to determine the perceptions of external ccnstituents—local
citizens and leaders of business and industry—thiough image studies
conductec by the office of institutional research. These perceptions can
provide important information to instituticnal leaders, but they may not
be congruent with the peiceptions of internal constituents. Internal con-
stituents—trustees, administrators, faculty, support staff, and students—




E

27

also need to be queried about their perceptions of the mstitution’s dis-
tinctiveness. Their responses will yield a picture of the nstitution as
perceived by those who have firsthand knowledge of 1ts inner workings.
While some of the constituents’ perceptions may surprise and even dis-
may a college’s leadership, which may hold a different vision of the
mstitution, it 15 important for nstitutional leaders to understand how
those within the institution perceive it,

These perceptions of internal constituents then need to be checked
against the perceptions of external constituents. Those who aie outside
the instituion may perceive elements as distinctive that those who are
within may take for granted because they are (00 close to them. In add-
tion, those outside may not value to the same degree an clement o1 facel
that those within the institution do. Ultiinately, the goal of the search
for institutional distinctiveness is to align the external and internal views
of the institution’s positive elements as closely as possible. Only in this
way can an institution be sure it is giving the marketplace what it wants
while also sausfying the preferences of its internal constituents.

Determination of external perceptions also reinforces the importance
of the external environment to the development of institutional distinc-
tiveness in the community college. While many four-year colleges and
universities have state or national student bodies, most community col-
leges are local institutions, drawing the.: enrollments almost  tirely from
residents in their immediate community. As a result, the soci0economic
level of the community :n which it 1s situated and the quantity and diver-
sity of businesses and industries within this community have a siiong
impact on what the community college can become, both in terms of its
programmatic offerings and others’ perceptions of its disinctiveness as an
educational institution. If a community college is located in an area with
mostly blue- and pink-collar woikers, these people will be hikely students
for the institution because they will value what 1t has to offer them. Its
flexible scheduling will enable thein to take courses while sall working
full time, its low cost will suit their pocketbooks, and its vpen-admissions
policy will accommodate their previous academic record.

In addition, if the commumty has many varied businesses and indus-
tries that need training programs for their workers, the community
college can become the higner education institution that offers these
programs A community college located in this kind of environment can
easily achieve a distinctive image as an institution that meets the needs
of local residents for inexpensive, easily accessible job tiaining and col-
lege courses. On the other hand, a community college located in an area
with few businesses and industries needing trained workers and with a
low-ci open-admissions state college nearby will find achieving a dis-
tinctive image in its community to be more difficult. Moreover, the
degree of funding available fiom the state and from the locality may
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affect a community college’s progiammatic possibihties. Thus, the exter-
nal emvironment—that 1s, where the commumty college 15 located—sets
major paramelters on the degree and type of mstitutional distinctiveness
possible.

In some 1nstances, the restrictions caused by the institution’s geogra-
phic and socioeconomic setting may not allow for much distincuiveness
in programmatc offerings. Distinctiveness can still be achieved, how-
ever, br differing qualitatively on important dimensions of the educa-
tional process. For example, constituents *vithin a particular coramunit,
college can agree (0 provide a highly supportive environment for f{irst-
generation college students of any ethnic background or age. If the com-
munity college 1s located in an ethnically diverse, working-class commu-
nity, this supportive environment will be valued by community members
and will become the college’s distinctive element, even «f the institution
1s not able financially to be distinctive by offering a wide variety of
occupational-technical programs.

Methodology. Delermining a commmunity college’s potential for achies-
ing institutional distinctiveness imvolves three components. (1) searching
for empirically distinctive programs. (2) ascertaimng the perceptions of
internal constituents about the institution, and (3) checking the percep-
uons of internal constituents against those of external constituents. While
the perceptions of an institution's external constituents and those of 1ts
internal constituents are equally 1mportant, the methodology detailed
in this book concentiates on the gathering of internal perceptions, a
neglected topic 1in the community college’s efforts o achieve a distinctive
identity. Determination of external perceptions is then advotated as a
kind of “reality check’ of internal constituents’ perceptions.

The easiest part of the search for institutional distinctiveness 1s look-
ing for evidence of empincally distinctive programs and services. For
example, Ilhnows community colleges are required to keep a list of “dis-
unctive” programs on file with the Ilhnois Commumuty College Board.
The progtams on the list are those in which out-of-district students may
enroll at the “charge-back" price since the commumty college within
their district does not have such programs. Seeking out this list 1s a
logical step in an Ilhinois community college’s search for empirically
distinctive programs. Another way (o ascertain such programs is to ask
an institution’s division heads and deans (o generate a list of the distinc-
tive programs in their area. These lists can then be verified by checking
other area postsecondary institutions to see if they have similar programs.

Far more time consuming is ascertaining the perceptions of internal
constiiuents about possible distinctive institutional elements and dimen-
sions. Trustzes, administrators, mddle managers, classified staff, facuiy,
and students musc be surveyed and interviewed for their perceptions
regarding the institution's distinctive elements. The data derived from
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the interviews and surveys are then analyzed for themes and presented o
at least some of the constituent groups such as the faculty and adminis-
trators for further refinement.

Institutional lcaders must then assess the salidity of internal constitu-
ents’ perceptions of distinctive elements. For example, faculty ma, per-
ceive they are distinctive in their frequent use of alternative modes of
learning. Before deciding to proniote the nstitution externally as dis-
tinctive because of the diverse ways it enables students to learn, adminis-
trators should first ask if there 1s any evidence to indicate that their
institution’s faculty do indeed use alternauve modes of learning more
frequently than do faculty at other postsecondary institutions. If there is
litle or no empirical evidence, then administrators concerned with nsti-
tutional integrity have two choices. They can attempt to turn the faculty's
perceptions into reality through rewarding faculty who do use alterna-
tive modes of learning, or they can refuse (o claim distinctiveness for
this asp.ect.

The third component of the process—checking internal perceptions
of the institution against those of external constituents—provides another
way of ascertaining the validity of internal perceptions. For example, if
faculty and staff percene themselves 1o offer a supportive environment
for returning women, (his perception can be checked as part of a survey
of local residents, along with other questions about the college.

In sum, this first stage of the search for institutional distinctiveness
will yield two kinds of information: what programs and elements, 1t any,
are empircally distinctive, in a particular community college, and what
elements and dimensions are perceived (o be distinctive, both by internal
and external constituencies,

Utilizing What the First Stage of the Search Reveals

In the second stage of the search for mstitunonal distinctiveness,
senior-level administrators utilize the information gained thus far. The
search may reveal that the community college has several distinctive
programs and other elements that are already receiving sufficient atten-
tion and recognition, both within the college and outside it. For example,
institutional leaders may learn that their institution has several empuri-
cally distinctive programs and is also perceived by i faculty, staff, and
students and by the local community to be a college that “‘goes the extra
mile” for its students.

Institutional leaders who find themselves in the enviable position
of already having distinctive programs and other elements have some
decisions (o make. First of all, they need (o evaluate these distinctive
programs and elemauuts. A particular technical program may clearly be
distinctive—that is, the only one in the college’s service arca—but it may
generate insufficient enrollment (o justity its high costs for equipment

~ oy
A

RIC

Aruitoxt provided by Eic:




ERIC

Aruitoxt provided by Eic:

30

and staffing. Thus, senior-level administrators may deaide to terminate
the program in spite of its distinctiveness.

Another deaision to be made is which distinctive elements should be
emphasized in the markeung of the institution as well as in its internal
workings. If faculty and staf{ perceive that they are distinctive in their
caring autitude toward students, administrators may decide to emphasize
this attitude by rewarding it in annual personnel evaluations. This same
element could also be emphasized (0 external constituents in promo-
tionai literature about the college. Quotations fiom students about the
caring faculty and staff could be included in college brochures and
advertisements.

While some institutions that undeigo a search for mstitutional di»-
tinctiveness will find their distinctiveness verified, the majonty of inst-
tutions will probably be revealed as lacking much or any distunctiseness
as educational institutions. They will lack empirically distinctive pro-
grams. and the elements perceived by their internal constituents as dis-
tinctive will have little basis in reality or will not be so perceived by the
local community. If such is the case, institutional leaders have several
options. Nne is o create and develop some empirically distinctive pro-
grams. For example, a needs as< “ssment of local businesses and industries
might indicate a demand for workers trained in robotics. After ascertain-
ing that no other regional postsecondary stitution pro.ides such train-
ing, senior-level admimstratuis may decide to pursue state funding for a
program in robotics. Another approach 1s to decide to emphasize, both
internally and externally, the elements perceived by internal constituents
as distinctive. As suggested before, if faculty and staff perceive themselves
to be more caring about the acadermic success of students than are faculty
and staff in four-year colleges and universities, institutional leaders can
elect to empuasize this dimension in the reward system. By so doing,
administrators will be encouraging an empirical reality as well as a per-
ceptual one. In addition, the institution’s emphasis on providing a caring
environment for the student can be stressed in its marketing of the
institution.

In deciding (o develop distinctive programs such as robotics and. or
to emphasize less tangible elements such as a caring atuwde toward
students, senior-level administiators need to be aware of the different
requirements for each. Developing empirically distinctive programs
involves obvious, straightforward steps. Identify « community need, plan
a program to meet this need, find funding for the prograin, and market
it. Finding the funding is probably the major task and may be a Hercu-
lean one nowadays in some communities and states. However, if inst-
tutional leaders can find the money (0 establish empirically distunctive
programs, whether they be academic ones or suppoit services, institu-
tional distinctiveness of a certain type 1s within their grasp.
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Fstablishing institutional distinctiveness through emphasizing a qual-
itatively better dimension of such a standard function o1 element as teach-
ing is a far more complex process. Administrators who decide to pursue
this option must keep several points in mind. First, they should only
emphasize an element that has the support of the majority of the nstitu-
tion’s internal constituents. Deciding to emphasize in the local commu-
nity a research orientation in the faculty would be unwise if most of the
faculty are not committed to pursuing research.

Equally important 1s external or community demand {or the element.
Institutional leaders should guard against emphasizing a quality or
dimension desired by internal constituents but not by the community.
For example, those in charge of the curriculum may be enamored of self-
paced learning. They may advocate that every course be self-paced—that
is, with students working individually at their own pace with little or no
interaction with other students in the classroom. Would-be students, Liow-
ever, may be wary of this approach to learning. Accustomed to the usual
classroom interaction, they may regard with suspicion an institution
that uses a less mainstieam approach. Those who want to attend college
partly for the opportunity it provides to make friends would also be
alienated by self-paced learning, since it provides little opportumty for
students to work with one another. Thus, an institution that uses only
this approach to learning would certainly be a distinctive institution,
but it puts its survival at risk if external constituents do not desire this
approach. Educational leaders should remember the sutomobile indus-
try’s experience with the Edsel, a ca1 touted by its makers as the latest in
automotive design and sure to sell to the American public. Unfortunately
for Ford, its maker, the Edsel's kind of distinctiveness did not appeal to
car buyers. The car flopped on the market and quickly became an auto-
motive dinosaur. The fate of the Edsel serves as a warning to institutional
leaders seeking distinctiveness. Be sure that external contituents desire
the distinctive element as much as internal constituents do.

Another consideration exists for institutional leaders seeking insti-
tutional distinctiveness: Careful long-range planning must ensure that
there are sufficient institutional funds 10 maintdain a distinctive element or
dimension once it is developed. For example, leaders of an urban commu-
nity college may decide to stress the institution’s ability to provide support
services for minotity students, Initially, funds will be needed to create or
expand support services for minorities. Spanish-speaking advisers and
counselors might be hired, and computer programs that teach basic math
in Spanish might be bought. Once these and other special services are in
place, money must also be spent to ensure their continuance.

Finally, for those leaders concerned with institutional integrity, the
perceptions (both internal and external) of an intangible element such as
caring faculty and staff should match the reality. This requires ongoing
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evaluation as well as the willingness and the funds to support, thiough
the reward system, faculty and staff who manifest the distincia € elements.

Conclusion

Since the community college 1s no longer as distinctive an educational
institution as 1t once was, leaders at individual community colleges are
urged to conduct a search for mstitutional distinctiveness. In so doing,
they will learn what programmatic eleients and dimensions are empiri-
cally distinctive or even unique about their institutions. They wili also
learn what dimensions are perceived by internal and external constituents
to be distinctive, even though these dimensions may not be so in reality.

The decision to search for institutional distinctiveness imvolves the
risk of learning what little, if anything, is empirically distinctive ahout a
particular msutution or that constituents’ perceptions are 1nconsistent
with the institutional vision held by its leaders. But the decision also
opens up new possibilities for an instimtion. As its leaders decide to
establish or build on perceived and empirically distinctive elements, they
can develop an institution whose 1dentity is a matter of personal and
professional pride for all its members. Institutional leaders can also create
an mstitution worthy of the positive public image 50 vital (o institutional
smvival and development.
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The vutial organization for a commuanty college’s search
for distinctiveness mcludes use of a college commuttee or
a consultant.

How to Begin the Search
for Institutional
Distinctiveness

Michael B. Quanty

A college’s search for mstitutional disuactiveness begins in carnest with
the deasion of how to prcced with the study. although thete are many
possible ways to conduct such a search. the deasion will probably be
between appointing a college committee to explore the issue o1 cmploy-
ing a consultant from outside the college. Poth approaches have advan-
tages 1nd disadvantages.

The appointment of commuttees to deal with complex issues s a timne-
worn ttadition in education—almost o the pomt of being a chiché, Never-
theless, the practice has merit. Comnuttee members will be more famihar
with the college than will a consultant Also, a committee can bring a
wide range of perspectives and expertise to bear on a problem, Iinolving
membets of the college community i the search also could help build
consensus on the findings and a sense of commitment to the project. On
the other hand, the process of developing consensu, often results 1n
compramises on important issues. L« mittee membets also may be so
involved with the college that their objectivity 1s impaired. In addition,
although they may be verv familiar with then vwn oege, they ma
have a hmited perspective on what other colleges ate foing. Since a
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definition of distinctiveness 1equires differentiating one’s college fiom
other institutions, this limited perspective can be a serious problem.

An outside consultant can bring specialized expertise and a fresh,
objective perspective to the search. A consultant also is more likely to be
sufficiently familiar with other institutions (o identify clearly distinctive
characteristics of the college. The level of accountability for the consul-
tant who s employed spacifically for the task is also likely to be higher
than that of a comnmittee composed of individuals with many other
responsibilities. On the negative side, the college community may react
to a consultant with skepticism, especially if her or his findings urn out
to be at variance with the comventional wisdom on campu.. People who
have invested a great de.t of themselves in an institution may question
the assumption that someone from the outside can. with limited expo-
sure, d~ elop a better understanding of the college than they possess.

A key consideration in the choice beiween these two approaches is
the college’s past experience with committees and consultants. These
experiences obviously will affect the college’s receptivity to one or the
other process. The prevailing mood of the campus is another important
consideration. If the college is relatively mature in its development, fis-
cally sound, with healthy enroliments and good job secunty, having an
outside consultant lead the search may be perceived as a good idea. If the
em ironment is unstable, employing a consultant could be seen as threat-
ening. If the situation at the college 1s desperate, a consultant may be
seen as the only viable option. Under any circumstances, the decision as
to who will conduct the search is a crucial one and should be weighed
carefully.

Using a College Committee

If the deciston 1s made o use a college cornmittee o conduct the
search for distinctiveness, each of the following areas must be addressed
if the committee’s work 15 0 have maximum impact: (1) selecting its
members, (2) developing the committee’s charge, (3) organizing the com-
mittee effectively, (4) providing the committee with the necessary back-
ground information, (5) providing the necessary stitutional support,
and (6) developing a procedure for achieving consensus on the commut-
tee’s findings.

Selecting the Committee. The {ust decision in choosing a committee
unolves representation. Criteria for selection should be carefully consid-
ered and clearly stated. Often committees are structured so that members
collectively represent a variety of perspectives and are balanced according
to such factors as race, sex, type of disaipline, and division. Nevertheless,
individual committee members may never know whom they are supposed
to *epresent. Is a black male faculty member who teaches English repre-
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senting blacks, teaching faculty, the Enghsh Department, or some other
group? In fact, given the selection process, he or she most likely will be
peiceived as representing several peispectives at once. During committee
deliberations, he may also represent each of his perceived constituencies
at different points. Such amorphous 1ole expectations obviously can
create confusion. To avoid such confusion, the college administration
should fully apprise committee members of the reasons for their selection.

The rature of a committee’s assignment should determine the com-
position of the committee and the criteria for selecung its members. In
this case, the committee will be asked (o determine what about the college
is distinctive and to commumcate 1ts findings to the college community,.
For the first task, one needs individuals who are analyucal and who
represent a wide spectrum of views. For the second task, one needs indi-
viduals who have credibility with various constituencies on campus and
who are effective communicators.

To assure a wide spectrum of views and (o facilitate later acceptance
of the findings, the committee must include representatives of faculty,
supoort staff, and administrators. Distinctive aspects of a college are
probably not limited to its instructional programs, so the committee
should not be limited only to faculty. Faculty membership should include
a represemd!ive from each division and people from both occupational-
technical and college transfer disciplines. Support staff should include at
least one representutive from each dean’s or vice-ptesident’s area. Admin-
istrative membership should be limited to one or two individuals who
have a broad understanding of the college.

The criteria for selecting individual members from all three groups
are the same. As mentioned earlier, the task requires that they have good
analytical abilities. The second criterion i> that they shc ald be opinion
leaders, individuals who have a reputation for clearly aruculating their
views and for influencing opinion on important 1ssues. These individuals
should not be confused with the opinionated spokesprople who may
consistently and vociferously represent a particular point of view but
who seldom influence the outcomes of a vote. Opinion leaders also
should not be confused with the elected or appointed leadership of recog-
nized organizations such as a faculty o1 staff senate. Although opmion
leaders often do assume these roles, not all elected leaders are effective
opinion leaders. An opinion leader is one who is seen as thoughtful,
insightful, and reasonable even by those who may differ with the person
on an issue, one who is forceful but open to other points of view and
able (0 compromise. Choosing these types of individuals ensures that
various points of view will be well represented within the committee
while minimizing (L chances of factionalism disiupting the group.

It is obvious fiom the preceding discussion that my bias for committee
selection for this purpose is by appomntment rather than election. The
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skills requuied for this task are such that elsction does not seem appropri-
ate. 1 he president, however, should not artempt (o appoint the members
alone. A good appioach would be (o work with the college’s deans or
vice-presidents and the faculty and staff leaders (o solicit nomninations of
people whom they feel possess the skills required, thus providing a pool
of potential members. Individuals who are consistently nominated should
prove good bets.

Another obvious point is that students were not included in the
committee membership. This omission is not meant to minimize their
inportance in the process. It .neans that there are more effective and
meaningful ways (o include student participation than by having a few
students serve on the committee. Committee membership would be «
hardship for most community college students, and 1t would be difficult,
if not impossible, (o represent the full range of student views on a com-
mittee. Preferably, the committee should assame the responsibility for
ensuring student involverent. They can do so in a variety of ways: sur-
veys, interviews with selected students or student leaders, an open hearing
for students, or a poll in the studen® newspaper, (0 name just a few.
Ascertaining student opinion is tou important to tust to the sporadic
participation of one or two students on the commuittee.

Developing the Committee’s Charge. The charge (o the committee
should be carefully stated in writing. It should clearly state why there 15 a
need for the study, exactly wha' is expected of the cominitiee, how the
findings will be reviewed, and how they will be used.

Clearly articulating the need or such an undertaking will show (le
committee members and the coll ge co'nm. nity that this is not a frivo-
lous or hastily conceived idea. A carefully crafted statement of need can
also allay concerns over hidden agendas and can stave off discussions
about “why are we 1eally doing this.”

It is important to define carefully what is expected of th.  ommuttee.
The concept of distinctiveness is one that is not ccmmonly associated
with community colleges where emphasis taditionally has been placed
on comprehensiveness. Theicfore, great care should be taken 1o expand
on the defimtion. It may also be useful to define the term by exception.
Thiough an enumeration of many of the things that cannot be substi-
tuted for the institution’s definition of 1ts distincunve elements, the search
can be beuter fecused, and several false starts may be eliminated. For
example, the following points might be made:

I Distinctiveness goes beyond mission. The college’s distinctiveness
will not be found in its mission statement. The way a college opera-
tionalizes the various goals in 1ts mission statement, the priorities it
establishes among hose goals, and the relative success it experiences in
achieving di*"erent goals may contribute 1o its distinctiveness. The goals
themselves, however, are not likely to set an institution apart.
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2. Distinctiveness goes beyond stereotypes. Stereotypical stalements
such as “we offer excellent instruction because our faculty are paid to
teach, not o do research’ are not acceptable definitions for this purpose.
The committee must be careful to avoid such generalizations.

3. Dustinctiveness is not a measure of work environment. As the com-
mittee proceeds with 1ts task, it is likely that members will discuss what
is distinctive about the college to them. In these discussions or in subse-
quent interviews or discussions with one's colleagues, 1t is important (o
keep in mind that, while the work environment can perineate everything
we do and how we are perceived, it usually is not a defining characteristic
of a college. Only in cases where the work environment represents an
attitude that also 1s reflected in programs and services does it become a
defining characteristic.

1. Distinctiveness 1s not a hightmang bolt. 1t is not likely that there will
be a single program o1 service at the college that truly sets the institution
apart. If a community college has such a program, chances are good that
its members know about 1t. More likely, distinctiveness lies in having a
unique grouping of programs or services, in an attitude about students
or instruction that cuts across the college, or in the way the college
orders its priorities.

This process of defining by exception may seem heavy-handed and
smack of overkill, but it serves several purposes. It pomts out the need
for careful research and consideration, it clarifies for the cynics that the
search 15 not intended to be just another semantic exercise, and it helps
the committee maintain the proper focus. The natural tendency would
be to use such examples in an informal, oral presentation to the commit-
tee when the charge is explained. They really should be in writing, how-
ever, because nevitably, months nto the task, comnmittee members will
be discussing what is really wanted. At that point, they won't accurately
remember what was said and will look to what was written for guidance,

As pait of defining the task, the charge to the comnmittee should also
explain the need for suppoiting evidence. It may be desirable (o be less
exphicit in defining what will serve as evidence and meiely stress the need
for documentation. Through too nariow a definition of the type of evi-
dence required, the scope of the study may inadvertently be cnncumsciibed.
For example, the committee may «void qualitative judgments if too much
emphasis is placed on quantifiable evidence.

The charge (o the committee also should include a statement of how
the findings will be reviewed. It may be desirable to inciude provisions
for collegewide hearings on a diaft of the report with a subsequent oppor-
tunity for the committee o 1cconsider and 1evise. The process for admin-
istrative review should be stated so that both the committee and the
administrative staff know their respective roles. Finally, ttie president's
responsibility for responding to the committee should be defined.
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The final element of the charge should be a short statement of how
the results will be used. This statement should include the intended
audience for the report and the areas in which 't will be used to influence
decisions This section is important because it could affect tl.c way the
committee approaches its task and because it will a oid future misunder-
standings. The findings conceivably could be used in planning, budget-
ing and staffing, marketing, and fund raising and development.
Similarly, the intended audience could be the president only or broad
distribution within and outside the college. Knowing the range of uses
in advance will probably affect the tone and nature of tire report, but it
will also make the committee more comfortable in its work.

Organizing the Committee. The way a committee is organized can
have a substantial impact on the quality of the final report. Therefore, it
1s essential that the committee chair be able to conduct an effective meet-
ing, to motivate people, and to delegate responsibilities. Just as in the
case of selecting committee members, appointment rather than election
is appropriate for this task. Since the process for accomplishing the task
will be loosely defined, it places a great deal of responsibility on the
chair. Not everyone can provide effective leadership in an unstructured
situation. In fact, it might be a good idea to select the chan first and then
to involve that person in the selection of other committee members.

In organizing a committee, one needs to remember the major advan-
tages a commuttee offers, Those advantages include bringing a variety of
perspectives to bear on a problem and creating a situation where brain-
storming can develop individuals' ideas more fully. Too often committees
are divided into small groups to woik on a portion of the task and to
bring a solution back to the group. The subcom.nittee reports are then
spliced together to make a final report. The resulting product, then, is
largely a collection of individuals opinions about a variety of topics
rather than a consensus of group opinion on the full range of topics. It 1s
true that wasks need to be apportioned among the committee’s members,
but there needs to be a mechanism for assuring that the entire commuttec
discusses and reviews the {indings of any subgroups that are formed. The
emphasis needs to be placed on this review and discussion rather than on
merely completing a series of assigned tasks.

One way to help mamntain the proper perspective is to have subcom-
mittees preparc abbreviated repoits that briefly state findings, evidence,
and potential imphcations in a format similar to a sentence outline.
This procedure will focus discussion on the findings, interpretations,
and implications rather than the syntax, style, and tone of the report.
The full committee can then arrive at consensus regarding major conclu-
sions to be diawn from the subgroup's woik. This systemn avo.ds having
individuals and subgtoups invest mordinate amounts of time in writing
and places the emphasis where it should be. on 1eview and synthesis.




39

Later a writing team or editor will be able (o use the modified subgroup
reports as outlines for developing a coherent 1 port that reflects the views
f the entire committee.

Providing the Committee with Background Information. The com-
mittee can save a great deal of time and increase its chances of success if
its members are provided with an advance packet of background infor-
mation, including an annotated bibliography of general articles and
books on image and distinctiveness. Reprints of selected articles should
also be provided. In addition, copies of selected institutional research
studies conducted at the college should be included. Information relevant
to internal perceptions can be found in student surveys, faculty and staff
surveys, and graduate follow-ups. External perceptions can be docu-
mented in studies dealing with the success of graudates in the workplace
and at transfer colleges, employer surveys, or image surveys conducted
in the community. It might be helpful to have the institutional research
office (or other office responsible for the surveys) prepare a short suzamary
of findings related to internal and external perceptions and referencing
specific reports. Relevant sections of the reports could be highlighted.

Another potentially valuable source of information for the group
would be the college’s self-study for accreditation or reaffirmation of
accreditation. Sections reviewing the mission, educational programs, and
support services could prove especially useful. The report of the visiting
committee would provide an outside opinion and could point to areas
that were deemed especially strong or distinctive.

Finally, the committee should be provided with relevant historical
documents that would show changes in the college’s emphasis or mission
over time. Potential sources of such information would be long-range
plans, curriculum plans, curriculum committee minutes, past mission
statements, consultants’ reports, and program reviews.

Providing the committee with this type of informauon not oniy
makes its job easier but also reinforces the importance of its work and
shows an institutional commitment 1o the project.

Providing Institutional Support to the Committee. For the committee
1o function effectively, it needs full institutional support. It is very likely
that the committee will want to survey selected groups to help identify
distinctive elements. The college should facilitate this effort by assigning
the institutional research office (or other appropriate office) to provide
staff support to the committee. If there is no office on campus that
has the necessary expertise, the committee should have the option of
employing a consultant.

The president also should ensure that other offices and the faculty
and staff in general are prepared to cooperate with the commuttee. Urging
of cooperation can be accomplished formally or informally, but 1t 1s
critical that a spitit of coopeiation prevails.
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Achieving Consensus on the Report. For the 1epott on distinctis eness
to have maximum impact, the college needs to devise a wnethod for achiey -
g consensus on the findings. The process recommended here involves
three elements: collegewide review, admmistiative 1eview, and presidential
reaction. Collegewide 1¢view can be accomplished through oper hearings
to review the findings. Such tiearings would give the committee 2 chance
to receve reactions of colleagues and provide an opportunity for 1t to
reconsider its findings. Administiative 1oview can be coordinated through
the president and the chief administrative officers of the ollege. Once
the president has the commiiee’s iinal report @nd the reactions of the
admunistrators, she or he should respond formally (o the committee by
stating reactions to the report and reasons for re,ccting any recommenda-
tions. This reaction document then will se1ve a5 the college's position on
its distinctiveness,

This review process is an essent:al element. It assures that the college
community 1s aware of the college’s position and orings closure to the
process It can help eliminate later coniusion and debaze and allow the
college 1o begin the work of applying the insights gained from tbe search.

Using a Consultant

Perhaps the decision is made to employ a consitltant 1ather than to
use a committee. Choosing the 11ght consultant and cieating the « limate
for that individual or firm (e perform 1ts job require a great deal of effort
on the par! of the college. First, the college needs (o determine the criteria
that will be used 10 sclect the consultant. It then needs to develop a
procedure for selecting among qualified cai.d1dates. Once a selection has
been made, the college needs to provide necessary background informa-
tion, estabhsh the climarz for the consultant’s visit and subsequent report,
arrange for a site visit, and evaluate the consultant’s performance.

Determining Selection Criteria. The determination of selection cri-
teria for the consultant will depend primarily on the purpose of the study
and the intended use of the information. If the purpose is to de..  ne
what various constituencies percerve o be distnctive about the college
and the information is (o be used primanly 1n marketing the college, the
consultant should be a marketing expert in doveloping corporate identi-
tes. If the pupose is to determine how the college actually differs from
other educational institutions and the information is o be used primanly
for institutional planning and budgeting activities, the consultant should
be an educational expert.

In reality, of course, the college will piobably wish to look at both
perceptions and structural indications of distinctiveness and will want to
use the information in a variety of ways. In such cases, the institution
should establish tentative priorities among the intended purposes and
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uses of the study to senve as a gmde for daermiming the needed qualifica-
tions of the consultant,

Qualifications that should be stressed regaidless of the consultant's
background aie a familiarity with survey or interview methods, an ability
to communicate with diverse constituencies, and good analytical skills. It
1s most important that the indnidual or group chosen have credibility
within the college community. A good way to establish such credibility is
to have a group at the college define the range of tasks required, the
qualifications needed, and the procedure that will be used to make the
selection.

Developing the Selection Procedure. A good method ~f selecting a con-
sultant 1s to begin by developing a formal request for proposals. Develop-
ing a request will help the college clarify its expectations and will aid in
determining the role and scope of responsibilities for the consultant. The
first section of such a request should clearly spell out the study’s objectives.
Essentially, this section should describe what the consultant’s final report
to the college should cover. It should define what 1s meant by distinctive-
ness and provide an indication of how the information will be used.

The second section should request prospective consultants to propose
a methodology for accomplishing the study objectives. If there are certain
requirements that must be met, such as interviews with faculty, staff, or
students, these should be stated. The request, however, should allow as
much flexibility as possible in order to provide respondent. with the
opportunity to propose creatne methodologies. The request should
require respondents to define their role and the responsibilities of the
college in the process. Respondents also should submit a tentative sched-
ule for accomplishing the task within the time frame set by the college,

The third section should enumerate the critenia to be used in evaluat-
g the proposals and the relative importance of each aiiterion. It should
also state who will ulumately approve the 1eport and determine that the
conditions of the contract have been fulfiiled.

Once a sclection has been made, a formal contract should be prepared
from the proposal. The consultant’s search then can begin.

Providing Background Information for the Consultant. Before the
consultant visits the campus for interviews. the college should provide
her or him with enough information to ensure famiharity with the
institution. The nformation packet should nclude a current college
catalogue, promotional publications and brochures, annual reports, self-
studies, program reviews, relevant research reports, and news articles or
press 1eleases. It might be advisable to request the consultant (o prepare a
brief initial-impressions report based on these matenals.

Establishing the Climate for the Consultant’s Visit. For the consultant's
visit to be productive, the college community needs to be fully informed
and receptive. Much of this work should have been accomplished during
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the developrent of the proposal. At the visiation stage, the president
needs to reinforce the importance of (he study and to establish the crech-
bility of the process and the credentials of the consultant. The president
should affirm that the consultant has full administrat e support and
urge full cooperation. Faculty and staff also should be assured that they
will be given an opportunity (o become involved and that indwidual
responses to the consultant’s questions will be kept confidential.

Arranging the Site Visit. The site visit should begin with a tour of the
campus and end with a short debriefing in which the consuliant g1ves an
oral report summarizing general impressions of the visit. The activities
in between, such as interviews with students, faculty, and administrators,
will have been specified in the proposal and contract between the consul-
tant and the college. Some provision should be made during the visit for
allowing individuals to talk informally with the consultant. For example,
the consultant could make time available for drop-in visits or provide a
phone number for setting up appointments.

Evaluating the Consultant’s Performance. The criteria for evaluation
of the consultant’s report will be specified in the contract. The tommittee
or individual reviewing the report should hold strictly to these criteria.
Any reservations should be submitied in writing and reviewed orally
with the consultant before the final report is submitted. The college
should require that the terms of the contract be met but should be careful
not to increase its expectations at this point.

The consultant’s report should not be viewed as the final product.
The committee or individual to whom the consultant 1eports should use
that report as the basis for a statement of the college’s position. That
staiement may agree fully with the consultant's report or reject it com-
pletely. This latter statement, however, should be the focus of the college's
subsequent discussions. From this point on, the reaction to the consul-
tant’s report would be the equnalent of a report developed entirely by
a college committee and procedures (o achieve consensus would be the
same as those outlined previously.

Conclusion

A college’s search for distinctiveness 1s a major undeitaking. The
procedures outlined in this chapter provide a famework for beginning
the search and suggest methods ‘o1 assuring appropnate mvolvement of
key college constituencies in the search. Chapter ¥nve wall detail ways the
committee or consultant can gather and analvze apptopriate data in the
institution’s search for distinctiveness.
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Information 1 a search for mstitutional distinctiveness can be
garnered through institutional histories, needs assessments,
instrtutional impact studies, marketing studies, and strategic
planning studies.

Getting the Facts,
Analyzing the Data,
Building the Case for
Institutional Distinctiveness

James L. Ratcliff

When Community College Philosophy Is Not Enough

Delbert Brunton lost his job over institutional disunctnveness, In the
early 1900s Brunton was considered a pioneer i the junior college move-
ment. As supermtendent of Fulletton Union High School District in Cal-
ifornia, he not only founded Ft letton Junior College (FJC) but was also
influential in the establishment of other eatly California junior colleges.
Yet, in 1916, Brunton was relieved of his duties because he had advocated
the merger of FJC with neighboring Santa Ana Junior College to form an
Orange County junior college district. The proposal was perceived as a
threat 1o FJC's identity and distinctiveness. In a hotly contested school
board election, Fullerton voters defeated the proposal. Brunton was sih-
sequently removed from office because he did nct [ully understand the
Fullerton community attachment to 1ts college (Plummer, 1949).

Understanding the specific, continuous value of a college to its com-
munity rather than merely the community's responsiveness 1o 1ts pro-
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grams and curricula is part of undeistanding the distincuve qualities
that an institution such as FJC biings to the community 1t scrves. Desc rnp-
tive studies of community needs o1 satsfaction may mask divisiveness
among community groups. In such situations, colleges and educational
leaders cannot afford merely 10 respond according to educational philos-
ophy, democrauc platitudes, o1 concepts of how to proceed ratonally.
Bruntou: lost his job following such a course.

This chapter explores the all-impot tant task of gathering valid infoi-
mation about the identity of a community college, verifying 1t, and build-
ing a case for the distinctive or even unique contributions of the college
10 1ts constituendies. Because different community groups hold different
values of the college, formulating an overall vision of what makes the
college distinctive is a significant information-gathering acuivity.

The Searcher’s Mind-Set

We recognize the common and unique 1dentity of a local community
college when we forv a concept of its history, development, and tradi-
tions. For most community colleges, identity either started ir the 1960s
and 1970s or in the 1920s and 1930s, the two major periods of growth n
the number of colleges (Ratcliff, 1987a). For the colleges established 1n
the 1920s and 1930s, the common vision of their distinctiveness is usually
divided between thei junior college period and their contemporary com-
munity college period. This very division implies progress, a developmen
of the college and its curricula (0 meet an expanding range of constitu-
encies. For the colleges created in the 1960s 4.9 1970s, idenuity is often
a contrast to other forms of higher education; access, opportunity, and
“something for everyone” predommate. Thus, in the me ' elementary
view, institutional identity is merely a collection of past facts about the
college.

In 1reality, thare wic two sources of information on the college’s past
that add to our undeistanding of institutional wdentity First, there 1s the
college’s instit. tinnal history, written or unwritten, which may be a diy
chronicle of accolades (o past leaders. If published, it was usually done
so with funds from the college foundation and circulated among assorted
alumni, civic leaders, and college officials 1o celebrate a partucular anm-
versary of the college’s birthdate. Now, a copy 15 in the college libiary,
and another 1s on a bookshelf in the president’s office. A second concept
of institutional identity is derived fiom speecies. The college president,
together with the chief executive officer of a local corpolation, may
proclaim a new business-industty partnership o be “historic.” Here, the
leaders are making an active attempt (o impress the identity of the col-
lege, to advance it, o mark the nansition of the college 1o a new level of
service (o a constituent.
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There 15 a temptation to take this information at face value, but
saying that the coliege is unique in this or that way does not make it so.
Identity comes out of the context in which the coliege exists, and gather-
ing data to make a case for institutional identity must go beyond the
collection of accolades or the pronouncements from speeches whose inten-
tions are legiimately promotional. The sense of a college’s identity must
be derived from more than the past statements of its import by its leaders
or the chronicle of past college events by its antiquarian. Institutional
introspection alone will not suffice as the basis for institutional identity.
As Sir Herpbert Read (1548) suggested in his utopian novel, The Green
Chald, ““We roll our eyes inward unt.] we become blind.”

What does this caution mean for data gathering? First, it suggests
that we need sources outside the institution. What have the local news-
papers said about the college over the years? What have local representa-
tives to the legislature said> How are they the same or different? Second.
we must have more than one piece of evidence to corroborate our state-
ments. Do the newspaper editors, the presidents of chambers of com-
merce, and the local high school principals agree on what the role and
idenuity of the college is? Thurd, we must place college events within the
context of the larger society. Foi example, it is not a coincidence that the
focus of commumty colleges 1n the 1960s and 1970s was on educational
opportunity and access; these were the nation’s prioiities as the civil
rights movement and the returning veterans of the Vietnam War predom-
inated in the student population. So the first task in preparing for data
gathering 1s to place the college within the major social, political, eco-
nomic, and technological events of the times. This should be done in
such a fashion as to answer three questions. What was happening in the
nation at the time? What was happening in the stete at the time? What
was happening locally and within the college district at the time? Each
of these questions needs to be answered from several sources of informa-
tion, such as newspapets, history books and articles, and interviews with
Ley decision makers.

Locating Source Material

Where does one find the facts about the di . nctiveness o1 uni,, . ness
of a particular community college? If the mvesugator is part of the col-
lege professional staff rather than an outside consultant, then he or she is
an eyewitness. That role carnes with 1t all the biases that accrue from
being 1nvolved in the daily operation of the college, but it also allows the
researcher to know the inner workings of the instituiion, its staff, and
several segments of the communities it serves.

Being on the scene permuts firsthand interviews with the current play-
ers n the day-to-day nstitutional drama that constitutes the organiza-
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tional chimate of the college, Agan, fusthand reports provide | erspectives
and information not avanlable m docunents, but they also cany with
them the limitations of the view of the moment and the biases o those
interviewed,

The shortest path o the facts that leads beyond . funmutations of
eyewitness nartatives and intenviews with citizens and college otliials is
library reseaich. Such 1esearch may consist of econo-netnic data coliected
by the local financial institution. It may also consi<t of the articles on
the college found in the morgue of the local newspupets. Area newspapers
covering caiher periods of the college can be located m Newspapers o
Aheroform (Libiary of Congiess, 1976) and may be obtained through
mterlibrary los from state aichives, universities 01 the state historical
soctety. Such research may also invols e data gathered from mstitutional
histoties and fiom needs assessrie nts, institutional impact studies, mar-
keting research, o1 strategic planning studies. Each of these acuvities 1s
discussed later Bat fnst there are some basic considerations i making
efficient use of ume in cellecting the facts.

Since one cannot step up to the card catalogue n the college libiary
and find a book entitled What Makes this College Urnuque. some sleuthing
is 1equired. Think about the major functions of the college. transfer.
career programs, adult educaco . developmental educauon, career guid-
ar , and so forth. Ask what maxes the collc _e unique for each funcuon.
W uat scarces of aformation would reveal what makes the college unique
in 1ts transfer programs? Follow-up studies, conducted over the years,
may comain anecdotal information friom former students, Cortrespon-
dence between the ars and sciences dean and neighbormg fou-yem «ol-
leges ond umiversuies may unearth comments tegarding the mens of
college progiams, faculty, o1 students. Letters fiom former students 1o
individual faculty members o1 10 the student newspaper may also provide
direct evidence of the college's uniqueness in ieaining enviommnent. Such
information mav be missed in q sutvey of students o1 1 student exi
intenviews because the questions used on such instruments may overlook
some aspects of the college that students find unique

To gathe: u number of “snapshots™ of the college over time, conduct
an Educauonal Resources Information Center (ERIC) search using the
college name (and 1ts former names) as both institutional descriptors and
as subject titles. For those colleges first established i the 1920s, 1930s,
and 1940s, Walter Crosby Eells (1930) constructed a bibliogiaphy on
junior colleges that is indexed by college and city; this bibhogiaphy was
updated m the Junmor College Journal fiom 1930 10 1945. Look also at
stucies by the state agency tesponsible for administering community col-
lege education w pick up any possible comparative information about
different colleges within the state system. If one is researching a pubhc
commumty college, there will be facts about the college 1 the annual

O
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1epotts of the state legislative commuttees on education, the annual state
blue book, and the annual 1epoits of the state agency 1esponsible for
community college education.

Organizing the Data

Whether instrtutional distnictiveness is desaibed and sought thiough
a self-stndy, an institutional history, a needs assessient, a marketing
plan, or a strategic planning document, one thing remamns. The report
on the scarch often becomes the sole source on the subject of the college’s
identity. The temptation is te allow the college 10 appear in its most
positive light, to portray 1t as universally influential on the constituencies
it senves. Yet the task of assembling the evidence of mstitutional distine-
tneness is and should be one of ferreting out the truth from the evidence.
Since the end result may be the sole source of information on college
identity, 1t must be convincang, ompelling, and accuiate.

Few stop to reflect on how many times decisions ha e been based on
a single technical 1eport or planning document. Only the author of the
report is scrutinized, and the power of the wiitten word seduces those
who wish to believe tha, because it 1s published, it must be accwate. As
Barbara Townsend stated in Chapter Three, many colleges may undergo
a search for institutional distinctiveness only to find litle confirmation
of the uniqueness of their programs and services. Such an untoward
finding, if glossed over in a report. may further weaken the college
by failing to exhoit it to design, addiess, and assert the value of its
contiibutions.

As seasoned educators, we have learned to read with doubt editorials
and poliical statements about the value of the local community college
to the educational enterprise of the wiea. This healthy skepucism should
cairy over to nour own writing, planning, and analysis.

Recently. a state legislator imgued that Nottheast Towa Technical Tnsti-
tute (NITI), which was seehing to change its mission o that of a com-
prehensive communtty college, should be disbanded and the distrct
should be divided among two otlter community college distircts. His
rationgle was that, as a technical mstitute, the mstitution was distmct
from the six privawe libetal atts colleges of the area, but, as « comprehen-
sive community college, the mstitution would compete annecessartly for
students with the prnvate colleges. What kind of evidence o1 data was
there to support o1 1eject the legislator’s statement? One possible intet-
pretation of the case was that NITT, once tansformed into a community
college, would compete with the private colleges because of its lower cost
and wider range of programs Another possible miterpretation was that
NITT rea™ wouldn’t be competing. The students who had attended it as

i

a technical msutute would be the same ones who would attend 1t as a
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community ccilege. These curient students would be joined by individu-
als who otherwise would not be able to attend college at all. Either argu-
ment requires more data, and be assured taat the legislator who sought
to block NITT's change of mission required comvincing evidence that the
mission change would not harm the operation of the private institutions!

If sometime in the future an institutional history were prepared for
NITI. the author of that history would no doubt encounter the statements
of the legislator in the local newspapers. Indeed, this legislator’s position
continues to have a great deal of influence on the destiny of NITI a-'
the Ic 2 community college system. The historian can do one of seveial
things with the legislator’s statement. (1) Accept 1t as truth because it
appeaied in the local newspaper, (2) reject it because 1t did not correspond
with what the author thinks s the college’s distinctiveness, (3) suspend
judgment about the validity of the legislator’s accusations until further
evidence corroborates the statement, or (1) ignore the statement because
the historian judges the legislator’s opposition to the mission change not
to be important. The options relative to this piece of imformation illus-
trate the importance of suspending judgment about the value of evidence
until coiroborating and independent information confums 1ts vahdity.
The researcher who seeks to establish institutional distinctiveness must
reach a decision about the value and role of each piece of information;
the amassed evidence must be convindng not only to college leaders
but also to a wide range of constituenaies, including opponents and
competitors of the college.

Using Information-Gathering Activities

A vanety of activities can provide tie needed imformation in an
mstitution’s search for distinctiveness. This section looks at the use of
wistitutional histories, needs assessments, institutional impdct studies,
marketing studies, and strategic planmng studaes.

Institutional Histories. Institutional histories can provide a rich back-
ground for uncovering wad portraying institutional distinctiveness, A
faculty member teaching state history and government may have the
disciplinary background and skills to conduct an effective mstitutional
history. The person needs to know what was happemng m the state and
in the community during the vartous periods of the college's existence,

Secondary sources of information can help place the college within
the context of local, state, and national events. If the college began in the
early pertod (19205 and 1930s), then a social history covering the period
from its mception to at least the historian’s memory of significant
national cvents will be helpful. Richard Hofstader's dge of Reform (1953)
or Eric Goldman's Rendezvous wath Destiny (1956) are good examples of
such social histories.

21
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Next, seek out a good social history of the state in which the college
is located. Look for studies of education in the state in order to place the
college’s identity within the context of other educational institutions.
Dissertations are often a good source of this information and can be
readily identifted through a computer search of Dissertation Abstracts
International (DAI). In DAI will be studies of whole states, such as A. E.
Reid’s (1966) “A History of the California Public Junior College Move-
ment,” or of single institutions, such as E. C. Strobel, Jr.’s (1975) “Wayne
County Community College: A History of Its Antecedents, Establishment,
and Early Development in the Metropolitan Detroit Setting.” A particu-
larly good source of information 1s the profiles of colleges and special
college programs that have appeared in the Communty, Technical, and
Jumor College Journal over the years. Also, the college and the state
agency that governs the college system may have filed reports contained
in the ERIC Clearinghouse system.

Primary data gathering can start with board minutes. By reading
board minutes, one can get a notion of what were critical incidents or
decisions that seemed to set the course of the institution. Not only critical
mcidents but also recurring themes and trends are important to note.

Once critical incidents and recuriing issues have been identified, they
can then be investigated ihrough a variety of sources. First are the local
newspapers. If the college district incorporates more than one town or if
there is more than one newspaper, multiple views on key events car. e
collected through stories about the college appearing in the paper, letters
to the editor by citizens and officials, and editorials about the college.
Such activities also inake good feld learning experiences for students in
college history or political science classes.

Needs Assessments. Needs assessments are periodically conducted by a
college to determine the demand for various programs and services. Most
frequently, needs assessments are used in planning continuing education,
establishing the need for new cateer programs, or documenting service to
specific community clientele. A needs asse .ment van provide an ideal
opportunity to analyze and describe institutional distuictiveness as well.

Typically, needs assessments are surveys of one or most community
groups served by the college, such as cunent students, graduating high
school students, small-business ow ners, major area employers, and labor
and professional organizations. In a needs assessment, it is particularly
important to gather information about people’s behavior as well as their
interests. Asking adults which courses, programs, o1 services they would
like the college to provide will undoubtediy result in a long list of
“needs.”” But a question asking the same adults to describe what learning
activities they have engaged in over the past twehe months will provide
a moie acculate gauge of the respondents’ behavior. Querying area resi-
dents about then learning preferences and about therr learning practices
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are separate questions; one deals with the future and good mtentions,
while the other examines past behavior. Although both aie important,
questions regarding behavior are generally more rei;able.

To disclose institutional distirctiveness, one must differentiate
between the community college and other forms of higher education.
Validation comes through the cross-tabulation of data from multiple
sources. NUTT sought to change its mission to that of a community col-
lege. In determining the need for such a change, graduating high school
seniors were asked if they planned o attend college on graduation and
which of twenty-five colleges in a 150-mile radius they planned to attend
(Raccliff, 1987b). This data showed what proportion of students weie
planning to attend community colleges, technical institutes, four-year
liberal arts colleges, and public universities. These students were also
given a list of one- and two-year vocational programs, associate of
applied science degree progiams, and career programs that allowed stu-
dents to transfer to a baccalaureate program. The students were also
asked to give their grade-point average (GPA) in lugh school and the
high school curriculum in which they were enrolled. Students planning
to attend community colleges and technical institutes of the area were
compared according to reported GPA, high school curriculum, probabil-
ity of auending college, college of second choice, and degree program
preference. No significant difference was found between high school stu-
dents planning to go to community college and those planning o go to
the technical institutes. Three out of four students, however, preferred
attending a community college over attending the technical institute.
Significant differences were found in GPA, high school curriculum, prob-
ability of attending collepe, college of second choice, and degree program
preference among those planning (o attend NITI and those planning 10
attend either the private four-year liberal aits colleges o1 the public uni-
versities. Institutional differentiation between (wo-year and baccalaureate-
granting institutions had been determined. The students also clearly
preferred the contemplated mission change.

The data gathicred from high school students constituted only one
constituency served by NITI To verify and validate the findings of the
high school survey, the needs assessment asked comparable questions of
current students 1t NITI to determine if their past behavior matched the
high school students’ current preferences. The results regarding high
school GPA, curriculum, college preference, postsecondary program inter-
ests, and probability of attending college were confirmed in the survey of
current students. Skepticisin, however, must reign in data gathering. One
could argue that the majority of current students were separated from the
high school seniors by a mere one o five years of age difference, since the
majority of current NITI stadents surveyed were recent high school grad-
uates. For this reason, compuable questions were again posed to the
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NITT aluinni. Here agamn, many of the same progiams emeirged as areas
of interest, the same profile of student choice about college attendance
was exhibited, and comparable high school curriculum, GPA, and prob-
ability of attending cnllege were exhibited.

By using three or more data sources, by asking questions regarding
college preference and program preference, and by cross-tabulating the
data (rather than reporting simple percents of response), a needs assess-
ment can provide valid and valuable information regarding the unique-
ness of the college and its programs.

Institutional Impact Studies. An institutional impact study can also
shed much light on the distinctiveness of a college and its progras.
Generally, the focus of institutional hnpact studies has been to determine
economie gains (o the tommunity produced by attending a community
college, the social value of having a community college, and or the gains
to the individual in learnming. earning, and peiformance (Linthicuin,
1982). Richard Aliied (1982, pp. 93-94) has suggested that institutional
impact studies shoula answer these six questions:

1. What are the effects of two-year college degree and nondegree pro-
grams on individual earnings, employinent, and soaal development?

2. What are the cost benefits to business and industry of laber devel-
opment programs offered in community colleges?

3. Do states and localities expetience direct economic benefits as a
result of community college programs?

4. What are the sodial and economic benefits 1o agencies of gov-
ernment—national, state, and local—associated with imvestment 1n
comnmunity college education?

5. Does the community college education impiove the quality of
hie through absorpuion of unemployed and indigent gioups m the
population?

6. What is the relationship of community college programs to eco-
nomic development in a recessionary economy?

While all six of Alfred’s questions attempt to plate the community
college 1n relation (o the larger social, ecc nomic. and pohucal commu-
nities 1t scrves, no comparative data are generated. Institutional impact
studies audit the role the college plays telauve to 1ts costs to constituen-
cies. While needs assessments focus on the sucial and psychological needs
for learning and marketing studies explore the values and attitudes of
the public toward the institution, 1upact studies use economic modes
of inquiry in order to explore social-mstitutional mteraction. As such,
impact studies add one more means of probing the unique qualities of
the college. Unforunately, those quahities cannot be applied compaia-
tively, for other colleges and unnersitics may have a different set of data,
gathered using divergent procedutes and detnonstrauing a comparable
impact or impacts on local constituents.
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Marketing Studies. Marketing studies have as then mtent the orgam-
zation of program, procedures, and publiaty so as to brning about “vol-
untary exchanges of values with target markets for the purposes of
achieving organizational objectnes” (Kotler, 1975. p. 5). Marketing pro-
grams normally focus on the educational program, process, or image of
the college. A carefully constructed marketing study can uncover that
which is distinctive about a college and that which 1s not.

Like needs assessments, matketing studies may 1ely on surveys of
various groups. Businesses may be asked what is the image of the college
as a provider of traiming, alumni may be asked what was the educational
climate on campus for learning, or employers may be asked what are the
strengths and weaknesses of specific college progran  in providing qual-
ified workers. Marketing studies, however, also use interviews and focus
groups as means of determinming college image. The purpose of interviews
and focus groups is not to gather a representative sample of views about
the college; 1ather, they are intended to compile a comprehensive assess-
ment of the values held by the market group toward the product, process,
or image of the college.

Marketing studies tend to be powmnt-in-time information-gathering
actwvities from a specific group or groups. Questions are posed to 4 num-
ber of individuals from a target group, and the validity of the investiga-
tion hinges on the percepuions of the individuals surveyed or inten iewed
(Boatwright and Crowley, 1987). The information gathered does not pro-
vide corroboration of findings outside the group surveyed.

Strategic Planning Studies. Strategic planning consists of a famly of
planning procedures used to determine what decisions are appiopriate
to the college today based on information about the intcinal values of
the college and its staff and the external forces impinging on 1ts future.
Strategic planning assumes that the college is an open system that 1s
dynamic and reflexive to changes in a tutbulent external environment.
Strategic planning procedures, then, examine the connections between
college and constituents, as well as between college and macro trends,
such as technological or demographic change (Cope, 1981, Morrison,
Renfro, and Boucher, 1981). Through this type of examination, the col-
iege has the opportunity to cxplore its unique qualities and r1elationships
with its constituencies.

Central to the information-gathering portion of strategic planning 1s
a process called environmental scanning. Through this process, the plan-
ning group decudes on sources of pertinent information regarding exter-
nal tends in a vanety of arcas potentially impacting the college. political,
demographic, economic, social, technological, and competitive uends
and forces. This information is then used to determine possible thicats to
the college operation and potential opportumties on which the college
may wish to capitalize. Through the extiapolation of future nends,

RIC f

Aruitoxt provided by Eic:




ERI

O

55

issues, and forces, the college’s distinct and unique relationship to its
environment is identified, and college goals and direction are given.

Morrison, Renfro, and Boucher (1984) have given detailed lists of
information soutces to be used and procedures (o be followed in environ-
mental scanning. Guiding the scanning process 1s a taxonomy of imfor-
matton sources, such as those used by the Trends Analysis Program of
the Ametican Council of Life Insurance. Here the principal sources of
information are popular journals and newspapers, such as the Wall Street
Journal, Atlantic Monthly, and Science and Public Policy. In short, envi-
ronmental scanning relies heavily on secondary sources to form a profile
of future forces, factors, and tiends. Validation comes from recurring
mention of a given faclor or foice. Triangulation (Mathison, 1988) of
three or more categories of sources of a trend or ssue 15 also used as a
basis for validatmg the projections.

Conclusion

Institutional histories focus on persevering traditions, trends, and crit-
ical incidents that may contribute to the unique identity of the institution
the focus allows a view from past to present. Impact studies tend to rely
on follow-up, economic, and demographic data, 4s such, the view of the
institution is over a shorter and more recent time frame. Needs assessments
and marketing studies ate usually confined o the immediate, data are
gathered from current clientele and student groups, and their perceived
needs, interests, and attitudes oward the college aie examined. Strategic
planning disposes the 1esearcher to examine the future, because environ-
mental scanning focuses on external forces, future trends, and emerging
issues, the information gathered is often of a more speculative nature.

Each of these data-gathering and analytic activities can unearth spe-
cific mformation about institutional distinctiveness. None of these will
de so unless the study, the history, o1 the plan is specifically structured to
gather reliable mformation about the college's identity. Each of these
actisities has a different time frame, mformation base, and perspective,
thercfore none alone will provide a comprehensive portrait of mstitu-
tional distinctivencss. Yet a4 combination of these major data-gatherng
activities can be used o verify, and make the case for mstitutional dis-
tnctiveness. Given the mcreased data that are gathered to satisfy federal,
state. and local agencies, the identity seeker would be prudent o use
those data as soutces rather thar to begin data gathering afresh.

Regardless of what combination of sources 1s used, one individual
or a central committee should be responsible for exammmg the institu-
tional wdenuty and should thus moni.or the collection and use of infor-
mation from other college mstitutional research cefforts, The information
gathered thiough the various studics and plans of the college can then be
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supplemented where needed, with additional evidence to ensute the vahd-
1ty and strength of the individual’s or the committee’s argument for
distinctiveness.

This chapter began with Delbert Biunton, who lost his job in 1916
because he didn't fully understand the umque avachment of the commu-
nity o Fullerton Junior College. A contemporary institution, Northeast
Iowa Technical Institute, was also seen to be thicatened by a legislaton
over a question of institutional distinctiveness. These specific examples
demonstrate that the quest for college identity should receive high prior-
ity, commitment from the president, and an appropriate allocation of
time and resources from the organization. It should not be a secondary
activity. Rapid social, economic, and technological clianges demand effec-
tive responses and educational leadership from community colleges. Only
with valid, 1ehable, and conyindng information can the case for distine-
uveness ol misston and function be made.
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A commurnty college can best utilize research on institutional
distinctiveness when it 1s related to the college’s particular stage
of organizational development and when research findings

are integrated with strategic planning and decision-making
processes.

Using What an Institution
Learns in the Search
for Distinctiveness

Robert G. Templin, Jr.

What is it that our commumuty college does? What should it b domg?
What 1s our institution good at doing? What 1s 1t that we are known for
in owr community? How are we different from other educanonal mstitu-
tions? What are the essential characteristics that disting ‘ish us as a com-
munity collegez What is unique about what we do? Answers (o such
questions are essential for educational mstitutions m today's 1apdly
changing world Community colleges that have no clear 1dea of how o
approach these types of questions will find it increasingly dufficult 1o
adapt, let alone thiive, in the futuie. One of the ways o approach these
and related questions is to think about a community college’s distinict ¢
qualities or chaiacteristics that define 1t as an educational mstitution
Rescarch methodologies previously described - this volume can be
invaluable 1n aiding an institution’s search for distinctiveness.

Doing research on institutional distinctiveness, however, can be o
wasted effort unless the results are connected o decistons considered
essential to the welfare of the college The quest for insurutional disiine-
tiveness for its own sake, no matter how muinsically intcresting, s proo-
ably of the same questionable wotth as chasmg students for the sake of

B K lownsend ted ) 4 Search for butitutional Dustintiveness
New Directions for Communits Colleges no 65 San Franasco Jossey Bass Sprngg 1934 58
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enrollment growth alone. It is only within the broader context of a col-
lege’s organizational developinent, its mission and goals, and strategic
planning processes that institutional distinctiveness takes on its full mean-
ing. It is only as we connect the research results to action that the full
potential of the concept  evealed. Consequently, discussion of how an
institution uses what it h.s learned in its research on distinctiveness
must he tied (o the broader context of institutional concerns.

Stages of Organizational Development

What use a college makes of research on ‘ts distinctiveness has a lot to
do with its particular stage of organizational development. In his work
on organizational renewal, Gordon Lippitt (1969) suggested at east three
developmental stages of organizational growth, with the stages arranged
in a hierarchy similar to Maslow’s “hierarchy of needs” (Maslow, 1954).
According to Lippitt, the predominant issue being faced by an organiza-
tion at any given time depends on the stage of development toward which
it is moving. If the organization is in a primitive developinental stage,
critical concern might well focus on survival. At a more fully developed
stage, however, the dominant concern could involve achieving stability,
gaining a reputation, or developing pride. If the organization is reaching
toward maturity, then its critical issues might be how to achieve unique-
ness and how to contribute more broadly to society.

Applying Lippitt’s concept to community colleges, we can see that, if
an institution has recently undergone a steady enrollment drop followed
by faculty and staff layoffs and a sense of a worsening crisis, then iden-
tifying its distinctiveness may consist of determining what the defining
characteristics of the college are or what the essential institutional char-
acteristics are that make it needed as a college in the community. For a
stable institution that has a clear sense of mission and is tending toward
strengthening and integrating its programs and services, then the issue
of distinctiveness may focus on the question, “What are the defining
strengths of this college on which we shall build our reputation and our
integrity?” For the mature institution striving toward “self-actualization,”
the issue of distinctiveness may revohve around defining the u.. jue char-
acter of the college. All these different questions are related te the quest
for distinctiveness, and all are appiopriate, given the right match between
the quest and the college’s stage of development.

Strategic Planning and Decision Making
The richest potential application of research results about a college's

distinctive characteristics 1s likely (o be in the arcna of stiategic manage-
ment and planning. It is through these processes that knowledge of a
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college's real and perceived distinctive character or potential can be
woven into the institution’s future direction.

Myran (1983) defines strategic management for community colleges
as “a future-creating process that guides and integrates the various strat-
egies and decisions of the college in such a way that the college as a
whole is positioned fatorably in relation to emerging opportunities and
threats in the external environment” (p. 11). Essential to this process is
an assessment of the ways in which the external environment is likely to
change and then impact the college. Some changes are likely to present
opportunities for the college in the form of emerging educational needs.
Other trends, such as changing demographics, are likely to present prob-
lems, such as declining numbers in certain segments of thc sopulation
that the college has traditionally served. Both opportunities and problems
need to be anticipated and the college strategically positioned to its best
advantage. But how does an institution decide how to “strategically posi-
tion itself,” and how does the college consider what is to its “best
advantage”’?

One of the best ways for colleges to begin to answer such questions is
by incorporating research results on institutional distinctiveness within
the broader context of strategic planning. Strategic planning studies that
assess the external environment and ways that educational needs are
changing should incorporate considerations of how an institution, its
faculty, programs, and traditions are distinctively suited to a given set of
emerging educational needs. What makes the concept of distinctiveness
so useful within strategic planning is that it 1equires answering the ques-
tion of institutional capability in relation to external conditions. This
type of internal auditing permits a look at the institution and what it
might be tomorrow in relation to what it stands for today. In addition to
anticipating what the emerging educational needs of the community
may be, the coll .ge must know whether those needs a1e appropriate to its
current distinctive character and to what it is becoming. Qne of the first
steps in this process recommended by nearly ait \.viters on strategic man-
agement is that a wollege sech answers to the questions, ‘What is our
mission, role, and scope?”’ and “What should be our mission, role, and
scope?”” (Cope, 1981. p. 3).

Because of the growing tendency during the 1960s and 1970s for com-
munity colleges to try to be all things to all people, and because many
four-year colleges have adopted open-admissions policies and admitted
large numbers of part-time and adult students, it has become 1increasingly
difficult for the public and indeed for faculty and administrators them-
selves to identify the distinctive mission of the communmity college. One
result has been a general lack of public understanding regarding the 10le
of the American community college in today’s soriety. George Vaughan
(1986), in his extensive study of the community college presidency, cited
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as a major research finding, that “the perceived overwhelming failure of
the community college has been the unwillingness or mability of its
leaders (o interpret and aruculate its mnission effectively, thereby failing
to present consistently a positive image (o its various publics” (p. 108).

Having a clear idea of the college's mission and how it is likely to be
pursued in the midst of a changing environment permits one (o relate
research findings on distinctiveness (o an image of the college not only
as 1t is now but also as it is likely 1o be in the future. Several potenual
applications in this regard could be particularly useful (o the college's
leadership. These include developing a shaied vision for the college
around which others can rally, marketing the college, creating and com-
municating a positive image of the college among both internal and
external constituents, interrelating college programs, and facilitating the
development of institutional integrit+.,

Building a Shared Vision for the College. 1n his book on the college
presidency, fanes Fisher (1984) stresses the importance of leaders devel-
oping a vision for the college so as (o provide a focal point around
which those within the institution can rally: “Although important fcr
all, a special presidential vision is especially important for small, Liberal
arts colleges and regional public institutions (two- and fow-year). Withm
such situations, people need a more significant collective identity, a sense
of pride that tends to inspire both new heights and saaifices for a grealer
cause” (p. 58).

Armed with knowledge about the institution’s empircal and per-
cerved distinctive characteristics, college leaders may usc these research
results as a springboard for constructing a shaied vision that helps (o
« fine what the institution stands for, how those who comnmt themselves
to the institution’s mission are commuing themsches (o a distinctive
cause, and why bemng associated with the college is part of a special
caliing.

Marketing the Institution. Markeung is a concept often confused with
the exiernal selling of the institution. According to Cope (1981), "'mar-
keting as pait of strategic planning, is mtended to assist institutions in
choosing the best match between what they can offer and the needs of
their constituents” (pp. 35-37). Knowing in what ways the college 1s
awempting to develop distinctiveness, especially if this is part of a strate-
gic process, peimits the college 1o positiun itself favorably with regard
to emerging educational needs and to develop a comparative advantage
over other colleges and universities. Emeiging educational needs ae
assessed against the mission of the institution and 1ts distine ive qualities
in an effort to establish a market niche.

Creating and Communicating a Positive Institutional Image. Ths
task should becoine more manageable as a college better defines for 1(self
what it percenes as its distinctive elements. External ielations can be
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guided as cmeiging msututonal qualities and elements ate idenufred
and given priotity. Publicetions can be developed with themes that pro-
mote the distinctive dimensions of the college. The total public relations
program should develop greater coherence and organization as a result
of establishing prionites about how th. communi, college plays a dis-
tinctive 1ole o1 provides a distinctive experience. By applying rescarch
tesults, the institution’s “image makets™ should be able (o 1epresent the
institution in a way that reinforces perceptions shared by faculty and
staff themselves, 1ather than promoting an image that to insidets appears
to be only so much hype.

Interrelating College Programs. Rescaich findings about an mstitu-
tion’s distinctiveness should be helpful not just on the institutional level
hut also on the programmatic level. The ways in which curricula and
services contribute to the institution’s distinctive character should be one
criterion used in program evaluation and at budget time when consider-
ing special funding aspects for strengthening prograins. Similaily, new
programs should be reviewed based on how they will promote the col-
lege’s quest for distinctiveness. Sumply having or adding prograns that
have unique features does not necessatily contribute to an mstiution's
distinctive chatacter. More impottant 15 how programs with distinctive
elements are interrclated to contiibute to greater programmatic coherence
within the mstiution, thereby creating a distinctive theme o1 pattern
that distingushes the college from others. Starting ¢ new program in
aerospace 1obotics technology may do hide for the mstitution’s develop-
ment of distinctiveness unless the program also can be related o a larger
institutional theme, such as a broad cor.mitment of prograns and sci-
vices (o the aerospace industry

Facilitating Institutional Integrity. Research on institutional distine-
tiveness can play a crucial 1ole i the development of stitutional integ-
rity by helping to define and maintain the core character and values of
the college i the mudst of 4 potentially turbule:nt external enyironment.
It is within the broader context of strategic planning that such research
se1vr, as g form of mternal assessment. What makes the mstitution dis-
unctive as seen foom the msider’s perspective has o be 1econciled with
how the institution 1s percenved from the public's pomnt of view and with
empirical 1escarch tesults. Wiat should emerge eventually is a closer
tGalescence between what many think the college should " and what 1t
ts in 1eality. What those within an institution thik the college 1s should
be compared with the changing external envitonment to see how well
the o match. Insights gained from tus compatison can be used to rasse
new questions about the future As Keller (1983) wiites, “While an insti-
tution’s own hopes and the outside forces of history e not exactly
‘'opposed,” anyone planning stiategieally for a college. school, o1 univer-
sity needs to keep two incongruous bodies of facts and 1deas—imternnal
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asprrations and external conditions—in mmnd at the same time and act to
move the institution ahead neveitheless” (p. 145,

The Two-Edged Sword of Distinctivenzss

The decision (o apply research results on a college’s disunctiveness
must be made with the awareness that mternal and external (o1 public)
perceptions of distincuveness provide both opportunities and problems.
Once an institution becomes widely reputed as having a particular dis-
tinctive charactenstic, such a reputation may well hmit the kinds of
imtiatives the public o1 the faculty will consider approptate 1o the col-
lege’s “tradition.”

It is essential that an institution’s distinctive qualities be taken mto
account as major policy or misston hanges are considered. For example,
if a technical mstitute decides 1o ¢xpand its mission by becoming a com-
prehenste commumty college, it will gain new oppottuniues for service
to the community but at a likely cost of diffusing 1ts perceived distinc-
tiveness ‘The mtended purpose may be to expand services, but the unin-
tended consequences might well be a blurring of the institutional wdentity
in the eyes of the community, college members, and suppot ters.

Ideally, developing institutional distinctiveness involyes worhing with
elements that are in a core area o1 are central (o the college’s mission.
But that 15 not always casy 10 do Sometimes achieving distinctiveness
requites beginning a new program, function, o1 service that, although
indeed distinctive, may miually be tegarded as only penpherally related
to the college’s main thrust. The danger of pursuing a distinctive clement
peiceived 1o be untelated ¢ the centiality of the mission is that, during
times of crisis or financial stress, that element may be seen as an un-
reascrable burden to the college’s core programs o1 services. Pursuing
distinctiveness may come (o be seen as an unworthy eftort that dispio-
portiona ' consumes scarce tesoumces and contributes to the college's
predicament. Rather than serving as a tallying point for the c¢ ege, such
disinctive programs become symbols of poor judgment and bad
manage,oni

Projecting 1 distinctive image to ihe public can also be a two-edged
sword. In the minds of sor > an 1mmage of what a college 15 also leads o
inferting what a college is not. Bv viutue of being known as low-cost,
open-door institutions, community colleges are also assumed (v be low
quality. By offering an anay of distinctive techmal programs, some
colleges may be 1egarded as “good technical schools” but not “real (ol-
leges.” Having attempted (o define more explictly what the institution
15 about, one tuns the tisk of having the public percetve also what it 1s
not i ways unintended by college leadership.
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The benefuts to a communuty college of undergoing a search
for mstitutional distinctiveness include increased morale

of nstitutional members and an improved image within the
local commumty.

Benefits of Conducting
a Search for Institutional
Distinctiveness

Barbara K. Townsend

The benefits of a searcti for mstitutional distinctiveness occur 1 thee

ages. (1) the imual benefits resulting frum undergong the search self,
(2) the further benefits detived from learmmyg the esults of the scaidh,
and (3) the benefits gained from using the results of the seaich.

Benefits of Undergoing the Search

When community college leaders deade to conduct a search for mst-
tutional distinctiveness, they are indicatmg, both w iternal and external
constituents, a commitment to mstitutional evaluation. Such a conumit-
ment is vitally needed in the community college, tor wo often those
within the insutution have shied away from an honest apprasal of it.
Troubled by charges of being “second best” (Zwerling, 1976) and of *“cool-
ing out” students who aspite to careers that others deem mapproptiate
for them (Clak, 1960). community college administiators and faculty
abso face being considered infenion by some in acadenia for working with
studenes who often have marginal academic shills, With then mstitution
assailed for not bemg like a more selective four-year one, many withim

B R Townsud ted ) 1 Search for Instatutional Dt iz enes
New Directons for Community Collegres 1o 65 San Franosco Josey Bass Sprng (U806 67
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the community college have 1eacted defensively. mamtamig that every -
thing they do is nght because then efforts ae for the 1ight 1eason—to
provide an education to those who would not normally recerve one. 1id-
ing behind good 1ntentions, those within the commumty college have
frequendy failed to evaluate candidly their own 1nstitution, both as a
sector of higher education and as a specific institution,

While few senior-level administrators have either the ume or the mch-
nanon (o enter mto nattonal debates about the value of the community
college, most of these admnistrators are concerned about the worth of
their own particular college. One approach to deiermining 1ts value is (o
conduct an institutional evaluation. A certain kind of evaluation takes
place periodically when a college conducts a self-study as part of the accred-
1ation process, but such a process 15 motivated by an external agency. In
addition, the self-study is often conducted with an eye toward correcting
or even hiding weaknesses rather than uncovening unknown strengths.
Conducting a search for mstitutional distinctiveness 1s another way to
evaluate an institunon. Since the decision to conduct such a search is
made voluntarily and not at the impetus of accrediting bodies or state
agencies, 1t indicates a clear commitment on the part of institutional lead-
ers (o have their mstirution be the best that it can be. By deciding to
conduct a search, leaders signal to faculty, staff. and students as well as
to community members that determining the msti*ution's strengths and
weaknesses 15 “‘standard operating procedure” in leading the mnstitution,

As well as indicating their commitment to evaluation, mstitutional
leader send out another message 10 internal constituents by deaiding to
search for distinctiveness. Since part of the search process involves ascer-
taining internal constituents’ perceptions of the cullege, these constituents
recenve the message that theii perceptions are important to the college's
senior-level administration Belief that one’s thoughts and feelings matter
to those who are in charge improves morale and contributes o a stronget
commitment to the msutution.

Conducuing an assessment of the instiution's stiengths and weak-
nesses 1s also one of the first steps in the suategic planiing process of
developing and mamtaining a “fit’ between the institution and the
market (Kotler and Murphy. 1981). As Robert Templm indicated m Chap-
ter 51x, a major use of a search for institutional distincuveness 1s for
strategic planning, the adoption of which has been stiongly endorsed for
successful management of mstitut ons (Cope, 1981, Keller, 1983, Masoner
and Essex, 1986-87; Myran, 1983). As part of stiategic planning, senior-
level adminisuators i community colleges need 1o take inventory of
their insuitution’s assets, such as its facilites and people, and ascertam
is disuinctive elements In so doing, they gain a better understanding of
their institution’s possibilines and himitations. 1his understanding will
help them determine the college’s appropnate educational niche m the
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local community. Deading o conduct a search for msutunional distine-
tiveness, 1in the manner desciibed in this book. demnonstiates a com-
mitment to strategic planning, for the search will yield much of the
information needed for this process.

Benef.ts of Learning the Results of the Search

When the resuits of the search are made known, institutional leaders
may make several discovenies, They may find that there 1s little, 1if any-
thing, that 1s distinctive about their particular commumty college. As
unsettling as this discovery may be, 1t can be beneficial. It may help
explain why the institution’s enrollment has been dechmng while that
of a nearby state college, simular to the community college 1n many of its
functions but distinctive in the mmage it projects, has been increasing.
Lven if the community college’s current enrollment is stable, discovering
that the institution lacks much distinctiveness may alert institutional
leaders to the potential for an enrollment problem if local residents have
no other reason to choose XXX Communuy College over YYY State
College or ZZZ Proprietary School excest that of cost. Lack of distinctive
institutional elements and capabihities 1s a serious detiiment 1n today's
fierce institutional competition for students.

A far more desired result is the discovery that a particular community
college has several empuically disiincive programs and 1s perceived by
both internal and external constituents o be distinctnve on some dimen-
sions considered vital to the learming process. Institutional leaders can
then be assured of the worth of their institution in the local arena of
higher education mstitutions The leaders, however, must be careful not
to rest content with this knowledge but must strive o maintain the dis-
unctve programs deemed economically viable and to encourage further
internal and external support for the dimensions perceived as distinctive,

Another discoverr may be that perceptions of internal constituents
and external constituents do not jibe. For example, faculty and acadennc
administtators may pride themselves on then tansfa programs only o
learn that those outside the institution believe these programs are infetion
to the equn alent general education offerimgs of the local state college or
prnate unnversity, If this difference m perception wete not discovered,
the insutution’s faculty and admimstiators would lack the mmpetus
reexamne the curticulum and the weading-learing process m order o
discover ways to stuengthen the academic programs and impiove then
mage 1 the minds of comimumty membets. Institutional leaders might
also discover that, while those within the community college may pride
themselves on thetr constant efforts to develop mnovative programs, both
academic and support services, those outside the community may be
unawate of the college’s mnovative efforts o1 may even be hostile to
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them out of educational conservatusm or fedr of nsing college costs. Since
the ultimate goal of a search for institutional distincus eness 15 the con-
gruence between internal and extemnal views of the msutution, 1t 1s
extremely beneficial for a community coilege’s leaders o leain of any
major disciepancies in these (wo groups’ views.

Benefits of Using the Results of the Search

A common complaint about evaluation is that 1t requires a lot of
work, yet its results are seldom used. During accieditation studies, many
institutions almost put their internal workings on hold while institu-
tional members conduct the required self-study. Yet the results of the self-
study are often not shared with faculty and staff and sometimes seem 10
go unheeded by administrators.

It 1s not enough 1o learn what, if anything, is distinctive about a par-
ticular community college. Institutional leaders must use this information,
not merely disseminate it internally and then dismiss it as “‘interesting”
but “irrelevant’” to the everyday management of the community college.

The information derived n a search for institutional distinctiveness
can be used in avariety of ways to benefit the mstitution both internally
and externally:

Fiist, the search for mstitutional distinctiveness may reveal that the
mstitution has several distinctive progiams and capabilities of which the
college can be proud. When this information is shared with faculty and
staff, one benefit may be their increased appreciation for then stitution,
Learning that the college in which one works has several distinctive
features is likely (o contribute to vne’s sense of pride in the institution
and to a more positive sense of 1dentification with 1t. A vimproved exter-
nal image may, in turn. result when these internal constituents verbalize
to their family and friends their pride m the institution.

Second, students’ morale can be improved as they, too, learn that ther
msttution is noteworthy for certam academic elements. Not only will
they have increased pride in attending XXX Community College but
this mcreased prnide may also result in other benefits to the institution.
Students who are proud of the msutution they attend make good reciunt-
ers of otha students. Also, for community colleges whose optiating
budget denves partly fiom local funding, students who are impressed
with the mstitution may be melmed to vote for mareases m local funding
for the mstitution. Fmally, once the students become alumm, they may
also be more mclined to make financial contributions.

Thnd, if the 1esults of the scarch should be “negative”—that 1s. 1f
they 1eveal that there 1s litde, if anything, that 15 distincuve about the
college—this information can be used with mternal consttuents (faculty
and staff) for the msututon’s benefir. For example, 1t may be revealed
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that the general education cunnculum s litde more than a pastiche of
courses yielding no curicular coherence. Such a1evelation can be used
to motivate the faculty to commut 1self o reworking the curriculum so
that 1t becomes a disuincuive mstitutional feature 1ather than a mere
smorgasbord of courses. Similaily, conflicing perceptions about mstitu-
tional features may result in improvement of specific ones. If faculty feel
that they are caring 1adividuals in the classroom but learn that students
and ‘or external constituents do not peiceive them in the same way, the
faculty need to reexamine their classioom behavior. After doing so, they
may decide that the behavior is entirely appropriate but simply misun-
derstood by students. Faculty could then endeavor to explain their actions
to students as part of the classroom interaction.

Fourth, use of the results of a search for institutional disiinctiveness
should ultimately result in an improved image in the local communty
once the college’s distinctive elements are idenufied or developed and
then clearly and consistently conveyed. If this occurs, enrollment gains
are highly probable. For example, as community members who desire
emollment in a particular program learn that XXX Community College
1s the only local institution where this program is offered, enrollment 1n
it should increase Similarly, if community members perceive that XXX
Communuty College provides a distinctive dimension to the teaching-
learning process, they may choose to enroll in the communmty college
not only because 1t is less costly than other postsecondary institutions
but also because they deem 1t 10 be the best.

Conclusion

An mstitvon that has conducted a search for mstitutional disting -
tveness can benefit in several major ways. (1 It can deternine the areas
in which it wants to be distnctive, (2) it can take steps to ensure distine-
tveness i these areas, and (3) it can take steps to ensure that these
distinctive elements are accurately represented to all 1ts constituents, both
internal and external The ultimatc benefit of a seairch for institutional
disuinctiveness should be an institution offermg progiams and services
that both 1ts intexnal and exteial constituents agree are yvaluable, When
the perceptions of these groups aie ascertained and brought into congru-
ence, community coliege leaders will be able to develop and mamtain
thenr msttution us a true “college of choice” (Eaton. 1987) within the
local educational arena.
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Tnton College’s search for institutional distinctiveness, assisted
by an outsice researcher, provided college constituencies with
new msights about thewr institution.

Triton College: One
Institution’s Search
for Distinctiveness

Barbara K. Townsend, James L. Catanzaro

While the preceding chapters have prescribed why and how leaders of a
community college should conduct a search for mstitunional distincti e-
ness, readers may well question if this prescnption o theory can uanslate
into effective practice. This chapter 1ecounts how the search for mstitu-
tional distinctiveness was undertaken at Triton College in Nimors and
what the results of the search were.

Triton’s Background

Founded in 1964 as a jumor college, Triton College 1s located m
Chicago’s western suburbs i the midst of 1esidential and industinal devel-
opments. When the Ilhinois Public Community College System was
established in 1965, Tiiton reorganized and became a comprehensive com-
munity college, part of a system that now has tharty-nime districts oper-
ating fifty compichensive colleges and enrolling « headcount of over
320,000 students in the fall of 1987 (Illinois Commur-ity College Board,
1988) The system’s colleges are funded primarily through state funds (in
the fosm of Hlinois Community College Board grants), local taxes, and
student tuition and fees.
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Encompassing siaty-thiee square mules with over 320,000 residents,
Thinon’s distiict 15 one of the laigest mdusuial centers e Ihnors With a
fall 1987 student headcount of over 18.000 tover 13,000 of whomn were
part ume), Triton 1s the second lairgest communmits coilege i Ianons
and among the ffteer largest single-campus community colleges 1 the
navon (Hinois Commuirty Cellege Board, 1988, Palmetr, 1988). Because
of 1ts s1ize and location in a major industiial centet, Tiiton has become a
leader in lagh-technology instruction. It 1s also known statewide for 1ts
strong centinuing education programs for health professionals.

Steps in the Search

The deaision to 1esearch systematweally the distiincuve elements and
dimensions of Triton College was the serendipitous result of an outside
researcher desiring to study the mstutation at the same tune as a new
presadent was assuming command of the college New to Ihnois and 1ts
system of community colleges, the president desired to leain as much as
he could about Triton College. At the same ume, a higher education
professor at a nearby university desired to study the community college
as a distinctive type of highar educadon mstitution. The approach she
sclected was to exemine a particular community college, in this case
Triton Ccllege, for its distinctive qualities and elements. When she
contacted Triton's new president, he was teceptive to her desize to deter-
mine Titon's distinctive elements and dunensions, since her data woald
assist hum m understanding the natuie of the nstitution he was now
leading.

Accordingly, her search for the disunane naware of Tiiton College
was begun with the full support of the instituion’s president. Her pres-
Jlce on campus as ¢ researcher was announced o campus constituenaes
thiough a memo to all personnel and through o wite-up i a mondily
Titon newsletter. In addioon, she met with the adinmistiative staff to
eaplain the project and to ask for theit cooperation and partcpaton,
The head of the faculty union was also contacted for the same 1eason

Data wete collected through muerviews and document analysis. Those
mtenviened were selected for one or more teasons. thenr position within
the college (for example, cach dean was interviewed), availability, refenal
by another person being mterviewed, o1 then requesting to be mnter-
viewved. A total of cighty-nine people were interviewed erther in person
or by phone. three members of the board of tustees, twenty-three admuus-
ttatots, mne middle managers, twelve dassified staff, twenty-two faculty,
mcluding two part-timers; and twenty students.

The documents that were examimed mcluded mstitutional 1eports,
brochutes about academic progranis and support services, student and
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institutional newsletters, and historical documents relating w the col-
lege’s founding. Documents weie 1eadily available since the college hes
an archive and an office of institutional reseaich.

Few problems were encounteted in the data collection process. Some
of those bemg interviewed inually expressed a concern about the
confidentiality of then responses; howezer, they readily accepted the
tesearchet’s reassurance that she would be the only on¢ to know who
made what responses. Her being an outsider to the institution as well as
someone who was doing the 1esearch in her role as a university professor
rather than as a paid consultant seemed (0 teasswie those being inter-
viewed, who generally were quite open in then assessment of Triton's
distincuive qualiues, both positive and negative.

Conceptual Framework

In the search for Triton's insututional disunctineness, two types of
distinctiveness—empurical and perceived—were sought. As indicated tn
Chapter Thiee, empirical distinctiveness exists when thete is tangible
proof that an mstitution differs from other institutions on a particula
element or dimension Peicened distinctiveness occurs when elements
o1 dimensions of an institution are thought by 1ts constituents 1o be dis-
tinctive even though there may be litle or no empincal 1eality o then
perceptions,

Distinctiveness does not exist i a void. Stating that an mstitution 1s
distinctive implies a companson to other institutions that perform the
same general functions. When educational leaders claim their college 1s
dist:nctive, they may be claiming it is distinctive in comparison (o other
institutions of the same type, 1o other types of «ducational institutions,
and or to other educational mstitutions in their communty, their 1egion,
their state, or even the nation. Thus, when the president of a community
college claims that her o1 his nstitution is distinetive, she ot he may be
saying it is distinctive in comparison (o other commuaity colleges. m
comparison to four-year colleges and universities as well as propnetary
schools. and ‘or m companson o other higher o1 postsecondary educa-
ton insttutions m the community, seivice 1egion, state. or naton.

To help focus the scarch for empincal and percenved disuncuiveness
when making these compatisons, the tescarcher established categones
or ateas that would serve as guidelmes o1 parameters. The following
ten, already dehneated m Chapter Two, wete used as the focusing
categoties. (1) mstitutional philosophy. (2) composition of the student
body. (3) academuc progiamns, (1) services, (5) delivery systems, (6) pet-
sonnel, (7) oiganizauon, (8) facilities, (9 finances, and (10) communiny
1elations,
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Triton’s Empiricai Distinctiveness

In several of these areas, it was readily appatent that Triton College
was in no way distinciive not did 1t attempt to be distnctne from other
community colleges in its tegion, state. or 1 the nanon. Its institutional
philosophy is that of all community colleges in Hlinors as well as com-
munity colleges generally. It 15 an open-door nstitution designed pu-
marily to serve furst-generation, lower-income. commuting students who
live in its surtounding community {Cohen and Brawer, 1982). Thus. 1ts
admussions policy is open doot and 1ts cost to the student 1s low ($27 pet
credit hour in 1987-88 for in-district students).

Its student body 15 typical of many community colleges. predom-
nantly white, part-time students in their late twenties (Cohen and Brawer,
1982; Triton College Statistical Abstract 1987), although over the last six
years enrollment of minorities has gone from 10 to 23 percent. While
Triton makes full use of such alternative modes of leaining as the micio-
computer and videotapes, its primary delivery system for mstiuction 1s
the naditional one of the teacher speaking with students in a formal
classroom setting.

Triton’s personnel are similar demogiaphically (o other community
college personnel. both in Ilhnois and in the nation . Cohen and Brawer,
1982; Hlinois Community College Board, 1988). Its organization,
finances, and community telattons are also typical for community col-
leges in Illinois and m many states (Cohen and Brawer, 1982; Hhinos
Community College Board, 1988). It is atypical financially, however, in
the amount of cotporate suppott 1t recenves: For 1986-87 Tiiton recen ed
the most corporate donations among public community colleges, 1ecen-
ing mote than 83 milhon ("Titon Ranked Number One,” 1988). Its
factlities or butldings are ty pical of many commumty <olleges (as well as
many state four-year colleges) built mn the 1960s. two-story conaete build-
mngs set on several acres (in Titon's case, thirteen buildings on 110 acres).

Itis in the areq of academmc programs that Triton achieves »mpirical
distinctiveness Fust of all. Tirton is disunctive in the quantity of 1ts
program offerings. With 161 academic prograims (20 of which are appren-
ticeship), it offers mote programs than any othet commuin.,  ege in
its senvice region {Illinois Community College Board, 1988). Tt also offers
more programs than do most community colleges nationally, although
Miamm-Dade Community College offers the most with 180 pu.., s as
of fall 1987 (Zweithng, 1988).

Quantity of piogram offermngs is one dinc sion of programmatic dis-
tnctiveness, but thete are others, The substance and stiucture of the aca-
demic programs or curricula also need o be evaluated for distingtiveness.

In tetms of substance or coment, Tiroon has « number of distingy e
occupatonal-teclimeal programs, These progratas have always been an

g f




E

O

RIC

77

imporant part of Tuton’s mmage and 1dentity. For many years inton
was known as the “Caieer Center of the Midwest™ (Mohi, 1981). Cunrentls
1t 1s the only commumyuy college in [llinots 0 offer seventeen of these
programs, which include laser electio-optic tecimology. nuclear medi-
cine technology. and waiter waitress naming. An addinonal ninecteen
occupational-technical programs are unique community college pro-
grams for uts service 1egion (Ilhmors Community College Boaid, 1988).
Some of these programs cover greenhouse operation and management,
robotics technology, ool and die making, and small engine repan. These
same programs are also unique for nonprofit hagher education mstu-
tions within 1ts local area.

Sometimes an institution’s academic programs are not distinctive in
substance or content but may be disunctive in structure. Bergquist,
Gould, and Greenberg (1981, p. 5) have devised a taxonomy of variable
in curricular structure, Their taxonomy, which follows. was used 11 exam-
ining the stiucture of Titon's academic programs.

I Tune: Dmauon and schedule of mstrucuonal unns

2 Space. Use of msiructuional and nonstructional areas both on and off
the college campus

3 Resources Instiuctional use of people. situations. and matenals, both
on and off campus, fiom instructional and nonmstiucuonal aicas

4 Organzation Anangement and sequencing of mstiuctional uwmts and
arrangement of academic admimstrative unis

5 Procedures Planning, impleme tung, evaluaung, anel ciediting instiug-
tional units

6 Outcomes Detimeg the imtended desired results of a paracular mstiuc-
tonal unit or academi program

Of all mgher educanion institutions. the communuy college has been
the most flexible and aeaunve m 1ts handling of cunriculat ume and
space Trton is no exception. Whale the majority of its cowses are offered
on a semester basis, Triton ale. otfers othar scheduling opuons, such as
eight-week condensed courses. flexible entiance courses for courses orga-
nized into self-paced leaming modules, and the Weehend College for
those who wish o complete o degree in certain programs by atending
only on weekends. The majority of Titton courses. no matter when they
are offered. are offered on camprs, erther in a tnadiional ¢lasstoom set-
ting o1 in a lab appropriate to the coutse content Like most community
colleges, however, Titon does offer (lasses at extention centers such as
area high schools

As a community college Titon 1s not disuncuye i ws flexible sched-
uling of nme and space. It 1s, however, distincive on these dimensions
I comparison to the area four-year colleges and unnversities and pio-
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prictary mstitutions that are 1its competators for studenis. None of them
provide as many schedule options or off-campus sites as Triton does

Like most community colleges, “[iton is versaiile ints use of curnie-
u' outces. Thus, it diaws heavily on people from local businesses
and mdasties o serve as adjundt faculyy m many of 1ts occupational-
techmeal programs dore sigmficantly, m 1ts degree and certificate pro-
grains, 1t s several agreements with regional mdustiies such as Fod
Motor Corporation to tram employees on site. These on-site facthites
contain the latest in equipment for the particular mdustiy, thus, they
repiesent valvable curticular 1esources for Triton.

Deviating from uaditonal cuntwular approaches on the strectutal
dimensions of organization, procedures, and outcomes requities mote
far-teaching msttutional changes than do deviations in time, space,
and resources. Thus, 1t is not swrptising that Tiiton 15 not distincuve
from other commumty colleges or from most four-vear colleges and
universities natonally m s handling of these dunensions. Organize-
tionally, Triton's instzuctivnal offenings in ats degice programs follow
the dommant model in Lighet education. concentiation or major. ge..-
eral education, and electives. Its procedures for ; lanming, implemenung,
evaluating, and crediting instiuctional units also follow the dorrimasi
models. The degiee o1 cert’icate prograin is basically designed by the
faculty and institution, and academic credit 1s attained primarily by
completing suceessfully the required istructional units. Student perfor-
mariee 15 assessed 1 mdividual courses with no global assessment made
duting o on completon of a program. If speaified, cducational out-
comes are delincated on a course-by-course basis tatha than on a pro-
grammatic or institutional basis.

In sum, over a fifth of Triton's academic program offerimgs are empar-
1 Iy distinctive in substance Triton s either the only community college
with'n the state or wathin 1ts service 1eg:on o offer these pro grams. In
addition, most of 1ts acadennc programs are not offered at four-,ear ol-
leges o1 universities since Le programs ate two years o1 less m length.,
Thus, Triton can eastly and accurately Jdaim some distinctiveness in
program content o1 substance among comsnuniy colleges and four-yean
colleges and universiuies i its region and state

Titon can less acamately dlann distiraiveness in tenmns of cartculan
structure, As a commuanity college, 1t1s more flesible then most four-year
colleges and unnversities, both locally and nato A, on the cunicula
dimenszons of tn. | space, and resoutces. But othar commmumyy colleges
in its service regron as well as i Hhnots and the nation have tme and
spatial arrangements sumiler 0 Titon's and also use community mems-
bets and materials as instuctional resoutces, On the inore “profound”
(Bergquist, Gould, and Greenberg, 1981) st uctural dimensions of orga-
nization, procedutes, and outconws, [iton s indistinguishable from

~
«J

ERIC

Aruitoxt provided by Eic:




E

O

79

most instittivns of higher education, whether they be community col-
leges, four-year colleges, or unive,stizes,

Academic progiams are not the only ones that can be assessed for
mstitutional distinctivenass. As do all higher education institutions,
Triton offers a variety of suppoit services and programs to assist students
in their academic endeavors. For example, Triton provides variable tui-
tion rates m three ways. First, students eligible fur honors seciions of
courses receive a tuittion waiver for them. Second, students willing to take
afternoon classes 1eceive a 33 percent tuition ieduction to encourage
their enrollment during "off™" hours, Finaily, Tiiton has what 1t calls the
Program Completion Incentive, whereby students who emoll in sopho-
more-level courses 1equired for completion of an associate degiee recenve
full taition wanvers To encourage students o complete their associate
degice and to till upper-level classt , Ititon offer, this unique program,
curtently the only one of its kind among two- and four-year colleges and
universities (““Triton Encourages Persistence,” 1987). Thr Program Con-
pletion Incentive is an example of an empitcally distinctive academic
suppott service or program io which Trivon can lay claim.

As a comprehensive community college, Triton offers not only aca-
demic transfer progra ne and occupational-technical programs with the
conconutant support services but also devotes much of its energies to
diverse continuing education efforts. For example, carcer development
needs of community members are met thiough vanous short-termi tiaining
programs, including ones for Lealth professionals. An  npottant part of
this «ffort 1s the Employee Development Institute (EDI), which works with
local businesses and mdustries and other ¢ munity groups to anange
on-site ttarning programs that develop emplc -es both professionally and
techncally, While many commanmty colleges carrently have such a pro-
gram, Tiiton’s EDI was one of the first in the nation, having been part of
Triton’s School for Continuing £ducation for over fifteen years.

Thus, 1 addition to the empirical distindive.ess of some of 1ts cur-
ricular offerings, Triton has several continuing education and support
services prograns that are o1 lave been distindtive among the community
colleges in 1ts service ared, Since they tem fiom the misston and naaue
of Triton as a community college, they are also distinctive activities
and programs among lucal lugher education instititions For example,
four-yem colleges and universities, by viitue of then offering four-year
progirams, woulil not ofier speaial finanaal mcentives o complete the
sophomote year of study.

Internal Constitueirts’ Perceptions

While ascertaiming what s emiprrically distincive about a particula
commr mity college is an iinportant pait of that Insatution’ search for

RIC 5

Aruitoxt provided by Eic:



E

distinctiveness, it is not the only parr. It is equally important 1o lean
how constituents within the institution perceive it.

To ascertain the perceptions of Tritea's mnternal constituents about
the distinctive elements of then mstuitution, the outside rescarcher et -
viewed a number of them, either 1n peison o1 by telephone. In the fall
of 1987, the researcher asked eighty-nine internal constituents (board
members, admistrative staff, middle managers, classified staff, faculty.
and students) to 1espond to the following question about Triton. "When
you think about Triton College. what really stands out 1 your mind
about the institunion:™ In addition, most of those interviewed were also
asked what they would say about Tiiton if members of the community
wanted to know why they should go there. This second question was
asked as another way of ascertaming what internal constituents percened
as valuable about Tiiton.

When constituents’ comments about Triton were examined, a number
of elements emerged as distinctive i their percepr:»ns. What was most
outstanding in constituents’ minds were the peop. who work at Tiiton,
A typical response was, “There are a lot of good peupi working for
Triton College. They are people onented. they like dealing with the
people, the public. People stay here hecause of the nice people they find
here.” Almost fifty positive comments were made about the faculty, who
recened praise fiom all constituencies for their quahty. therr qualifi-
canons, and thenn canng for students. Typrcal comments mcluded the
following:

® “We have very sttong faculty here; very, verv good teachers who

know then disciphnes well. They are doing research and are inter-
ested in media and technology

® “Theie ate a number of teachers hete who really care that their

s.udents can think,”

¢ “They seem to really care a gicat deal about then subject; they 'te

not thed of teaching vet.”

¢ “Foculty are very committed-—they will go that one stp farther for

patents and students,”

Qurte a few positive cemments v ere also made about Triton’s admim-
1sttation and staff (a term thet was someumes applie.t to all who work at
Triton, including the faculty). Pasonnel othet than faculty were described
as “dedicated.” “of very ligh caliber,” “helpiul,” and with “students’
mterests atheart.” The administration was praised for bemg “supportne,”
“willing o make dedisions.” and “good to work for.” Comments about
the administianon we ¢ sometimes nfluenc. Jd by the 1ecent anrival of a
new president Those who mention d his anival were quite optimistic
about Titon’s futrte with the new p osident. Sometimes specific groups
of staff were praed For example, stodents mentioned how advisers were
“raal friendly and helpful™ and “1eally seem (o be concerned,”
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While 1ts personnel (faculty, staff, and adminisuators) were percened
as the most positive element 1y constituents, Tiiton's program diversity
also was frequently mentioned. “In occupational-technical programs,
Triton offers more than any community college n the state, maybe in the
country ” “There are incredible offerings—a lot of curticulums offered
here are not offered at other colleges.”

On the other hand, the fact that so many of its program offerings aie
in occupattonal-technical wieas occasionally caused concern for Tiiton's
academic image. “Triton 1s no better or worse than any community col-
lege. They are still perceived as high schools with ash trays. Triton Col-
lege gets it [this imag"] because of 1ts so many career programs. Only the
dummies took vocational education in high school, so why would you
go to our place which spectalizes in career education?”

Triton’s low cost m compatison to other area colleges was also seen
as a distinctive feature. Some viewed Triton's low cost as providing *“a
mote cost-effective way (o get transfer courses out of the way," while
others saw the low cost as benefiaal to parents, who “won t [have (0]
spend a fortune while Johnny is n.aturing er learming he doesn’t want to
go (o college.”

Not only would Johnny's parents not have to spend much for him o
attend Triton but constituents also perecived that Johnny would be well
treated while there. Triton was trequently perceived as being distincuve
in its positive treatment ot students. Ty prcal comments included:

* “Students aie offeted direcion—not merely set loose. They are
offered direction through counsehing, advising, and » areer develop-
ment activities,”

* “The student will get here what he will not get n laiger universi-
tes. P2 will get the structor's attention.”

* “Sur unts will see faculty with Ph.D.’s every day whereas in the
umversity, you may see a Ph.D. only once a week."

Others cited ““the temendous potential for indinidual attentuon m
classes.” tlie “encouragement’ by instructors, and the “personahzed
approach”™ 1n the classroom.

Another element fiequently mentioned by those mtenviewed was Tii-
ton’s campus, which was perceived o be very attiactive, erther in con-
parison to those of tout-yeai colleges o1 other community colleges.
Typical comments were: “The facilities are much more atiactine than
those of many four-year colleges,” and “Our physical plant is nique.
We look hike a four-year umversity [sicl. We don't look like an office
building ot a bunch of Quonset huts in a cornfield, like many commu-
mty colleges.”

Constituents also noted the oppottunitics that Tiiton, as a commumty
college, provides students and the local community, * Triton, as a4 com-
munity college, 15 good for the student because students wouldn't go [to
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college] otherwise Its affordability and avarlability allow students o step
up " “Titon seems 10 serve a very good community need. A lot of the
people here were cultnrally depined. and Tiwon College helps them
culturally.”

Bourd members seemed to be the most aware of this dimension of
the institution, claiming distinctiveness for it because of its “opportu-
nity . to adapt uself to changing needs m the commumtv. It can
idenufy necde and design programs to meet commumty neeas.” Board
members also cited Triton as an institution that 1s ““a center w here people
can meet for academic. social, and cultwal reasons.” Otaer constituents
saw Triton’s “community orieniition” as distinctive because the mstitu-
tion “‘tries to reach out into the community and dey elup it, make . . . [its
members] moze aw e, draw them 1nto the college.”” As oi.e respondent
said, Triton is “comn.umty based. It is so integrated into the communiy.
Everything goes into the suil. We grew from * and returnied to 1t tenfold

In additon, 1ts members, patticularl ose m admnistration and
middle management, peiceived Tiiton as an mnstitution whose adminis-
tration encouraged staff members o be “innovative,” “entrepreneunal,”
“creative,” and “.1sk aking” and enabled them to be so by being “non-
buteaucratic™ and capable of “turning on a dime™ or making a “quick
esponse’ to new ideas Triton was also perceived as ““aggressive m initiat-
ing state-of-the-art things” and always “sceking out the cutting edge.”
Occasionally the board of trustees’ role in engendaamg this kind of ¢h-
mate was cited ““Triton 1s innovative because of . . . a board that more or
less gave the admimstration free rem.” *The hoard 15 very suppottne of
:he college and baswally allows the college to admmster 1self.”

While an occasional classified staff or faculty member prased Tinton
for being “mnovat.ve” or “1isk takmg,” constituents of these 1wo groups
wete more apt to inention how “supportive’” the in.titution or members
of it were. For example, one faculty member said, “Thete 15 2 lot of
support for individual faculty members,” while a classified staff member
said, “The mstitution is supportive of you betiermg yourself through
education.” Others spoke of the “encouragement” of new programns and
offerings and of admimstiative suppoit for mnovauons thiough the
provision of released time and money,

In sum, what stands out positively about Trton College for its taternal
constituents is Tiiton's people (admmistation, staff, and faculty), 1ts pro-
grammatic diversity, the benefits of attendance for students. its low cost.
its attractive physical appeaance, its 1clationship with the local commu-
nity, and 1ts supportive atmosphere for mmovation and sk taking

While constutueras see these and othets as distinctiy e aspects of Ttiton,
some constituents alse expressed reservations about Triton Faculty some-
times menuoned (o.ice1ns dl)()lll the quahity of students at Tiiton, as m
the followmg comment. \
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® “Swudents here don't know how to go to school.. . They don’t
have the commiument to quality work. Schoolw otk 15 low on their
priority hist, after work, the opposite sex. etc. They don't mmvest n
the future. Short-terri gratification is mote important.”

* “Students lack ihe peer influence [thete would be] at a better

school.”

* “Higher-level academic students aren't challenged here.”

A few constituents expressed concern about Triton’s tendency “to 1est
on its laurels,” to place “emphasis on the sizle rather than the sul
stance,” o1 “to stress quantity rather than quality.”” Several negatinve com-
ments focused on the board of trustees and the political nature of Triton.
In particular the relationship of the board o Triton was cited as being
distinctive but not in a posttive sense. “Triton has a very . .. unusual
board relationship. Triten 1s very board driven—to the point of interfer-
ence. There are tradeoffs. The administration can get travel money, etc..
if the board gets its way, but this 1s not for the good of the institution.”
“.xs an nstitution, Triton is unusual because it seems to have such polit-
1cal overtones because of the board of trustees’ effect on the college. Tiston
1s managed from the outside through the board of trustees, which has a
nonscl.ool orientation and uses Triton as a political entiy.”

While pohtics and the board were often mentioned in the same breath,
the pohitical nature of the community and of Triton weie also mentioned.
“This 1s probably the most political school. at least m the Cook County
community colleges—probably in the state. Why? Because Triton pro-
vides a lot of jobs for people—a place for politictans to get a lot of
people working. It has politicians thinking. ‘This 15 my college with
contracts to be awarded and a budget of $32 million a year.””

Evaluation of Triton’s Distinctiveness

When Triton is compated to viher community colleges, its empeal
distinctnneness emerzes a: a mamfestaton of its size and financial
resources. With s yearly headcount of over 18,000 students, Tiuon 15
among the fifteen largest single-campus commurity colleges m the
naton. Its high headcount has been a factor m tts receiving large
amounts of state funding. In addition, Tirton is fortunate to be mn « state
with a funding formula that enables community colleges 1o carry out
therr diverse functions Also, the three communities that provide local
funding for Triton are prosperous ones that have traditionally been sup-
poitnve of providmg fund, for Triton. Equally impoitant, the leadership
at Triton has been both diligent and creatne m searching out and obtain-
ing 1esources, whether those resources be state nd federal grants ot equip-
ment donations from local idustry. Conscquently, Tinton has the
financial 1esources to offer a wide vanew of academic programs and
innovative support services.
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Because of its size and the consequent financadl resoutces that stem
from large size, Triton can afford to offer a wide range of occupational-
technical progiams. Within 1ts service region and state, Triton is an
empirically distinctive community college because of the large number
of academic programs it offers. Nationally it joins the other large com-
munuty colleges, such as Miamm-Dade, in offering hterally dozens of
occupanional-technical programs. Smaller community colleges simply
-annot be distinctive in their quantaty of program offerings as compared
to nstitutions the size of Triton.

Triton can also afford (o offer occupaiional-technical programs that
have very high equipment costs. Programs such as robotics technology
or laser electro-optic technology wie not common offerings of most com-
mumtv colleges, partly because the equipment costs ate too high. Thus,
Triton achieves empirical distinctiveness 1n the content of many of 1ts
occupanonal-technical program offerings partly because it can afford e
CQuipIMEni costs.

Large size and abundant financial resources do not make for auto-
matic distinctiveness in transfer programs. Communty colleges that have
achieved dis instiveness in these progiams have usually done so through
thewr requirements for the general education component of the associate
of atts degree. For example, Kirkwood Community College has achieved
natonal distinction, including praise from Wilham Bennett (1984), with
its revised general education program emphasizing the humanities. As
indicated earlier. the reqmrements for Triton’s assoctate of arts degree
follow the standaid distributive model in academia

While 1ts financial 1esources do not seem 1o have stumulated institu-
tional members to develop a disunctive general education curnculum,
the abundance of resources may be a factor in the physical attractn eness
of the mstitution, especially its grounds. Although the architectural
design of the buildings 15 not distinetive, the builldings are well kept.
Attractive wood paneling and trim adorn much of the second floor of
the building that houses the office of the president and those of some
adimmistiative staff The wood pancling and tunn are a legacy of Tii-
ton’s first prestdent who belicved in “going first class” (Fiye, 1987) and
had the financial resoutces to do so. The campus itself is nicely land-
scaped with wedl-tended grounds. Perceptions regarding the attractive-
ness of Tiiton are firmly based in realizy. Less “teal” o1 accunate mnay
be perceptions that ‘friton is more attractive than other educational
msttutions, since empitical compatisons of this kind would be difficult
to make

Perceptions that Trton 15 providing opportumties for community
members also seem well fonnded. As a community college, Titon 13
typical Lt aesponsiveness o the needs of the communities it serves,
While Titon College’s name dues not mdicate that it 15 a commumty
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college, mternal constituents’ perceptions that Tiwon 1s mtimsically
hnked to its sunounding communities are well founded.,

Among other types of laghuar education mstitutions, the mam 1efer-
ence point for Triton’s mternal constituents was “the umversity,” Con-
stituents tended to compare Triton to “the university” and find the
umiversity lacking For example, several Triton cons 1tuents mdicated
Lhow Triton could better serve students than could “the university "’
because Triton students would be taught by faculty, not teaching assis-
tants (TAs), and would receive more attention from instructors.

If one accepts the premises that TAs are not as effectve instractons
as regular faculty and that small classes lead 1o gieater attention from
instiuctors, then constituents’ perceptions that Titon serves students bet-
ter than does “‘the universiy ™ are correct. Because Tion 1s not a univer-
sity, 1t does not have TAs in the classroon.. All instructors, whether full
or part tme, have factlty rank. With an average on-campus class size of
19.3 (Ithnois Commun’ty College Board. 1388), Triton's  lasses are small.
They are small partly be.ause the classrooms were built o accommodate
no more than thirty-five scadents. By companson, at the Umversity of
IHmoris-Chicago, the state university that recenves the lagest number of
transfers from Triton (McNerney, 1986a), classes for freshmen and sopho-
mores may contain anywhere fiom 5 to 412 students, although the fall
1986 average for 100-level couses 15 21 8 and 18 § for 200-level courses
(Nelson, 1988).

Triton constituents imphed a comparison to all other types of educa-
tonal mstitutions when they mennioned 1ts low cost as one of 1ts distine-
tive features. Constituents also perceived Titon o be distinetive m the
attention students receive from faculty, at least i companson to unn ersity
faculty These vwo features, however, may make Triton distinctive 1 com-
parison to other types of igher o1 postsecondary institutions but not m
companson to other community colleges. Tradinonally, community coi-
leges have been no- ot low-cost mstitutions and have (laimed 0 give
students a great dea! of academic attention (Cohen and Biawer, 1982,

In sum, Tiiton 15 empitically distinctive from many communit, col-
leges in the diversit of fts academic programs, paruculatly in its occuga-
tonal-technial programs. It also offcrs some support services that are
distinctive or even unique for commuuntty colleges. A history of admnis-
uative suppott for innovanon has tesulted in the ceation of some ot
these support services as well as of many community education activities
While us facilities are not archatectunally unusual. they and the CARPy
are perhaps distinctive 1n being well kept,

While Triton is perceived by us mternal constituenss as being distine
tive among higher education mstitutions m the quahty of its personnel,
especially the faculty, there 1s no evidence o indicate that this “erception
15 accutate: Another percepuion for which there s httle empiical evidence
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15 the behel that Triton faculty are more canng and provide more nd-
vidual attention to students than do faculty at other lgher education
mstutions, especially the unversity. Perthaps the existence of these per-
ceptions 1s more 1mpottant than then accuracy. Sutely 1t 1s a plus for
an institution if those who work within it beheve that 1ts personnel are
outstanding and that the major service 1t provides, i this case faculty-
student ntrraction, 15 better than that provided by mstitutions with a
similar function. These perceptions help Triton's internal constituents o
justify the existence and the value of their institution

Potential Value of th* Search to Triton

Much of the value of a search for distinctiveuess is that 1t forces an
institution to take a hard look at 1tself. For example, Triton now knows
that some of its academic programs are distinctive m content or substance
(that 15, that no other arca or regional o1 even state institution offers
such Lrograms) but that all of these distinctive progra ns are 1n occupa-
tional-technical areas. While :t may be dif _ult for Truon to develop
transfer programs that 1re distinctave m content because of the concern
for transferabihity to fout-year colleges and universities, Ttiton's leaders
should consider applying the same sort of creative, inovative spirt o
the content development of their transfer programs that they apply to
their occupational-techmical programs, support scivices, and other college
activities.

An analysis of distincuveness in curticular structure has also reyveaied
that Truiton's “innovame” cfforts in cutriculum development pettain
primatily to the curncular dimensions of time and space, the ones least
“profound” m nature. Those within Tntou should consider if more fun-
damental structural changes can and should be made or if members arc
content to “tinker” with the curnicula at the lowest levels of stiuctural
change.

Tirton also needs to consider the diawbacks or the negative side to its
support of entiepreneurialism and innovation. While many distinctive
projects have resulted, a number of projects have failed, with hule follow-
up evaluation as to why. More important there has been no particular
focus o the innovations. Instead. there has been a kind of scattershot
approach that wotks agdamst the aeation of a disunetine element o
dimension beyond that of global support of mnovation

Similarh, Tiiton’s encouragement of a muluphan of programs and
services vields an msttutiondl image of “something for everyone.” the
motto of community colteges m the 1970s. The downside o this
approach s that not everything can be done well, Particulatly since its
entoltment 1s cuntently diopping, hiaton may wish o consider pulling
back from some of these ac.nvities, determiming which ones it does pai-
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c cularly well and which are in demand by 1ts service ared, and foc using
Ls ettorts on these In so dung, Triton mav enhance its madge for quahny
as well as quanuty.

Triton should also check out the perceptions of its inter 1al constitu-
ents with those of 1ts exteirnal constituents. While Tniton ha  onducted
sutveys of 1ts image within the community in previous years (Mc Neiney,
1986b), the puipose of these surveys his been merely 10 ascertain the
perceptions of exteinal constituents not to gather these perceptions to
compaie them with those held by internal constituents. Those within
Truon perceive 1ts personnel 1o be outstanding and 1ts students to recen e
greater faculty auention than do students at other colleges and universi-
ties. Since 1t 1s almost impossible 1o verify the accuracy of these petcep-
tions, what matters 1s if members of the commumty hold s mlar ones. If
they do, Tinton should continue 1o emphasize these dimensions i ats
marketmg of the institution. If external constituents do not hold similai
petcepuons of Tuton personnel and o1 of faculty-student interaction,
Trion uay wish o imvestigate the disparity betw een external and mternal
constituents’ percepuions to determine if personnel changes need 1o be
made o1 if classroom practices need 1o be altered.

This search for instuitutional distinctiveness has provided Triton with a
better undersianding of itself as an educational instutution, both i con-
parison to other community college> and m companson to other sectons of
higher education. Triton has found that 1ts disting s #ness in compartison
to many community colleges in Ilinors and in the naton sters largely
from its size and resoutces Its distincuiveness 1 compatison: 1o other sec-
tors of higher education stems from s bemg a commumty college. Triton
mnay well wish to hainess 1ts ethos of entreprencutialism and inovation
i order to focus on ways 1o strengthen further its best programs and set-
vices, pethaps eliminating the less effectine ones, By so domg, Triton will
find its distinciiveness based equally on quality and quantity.
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Sources and Information:
Discovering Institutional
Strengths and Limitations

Glenda K. Childress

All colleges are not alike. A search for mstitutional distinctiveness can
open up new opportunities for educators o learn about a community
college’s stiengths and limitations, The {irst step in conducting such a
search 15 to 1dentfy the processes that will afford valid, reliable infor-
mation about distinctive charactenistics—those empincal and perceived
qualities that are valued by mternal and external constituents.

Many documents in the ERIC data base will provide sou ces of infor-
mation to dassist 1 institutional self-assessments. The anrotated %.5li-
ography that follows 1s divided into two sections. models and gu’delines
for institutional assessment, and examples of mstitutional self-studices.
The fuist section offers methodologies for measuiing a community col-
lege's quality and performance, as well as other characteristics, and
mcludes frameworks for mcorporating reseaich findings nto the col-
lege’s mission. The lauter section 1s compnised of reports that detal the
process and results of self-studies undertaken by several commumity
colleges.

Unless otherwise indicated, the ERIC documents listed 1 this biblhi-
ography are available in microfiche or paper copy tiom the ERIC Docu-

B Rk Townsend ied 1 1 Search for Institutional Distinctiveness
New Duections i Community Colleges no 65 San Fuanaso Joses Bass Spring 1989 89
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ment Reproduction Service (EDRS), 3900 Wheeler Avenue, Alexandna,
VA 22304-6409 (1-800-227-3742). The microfiche price for documents
under 481 pages is $0.82. Prices for paper copies are: 1-25 pages, $1.94;
25-50 pages, $3.88; for cach additional 25 pages, add $1.94. These prices
are subject to change. Postage must be added to all orders. The journal
articles included in this bibliography arc not available fiom LDRS and

must be obtained through regular library chanuels.
Models and Guidelines for Institutional Assessment

Clarke de Toro, M. F. 4 Design for Evaluation of the Inst:tut.onal Goals of
La Montana Regional College. Puerto Rico: La Montana Regional Col-
lege, 1984. 78 pp. (ED 253 292)

Describes the design of a system by which solid, erapirical evidence of
institutional goal achievement could be collected. The project report
includes a discussion of the purpose and design of the project; a review
of the literature on institutional goals and the appropriate means for
measuring goal achievement; an enumeration of the goals of La Montana
Regional College and the process measuies to be applied; and a time-
table for the design of outcome studies.

Findlen, G. L. Program Reuview: A Model Communaty College Process and
Instrument. New Orleans, La: Delgado Communit, College, 1987. 25
pp- (ED 276 483)

Provides an overview of the development of a program review process
and instrument, and the subsequent validation of the process on three
programs at Delgado Community College (DCC). Describes DCC's com-
mitment to the development of a program review pirocess as a means of
enabling the college to respond more quickly to tecknological and eco-
nomic changes. Appendices include a bibliography of materials on pro-
gram review and DCC’s program review documents.

Florida Community College. Florida Communaty College at Jacksonuille:
Institutional Assessment. Jacksonville. Florida Communty College, 1987,
57 pp. (ED 203 585)

Looks at Florida Community College at Jacksonville's istitutional
assessment process. The report explains the role of institutional assess-
ment m a cycle of planning, rescarch, and marketing, and establishes the
scope, purposes, and uses of the assessment. Gf particular mterest 15 an
overview of scheduled im-depth reviews of all units and the preparation
of reports on orgauizational stiengths and weaknesses.

McLeod, M. W., and Carter, R. A. “The Mcasure of Quality in Two-Year
Colleges.” Community College Review, 1985-86, 13 (3), 14-20.
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Details the methods and findings of a survey of current assessment
practices in two-year colleges. Lists traditional quality measures and five
approaches to assessing educational quality. Concludes that though many
colleges are involied in formal quulity assessment, there is limited agree-
ment on definitions or measures cf excellence.

Moore, K. M. (ed.). Assessment of Institutional Effectiveness. New
Directions for Community Colleges, no. 52. San Francisco: Jossey-Bass,
1986.

Examines the context of the current intense interest in educational
. Hectiveness. Presents basic steps in assessing institutional effectiveness
(such as developing meaningful statements of institutional mission and
goals, designing and implementing an institutional planning process,
and identifying indicators of effectiveness). Discusses the current potential
contributions of the institutional research components.

Swodley, R. V., Jr. An Approach to Postsecondary Accreditation with the
Efficient Use of Hurnan Resources and Cost Containment Methods. Clare-
mont: New Hampshire Vocational-Technical College, 1985. 27 pp.
(ED 271 150)

Describes the single self-study method for both institutional and pro-
gram accreditation that was developed and field-tested at New Hampshire
Vocational-Technical College. The report details the process of concep-
tualizing, planning, and organizing the project, and provides the methods
and format of the self-study model.

Thompson, C. P, Alfred, R. L., and Lov/ther, M. ““ ‘Institutional Effort’:
A Reality-Based Model for Assessment of Community College 2roductiv-
1itv.” Communuty College Review, 1987, 15 (2). 28-37.

Presents a model for measuring community college effort (for exam-
ple, current versus desired performance in the provision of programs,
policies, and services) based on the contert of college publications, work-
load policies and procedures, student and faculty perceptions of educa-
tional needs and existing programs, institutional support expenditures,
and student-teacher ratios.

Townsend, B. K. “Past as Prologue: Seeds of an Institution’s Identty.”
Commumty, Junior, and Technical College Journal, 1986, 57 (1), 46-49.

Provides guidelines for conducting reseaich on a community college’s
past as a means of gaining insight about its institutional strengths and
weaknesses and future uireciions, Suggests groups to interview and docu-
ments to analvz to construct the factual chronology and ways of seeking
out campus lore and customs to enrich the history.
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Yosemute Community College Distiict L dssessment Guide, Modesto, Calif..
Yosente Community College District, 1983 76 pp. (ED 246 950)

Outline, an assessment process designed 10 provide an overall plan
and stiuctune for the ongomg teview and updating of all underakings in
the Yosemite Community College Distiict An overview of the assessiaent
process outhnes 1ts thiee major elements. the basic mformanon system,
periodic 1eviews conducted at the unit, coliege, and distuct levels, and
the 1evisions and reallc adons called for by the 1evies process. Details
the planning process ac the umt and college level, coverng mission.
goals, and priotinies and instiuctions for college-level 1eview.

Zammuto. R. F, Kiakower, J. Y., and Nina. S. L Development of the
Twwo-Year I'ersion of the Inshitutional Performance Survey. Boulder. Colo.
Nationai Center for Higher Fducation Management Systems. 1985, 113
pp (ED 269 u86)

Desciibes the development and ficld testing of a two-year college ver-
sion of the Nauonal Center for Higher Fducation Management System's
(NCHEMS) Insututional Performance Swuivey (IPS). an instiument
designed 1o provide infoimation on the perceptions ot vanous groups
about the everall tuncioning and performance of the institton.
Includes an exteasrve executive 1eport on the field-wsung pottion ¢f the
study, presenting the iesponses of faculty and staff 10 questions 1elated o
changes in the college envionment, entollments, 1evenues, istitutional
functioning, college cultare, mstuutional suategy, resource allocation,
and mstitunional effectveness,

Examples of Institutional Seif-Studies

Barden. J. E  Self-Study: Standing Rock Commumty College. Noith
Dakota: Standing Rock Community College, 1984. 114 pp. (ED 252 365)

Looks at a study condue =1 by the admimstiation, faculty, staft, and
other constituendcies of Starding Rock Commuaity Gollege n prepdration
for 1ts minal acaeditanon visic in Apiil 1984, The purpose of the study
was to provide complete destriptive irformation about the institution,
focusing on the college’s purpose. the people it setves, 1esoutces, manage-
ment functions, mstauction, and student community services The study
1eport explotes the steady grow th of enrollment, cfforts o mprove effi-
ctency 1 both facility care and student services, and shoit- and long-term
goals for organizing college resources and achieving results.

College of Lake County. Self Study, 1985: College of Lake County. Gravs-
lake, H1: College of Lake County, 1985, 160 pp. (ED 26+ 91¢)

This report tepresents a compiehensive self-analysis by the College
of Lake County (CLC)., which sought to imolve the entite msttution
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1 an oxamimation of CLCs mission, 1esowces, accomphshments, and
future plans The purpose of the self-study 15 exploted. as 1s the assess-
ment ana evaluation of programs and services, futue duirections elated
to the wllege’s mission and mstitunonal planning process, and the
work of cach commuee mmvolved o the self-study process and 1t
conic lusions

GMA Reseanch Corporanon Communaty Colleges of Spokane Employee
Swrvey. Bellevue, Wa  Spokane Commumity College '985. 51 pp.
(ED 261 732)

Details a sunvey of Commumty Colleges of Spokane employees o
wdennfy the stiengths aind weaknesses of mternal commumecations,
detcrmine the colleges’ nnage among 1ts employees, to evaluate the
colleges’ delivery systent. and o provide mformaton regarding futute
duirections, The survey msttument and results are appended

M -Dade Commuiaty College. Miami-Dade Communaty College 1984
Institutional Self-Study. Vol 7. Mutchell WWolfson New World Center Cam-
pus Study (Evaluation of the Center for Business and Industry). Fla..
Miann-Dade Commumty College, 1985, 65 pp. (EI) 259 775)

Part of a systemauc, m-depth assessment of Miann-Dade Commumnity
College’s (MDCC, educanional programs, student suppott systems, and
selected campus-level actnvines, ths voluiue of the college’s sell-study
teport exatnes the impact and effectiveness of the Center for Business
and Industiy at MDPCC’s Wollson Campus Of parucular imterest 1s a
section that descnibes the 1escarch design, which imvolved mtarviews and
sunveys to determmne the perceptions of faculty, staff, adomnustrators, and
program parucipants, evaluation sesults and condlusions, and recom-
mendations and mplementation plans.

Maotres, P,oand Tuthill, S Internal Assessment as @ Fust Step i Strategac
Plarvung. Wilmigton., Delawate Techmeal and Community College,
1986. 25 pp. (ED 272 262)

Detals the mteinal assessment process imuated at the Wilmingion
Stanton Campus of Delaware Techmaal and Commumun College in prep-
atation for a reaccreditation study and in response o o chmate of 1apid
internal and external change. The putpose of the internal assessment 1
detatled, the 1oles played by the rescarch team are descnibed. the models
used 1 the assessinent design ate explaned.  1d samples of data collec-
tion mstruments are proyvided, along with a discussion of steps in study
design and implementation. The teport condludes with an exammation
of the outcomes of the mtemal study, induding the itegranon of strate-
gic planming into organizanonal sttucture and the acaeditation reaffi-
IAoON Proeess.
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Raddliffe. S. K., and Novak, V. E. Howewd Commuouty College Staff Ser-
vices Evaluation, Spring 1985, Research teport no 1. Columbha, Md..
Office of Insttutional Research, Howard Cornnunity College, 1985 118
pp (ED 256 455)

Describes a study conducted by Howard Community College to eval-
uate 1ts provision of services during fiscal year 1985, The 1esponses to a
133-1tem questionnane of twenty-lour facults, thirty management team
merabers, and thitty -eight suppor ¢ staff members are provided. The eval-
uation repott mcludes tables showing. for cach setvice area and ques-
tronnarre item, mean scotes, number of tespondents i each job category,
frequency counts, and overall mean scotes.

Steiner, S. Genesee Communuty College Self-Study and Evaluation. =~
presented at the Conference on Institutional Self-Assessment. Mad Lon.
N J.. March 16, 1983. 17 pp. (ED 258 622)

Provides a description of the self-study program review process devel-
oped by Genesee Community College (GCC) as an alternative o the
taditional Mddle States evaluation process. The papet examnes the
history of self-study at GCC from 1980; explotes the r1oles and respons:-
brlities of the Sclf-Study Steering Comumittee, lists the topics addressed in
program self-studies (such as program history, goals, effectiveness mea-
sutes. cohesiveness and plans), and notes the importance of information
shating within the internal committee structure. The report also addiesses
the dissemination of self study findings, and outlines the benefits and
Imuations of GCC's 1eview process.

Weeks, R, G., Ji. Challenges of Conducting a Self-Study Process: Small
Two-Year Institutions. Powell, Wy, Northwest Commumty College. 1986,
198 pp. (ED 274 398)

Provides a description of the acareditanon self-study process employed
by Northwest Communiy College (NCC), aiong with a copy of the final
self-study report thar includes information on NCC's mission and goals,
programs { mstruction, students and student services. facults, mstruc-
tonal support services, financal resowaces, physical faaliues, community
tesoutces, and mstitutional dynamics. Informaton 1s presenced on how
the curtent college organizational stius ture was used o conduct the self-
study, and the advantages for small colleges of using existing orgamza-
tonal stuctures rather than creating special self-studs comnntiees

Glenda K. Cluldhess 1s admuastative coodinator at the ERIC
Clearinghouse for hwmor Colleges, University of Califorma.,
Los Angeles.
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From the Editor’s Notes

In contrast to the wsual approaches to pustitutional image.
this volwme of New Duections for Community Colleges
emphasizes imstitutional substance and realitv, Conducting
a scarch for institutional distinctiveness along the Lines
suggested m ths sowrcebook s a form of evalwation. The
search shows a college’s leaders the dimensions on which
the college 1s distinctivoe as an educational mstitution

and those on which it 1s not: leaders can then deternune
whethey the mstitation’s existing distinctive dimensions ave
unportant or af mme substantive ones should be sought.
The wltimate resudt will be a more distinctive instrtution,
one whose exteynal image matches the mteynal realuty.
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