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BEYOND AFFIRMATIVE ACTION: LEADERSHIP DIVERSITY THAT WORKS

J. Richard Gilliland

While the planet is consumed with the need for
people who can organize, manage, and lead, most
countries of the world utilize only a small fraction of their
human potential. Only parts of northern Furope and
North America have begun to recognize the rich reser-
voir of leadership potential represented by women and
persons of color wnd are developing mechanisms to
utilize their talents and capabilities. Given the reality of
changing demographics in countries such as the United
States and Canada, itis simply good public policy to take
advantage of the full range and diversity of human
resources resident in their citizens.

Similarly, community colleges need to make full use
of the leadership talents and capabilities of women and
persons of color. The majority of community college
students are women, and they should lnbnmllv play a
significant, even majority, leadcrshlp role in these insti-
tutions. Increasing numbers of students are nonwhite;
many are immigrants from all parts of the world. A key
challenge facing community colleges in the 19905 is to
develop leadership teams that represent the diversity of
their students and community constituents.

The Benefits of Diversity

Having men, women, and people of color in educa-
tional leadership and management roles adds diversity
toalltypes of organizations. Insystems theory, diversity
1$ a natural property that allows for creativity and the
testing of new ideas. Diversity encourages experimenta-
tion, with the result being an even more diverse system.
Profound diversity is characteristic of all patural
ecosystems, including human ones.

Thelogic applies to the inclusion of culturally differ-
ent people in the leadership team of a community
college, including persons of color, people from different
age groups, persons from other countries, people from
diverse work experience backgrounds, and even people
with differing personality types. Such diversity encour-
ages new program development and institutional
innovation, while also mitigating the all-too-human
tendency to continue unexamined past practices well
beyond the point of effectiveness. The more points of
view and the more references of experience there are, the
more options that appear in response to both problems
and opportunities.

Beyond Affirmative Action

Despite some retreats in the past decade, most major
private corporations and nearly all public institutions
have committed themselves to affirmative action. Yet,
even the most fair and committed to equal opportunity
have generally failed to understand how to go beyond
affirmative action to truly benefit their organizations.
Qualified and capable women and minorities may be
hired but infrequently move up, resulting in the loss of
highly qualified emplovees despite huge investments in
expensive programs to recruit them in the first place.

However, the very best organizations develop an
expanded vision of affirmative action that includes an
appreciation of real cultural diversity as a kev strength
characterizing their leadership teams. No matter how
well meaning, organizations that limit their view of
affirmative action to fulfilling some notion o f fairness, or
worse, to passing legal or regulatory muster, miss the
opportunity to become better organizations.

Similarly, community college leaders that go
bevond affirmative action and equal employment
opportunity can realize the full benefits of student, staff,
and leadership diversitv.  Their institutions become
more adaptable, their curricula more responsive to
student and community needs, their policies and proce-
dures more attuned to real world concerns, and their
leadership teams more flexible and innovative., This is
casier said than done, for mainstream values extol the
"melting pot,” which calls for a fusion of values, customs,
languages, and cultures, rather than an appreciation for
the values and qualities that make them different.

The greatest progress may be occurring in the
private sector, where progressive companies are diversi-
fving their leadership to achieve a competitive edge.
While this is good business in a market-driven economy;
unfortunately, successes have been limited. Even
Honevwell, generally considered a highly progressive
company, has achieved only limited success. Barbara
Jerich, director of workforce diversity, savs, “Although
we are addressing workforce diversity, [ think we have
a long, long way to go, and not only here at Honeywell.
Idon’t see an organization that has met the mark vet. In
many cases the organizations which have seen the most
change have done so only after what | call galvanizing
events. A class-actioa lawsuit or a takeover attempt will
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cause d guicker culture change than pist about anmy thing
We're hoping that by ontening eduocstion, exposure,
awareness, and behav ior nioditication techmgques, we 1
eventually see attitudes come around!

Planned Programs fot Change

To realize the benetits ot diversity colleyes need e
embark upon a planned program o long term Change
that pursues two hes objectives concurtenth: D to
develop attitudes among all college constituents that
acknowledge the vatue of diversity and 23 to attract and
develop college leaders at all levels who represent
women, minorities, and other tvpes ol diversity,

Valuing Diversity. The chict executive otficer is the
kev to achieving full recognition for the value of diver-
sity, for it is the CEQYs responsibility to mold the dlimate
ind culture of the organization. Lsing all of the tools,
mfluence, and discretion of the position, cach must
assure that a college’s culture accommodates diversity.

The CEO must work to create a work environment
in which no individual is either disadvantaged or
advantaged because of race, sex, creed, or anv other
characteristic of birth or culture. This requires a caretul
examination of unintended obstacles embedded in
college policies and procedures. It may albso mdude
assistin; veteranemplovees --often white, male, middle
managera-—-—nut only to accept the possible value of
diversity in their subordinates but also to cope with the
uncertain dynamics of pioncenny change.

Equally importantisthe chief executiv e otticer srole
inarticulatinga visionof what the institution canachivve
by taking full advantage of the diversity of it~ students,
staff, and leaders, Using the bullv pulpit and svmbaols ot
position, the CEO can heighten sensitivity bo the issue
atrd mobilize the energies of the college community to
seeh the benetits inherent in dnersita

Staff Devdopment. Statt development actinities can
be designed to encourage on appreciation of dinversity
among both emplovees and students Metropohitan
Community Collegeimplemented animseny o program
of presentations and workshops that cmplove facomis.
nation of external consuttants and interal walent o
graduativ heighten g areness Gt the satge o b epan
Other uﬂh'gt' vvents, including graduation s ciemomies
mternational progrom activties, speaa! commumn
service programs. and selected contimonyg, cdweation
programs, were tsed to underscone the Hnportame of
this value. Fyen the course schedle whidh maduded
coursesrelated tocudturaland cthme dinversity - and the
college-sponsored Christmas card  which contamed
a message consistent with the theme of valuing
diversitv—wvere prossed mfo service of the obpective,

Developing Leaders Who Represent Diversity

Concurrent with cttorts o achieve recognition by
the value ot diversity, colleges nead to develop system-
atic programs to both attract individuals who re present
diversity to the college and todevelop them from w thin,
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Attracting Dicersity. A college that can demon-
strate a culture and cimate that values diversity will
olteranattradtivedareer opportunity for women and mi-
norities, Recruiting eftforts need to be tajlored to get the
word out about that special characteristic of the college.
Personnued practices need to be designed to assure that
position openings are well publicized, both in the
nabional pressand incorrespondence to key leaders and
contacts throughout the vast national network of
community colleges. All representatives of the college,
the CEO principalamong them, must consistentlv model
the vatues of the college on the hustings.

Developing Leadership Diversity,  Colleges,
however, need to take the final responsibility to develop
their own leaders from among those staff who represent
proups least well represented on the college leadership
team.  The college can support staft in their efforts to
participate in several excellent leadership development
programs conducted by national associations. They can
support graduate education tor staff in entry and
mid-level management positions, Senior-level adminis-
trators can be encouraged to assist in identifving and
serving as mentors for talented staff members with
leadership aspirations,

Metropolitan Community College launched
mternal leadership development program in 1981 that
has greatly assisted the college's efforts to diversify its
leadership team. The program includes a three-m onth
administrative internship for full-time faculty and staff
to try their hand at leadership activities in the college
while being paid at their regular pay rate. More than half
have useu this internship as a springboard to full-time,
permanent, administrative appointments.  In fact, the
majorits who have gone through the program are now
vmploved ata ummumh colleges ineducational leader-

ship roles Virtually ol of the mterns have been women
who have belped diversity eadership not only at MOC
but at sev eral other commumity colleges nationwide.

Paenty vears ago lsabad Briges Myers said, “Good
feamn otk calls tor recogmition and use of certain valu-
avle difterences between the members of the team.”
Metropohitan Commumnity College has established itselt
s leadimamstitoutionmediversitving its statt However,
talse understands that women, persons of color, and
leadership diversity do not automaticallv. make an
arganesation better hyorder tor diversity to continge to
workh b must contmue to help these individuals to
o tualize therr strengths,

{Rucdund catliland s presadent ot Metropolitan Cononn
ol Colle ge s Omadng, Nebrasha. He ts i leading practitione
ackdressyng s topic and will smake a major presentation of
Hiese ndeas at eadersingy 2000, an pternationa] conferenee on
leaderstip decclopmient spossered Py the eagne for Iimoia
fenr i i Connnenity College and fhe Unive pnityof Tevas at
Nvesbran San Franciseo fulu 8 11 199
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STAYFING FOR A NEW CENTURY: AN OPPORTUNITY FOR INSTITUTIONAL RENEWAL

Mardee Jenrette

Before the turn of the century, 30 to 30 percent of all
community college taculty are expected to retire. This
prediction has been validated by researchers, apprars
repeatedly in the higher o {ucation press, and has begun
to set the agenda for national conferences. Even so, few
institutions have begun to address svstematically its
implications, and most have failed to recognize the
immediacy and magnitude of the potential crisis.

Also not completely understood is that intensifying,
recruitmentetforts is aninsuftficient responseto xmpcnd~
ing faculty turnover. Even revamping selection proc-
esses to insure that prospective candidates “fit” with
institutional values and missions does not go far enough.
Celleges already tind themselves in competition for o
dwindling pool ot qualificd applicants, especially for
minority faculty, and only those whose culture and
climate are hospitable to the next generation of increas-
ingly pluralistic faculty will succeed in attracting them.

Nonetheless, the challenge to staff for a new century
can also be viewed as an opportunity. - The challenge is
not limited to the human resource department and its
recruiters, but prosents an opportunity around which to
reness an entire institution. Massive staff turnover
affects the core of every community college—its teach-
ing/learning mission; the breadth of the impact requires
a multitaceted, institutionwide response.

The Teaching/Learning Project

The Teaching / Learning Project, initiated in 1986, i
Miami-Dade Community Colleges's attempt to marage
the consequencesoffacuity turnover sestematically, and
to capitalize on the opportunity to take a hard ook at
currentassumptions and practices. The project has three
interrelated goals: D to m\pm\ ¢ the juality of tcadung,
and learning at M-DCC, 2) to make: teaching at M-DCC
a professionally rewarding career, and 3) to make teach-
ing and learning the focal point of college activities and
decision-making processes. Now in the fourth year of
the project, the college is making substantial progress
toward the realization of these goals.

Mobilizing the Institution

The critical first step was to communicate clearly the
start of a major, institutionwide undertaking. Careful
thought was given to the manner of communication and
tosetting the correct tone in order to insure broad-based

participation in the project. The president personally
brought the message, holding sessions on each ot the
four campuses, directly addressing as many staff as
possible. A written document was distributed to support
the verbal presentation. Both methods were used to
avoid misinterpretation of the written word or distortion
of a word-of-mouth message by a delegated transmitter.

The presentations by the president accomplished
three goals: 1) The same information was given to all
staff; 23 Listeners were madee to feel their participation
would be important—after oll, the president was taking,
his time to address them persomally; and 3) A clear
commitment to the project from the highest level of
administration was communicated. The appointment
of a full-time director also signaled commitment and
recognition of the magnitude of the task that lav ahead.

From its inception, the project paid close attention to
formal and informal communications; assuring that all
staff had the opportunity to keep informed and to pro-
vide feedback were key goals of the project. Acknowl-
wdg ging stauf diversity and varied preferences for ways of
receiving information, several formal channels were
established and oaising ones used. The Teaching/
Learning Project Bulletin was produced on an as-needed
basis, as were topical video tapes. An annual summary
report was prepared at the close of cach academic vear.
The Teaching/Learning Preject was a frequent agenda
item for meetings of the collegewide President’s
Council, faculty senate, and board of trustees.

Addressing Key Issues

A collegewide steering committee was appointed to
oversee the project. Consistent with the philosophy of
the project and a promise made at its inception toinvolve
all who would be directly affected, both faculty and
administrators were selected to serve by a careful,
systematic process. The result was a representative
committee composed of individuals having the respect
of their colleagues and committed to project goals. One
of the steering committee’s first acts was to affirm its
belief that the project goals were attainable.

*yvlong “Conversation on Teaching and Leam-
ing' marked the first official meeting of the Teaching/
Learning Project Steering Committee. Because the
outcomes of this discussion would help set the project
agenda for its duration, participation was broadened
bevond committee membership, and even bevond col-

Yy
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lege personnel. The aim was to identify as many factors
as possible that impinge on the teac hing,/ Imrnmh rela-
tionship. Concerns as disparate as the role of part-time
facuity and maintenance of classrooms emerged from
the conversation, and task forces were appointed to
tocts on cach of the eleven major issues identified. Their
nuclei came from the steering committee, with addi-
tiomal appointments to round out the worhing groups.

The composition ot the task forees served two
purposes: first, to give assurance that those most
affected by recommendations on a topic would be
imolved; and second, to expand direct participation,
thus helping to toster ownership in outcomes. To date,
over 100 taculty, statt, and administrators have served
on one or more Teaching /Learning Project task forees,

Statements of Values and Faculty Excellence

Earlivst eftorts tocused ondeveloping a statement of
institutional values related to teaching and learning and
articulating a statement ot faculty escellence. Nearly
two vears of work went into the writing of these
documents because a commitment to follow a process
that encourages widespread participation, that relies on
consensis building, and that aims at broad-based
ownership takes time. Research was also commissioned
teintorm the provess: interviews were conducted, tocus
groups woere held, and survevs were administered.

Values. A statement of shared values concerning,
teaching and learning, was developed and accepted as
the consensus of all participating statf. It serves to guide
the collepe indeveloping its mission, poals, philosophy,
and operational procedures, Individuals conside ring
emplovment at Miami-Dade can make a better decision
on whether or not they wish toapply. Also, the values
statement helps to puide recruiter activity.

Faculty Excellence. A consensus statement of the
qualitios and characteristics of eseellent faculty at
Miami-Dade was also developed. Tt identifies four
categories whichdistinguish excellent facudty: theirown
motivation and their ability to motivate others, their
interpersonal skills, their hnowledge base, and their shill
at applving their knowledge. The statement (and those

tor administrators and support staff soon to follow) will

help to shape the desipn of screening and assessment
provesses tor new hires, It will guide evoluation ot
porttolios for tenure decisions and tor progression
througk the acodemic ranks. The statement will also
allose each faculty, statt, and administrator to evaluate
his or her own performance and to shape professional
development plans in line with institutional needs.

Task Force Recommendations

While these documents have formed the base, other
task forces have put forward equally significant recom-
mendations that will change the shape of the conduct of
college business well into the new century:

e New faculty should have a preservice orienta-

tion and be assigned mentors., A
2

o CGraduate courses on effective teaching /learn-
ing should be developed collaboratively with
the University of Miami and offered to faculty
on Miami-Dade campuses at the college's
ezpense, The curriculum should capture the
evpertise of veteran M-DUC faculty sothat their
skills are not lost as new staff are hired.

o Teaching/learning coenters should be estab-
tished on each campus to support protessional
development for all statf, since all are involved
in the teaching /learning process.

¢ Administrative and support staff should be
cvaluated and recognized on the basis of their
contributions to the teaching /learning process,

e Physical standards should be establishe {1 for
classrooms and personnel assigned to keep
rooms up to standards.

*  Anendowed teaching chair program should be
instituted toreward those whohave attained the
highest standards of faculty excellence,

Topether, these recommendations establish and

reinforce a climate that encourages a commitment to
excellence in teaching, in support services, in manage-
ment and leadership to enhance the success of the teach-
ing/learning relationship. Al are being implemoentad.

Implementing and Institutionalizing Outcomes

Tocreate and sustain a climate that tosters commit-
ment and to change institutional behavior, outcomes ot
the project have beeninstitutionalized as otficial policies
and procedures of the college. Each task foree’s recom-
mendations were forwarded to the project steering
committee, to the President’s Council, and then to the
board ot trustees. At cach step, opportunities tor
discussing, claritving, and modityving the recommenda-
tions enhanced understanding ot the changes being
suggested, reintorced the scope of the endeavor, and
built ownership. Most important, the recommendations
were strengthened by the addition of responsibility and
accountability compoenents that would make their
implementation possible by the very individuals who
would be expected to make them a reality.

The prospect of massive staft turnover presents
community collegeswitha goldenopportunitv. Looking
through the eyes ut the potential newcomer provides o
critical perspective in evaluating an institution’s success
at fulfilling its teaching /learning mission. The prospect
makes the timing right to reevaluate practices, to make
changes, to celebrate strengths, to pass on the skills and
expertise of veterans to newcomers—and to turn o
potential crisis into an opportunity for renewal.

Mardve Jenrette is the director of the TeaclingfLearning
Profect at Miami-Dade Commmmnity College. Stre Iad served
o the faculty af Miami-Dade for 14 years prior fo assuming
leadvr=hip for the project in 1986,
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BUILDING COMMUNITIES: A CHECKLIST FOR EVALUATION AND DISCUSSION

Nancy Armes and Kay McClenney

The Commission on the uture of Comimunity
Colleges challenged every community college to
“build community.” To do so, the commission
urged cach to demonstrate a concern for the whole,
for integration and collaboration, for openness and
integrity, for inclusiveness and self-renewal.
Further, the commission argued that these
concerns should be evident in the values the
institution holds; the goals it aspires to achieve;
and the policies, procedures, and programs it
implements to realize those aspirations.

Since the publication of the commission’s
report, Building Communities: A Vision for a New
Century, community colleges everywhere have
focused on its recommendations for professional
development programs, self-studies, strategic
planning processes, and attempts to measure their
institutional efiectiveness. The following checklist
is offered as a tool to assist community colleges to
assess their institutional practices and characteris-
tics with respect to the contribution or impediment
each makes to the community-building process—
which is at the heart of the principal recommenda-
tions of the commission.

Concern for the Whole

1. There are institutional processes focused
on the creation, sharing, and alignment of
visions for the college community.
A comprehensive process for evaluation
of institutional performance is in place.
3. Institutional evaluation includes consid-
eration of the following:
the relationship of the institution to
its community
the relationship among courses,
programs, and functions
the relationship among people
across the institution

+
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f
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Concern

-
/

the cttectiveness of the core

curriculum

the effectiveness of across-the-

curriculum initiatives
There is clear evidence of coordination,
collaboration, and integration between
academic affairs and student services.
Campus-life initiatives provide opportu-
nities for students to develop on a
number of dimensions, including intel-
lectual, affective, social, physical, and
aesthetic.
Personnel policies, emplovment benefits,
emplovee assistance programs, and
development opportunities reflect an
appreciation and respect for the “whole
person.

for Integration and Collaboration

There are ongoing, institutionalized
programs which demonstrate a commit-
ment to integration and collaboration,
such as:

interdisciplinary courses and

programs

~ team teaching

cooperative learning ventures,
General education and technical/career
education are etfectivelv integrated,
rather than treated as essentially separate
or competing “tracks.”
There are ongoing, institutionalized
processes for working collaborativelv
with the following:

elementary and secondary schools

four-year culluges and universities

community-based organizations

business and industry

governmental entities

Publiched by the Leasue for tnnovation i the Commurnity College and the Cotamunty, Colleae Leadeiship Program.
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10. Institutional policies, procedures, and
funding arrangements support the form-
ing of partnerships and collaborations,
rather than encumbering them.

11. Major institutional processes are effec-
tively integrated (0., assessment results
are used in planning; plans form the basis
for allocation of resources; performance
evaluation is linked to professional devel-
opment; etc.).

12. Collaborative leaming opportunities are
regularly provided students in the class-
room, and relationships among students
frequently suggest cooperative rather
than competitive activity.

Concemn for Openness and Integrity

13, There are multiple pathways tor organ-
izational communication and decision
making, ranging from the formal to the
informal, across leadership strata and
including all emplovees,

14. The institution has both tormal and intoz -
mal processes for soliciting and using
input from constituents in its external
communities.

Evaluation of programs, personnel, and
students is an honest, vital, and useful
process.

~Institutional ceremonies, traditions, and
celebrations reflect stated values and
goals.

~ Shared values and visions, reflective of
community building themes, are evident
across institutional functions, levels,
units, and locations.

I8, _ The mstitution and 1its members keep
their word—to students, to community,
and to one another.

19. Institutional priorities are clear and

directly tied to resource allocation.

Institutional rewards and recognition

programs purposefully reinforce

community-building behavior.

le.

17. .

Concern for Inclusiveness and Self-Renewal

21. Programs are in place which are specifi-
cally designed to free the instittion from

w

barriers based on age, gender, race,

cthnicity, religion, handicap, and role.

The institution deals directly and hon-

estly with evidence of inappropriate, dis-

criminatory, or exclusionary behavior.

Formal orientation programs, individual

mentoring, and ceremony promote the

integration of new emplovees and
students into campus life.

There are both formal programs and a

varietv of informal opportunities for

professional growth and development
among faculty, staff, and administrators,

Both part-time faculty and part-time

students are given the support necessary

ior them to feel included and perform
successtully in the institution.

Leadership roles and opportunities have

been defined for faculty, staff, students,

and mid-level administrators, and a

process tor identifving and developing

potential leaders is in place.

27 Classroom practices vonsistently include
strategios to remove barriers and increase
understanding across age, sex, race,
religion, national origin, and other
delineations.

26,

This instrument can be used in a variety of
ways: as a guide for group discussions or more
formallvy as a survey instrument providing the
opportunity for written evaluative comments. As
an assessment tool, it is designed to make cursory,
narrow, or incomplete review of an institution's
environment for community building less likely.
Viewed as criteria for success, the checklist repre-
sents a vision of what is possible for a mature and
eftective community college to achieve in the
performance of its important nissions.

Narcy Armes was executive director of the AACIC
Commussion on the Future of Community Colleges and
is consultant to the chancellor of the Dallas County
Commmunity College District, Dallas, Texas.

Kay McClenney is policy and programs directer,
Education Commission of the States. She is a former
member of the AAC]C Board of Directors and served as
rescarch associate for the futures commission.
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RENEWING A MATURE COMMUNITY COLLEGE

James L. Hudgins

The tounding of Joliet funior College at the turn of
this contury is often cited as the beginning of thecommu-
nity college movement. However, as the nation’s 1,224
two-vear commeunity, technical, and junior colleges
enter the last decade of that century, the fact is that the
majority are less than thirty vears old. Mostesperienced
the excitement of birth in the 1960s, the headiness of
growth in the 19705, and the trials and ditficulties of
adolescence and voung, adultheod in the 1980s.

John Gardner was the tirst of many to deseribe four
stages in the lite cyele of an organization: 1) birth,
2y growth, 3 maturity, and ) renewal or decline. Most
community colleges have expericneed the tirst of these
three stages and enter the 1990 as tully mature organi-
sations taced with the prospect of cither renewal or
decline.  OF course, none would consciously choose
decline, so a fundamental concern of community college
leaders is how to insure institutional renewal that best
prepares the college to meet the challenges of not only
the 14905, but also the nest centary.

A Case Study of Planned Change

Midlands Technical College s a comprehensive,
multi-campus, community college located in Columbia,
South Caroling, se-ving over 6,000 students with 450
faculty and staff in a district with a population of about
450,000, Like many community cnﬁvgcs, Midlands
cx‘wrivncvd an exciting birth in the 1960s and phenome-
nal growth in the 1970s. Also like many, it taced chal-
Jenges in the 1980, including those of declining, enroll-
ment and an aging faculty. When the vollege began
showing signs of maturing, its leadership, forced to
confront the options of renewal or decline, seized the
opportunity to introduce a program of planned change.

The organizational renewal process consisted of
three phases: 1) envisioning the future, 2Ydeveloping a
plan, and 3 implementing the plan ond vvaluating its
results. While it is not possible to detail cach step of a
multivear effort involving hundreds of individuals, key
clements of the college’s experience dealing withits own
maturation may provide usefulinsights toother colleges
grappling, with similar circumstances and issues.

Envisioning the Future

The first stage of the renewal process was to deter-
mine what kev college constituents envisioned as the
desired state of the college. All faculty and staff were
surveved and asked three basic questions: 1) What are
the three most important issues or problems facing the

3
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college? 2) What are the three most imporian. opportu-
nities available to the college? and 3) What tna, ¢ plans of
action would vou initiate if vou were the college presi-
dent? Using the Delphi technique, the top ten responses
to vach question were distilied, reported to all statt, and
used to develop action plans to improve the college.
There was considerable consensus that the most
significant problems facing the college were declining
enrollment, pour image and morale, and related prob-
lems.  Not surprisingly, ail agreed that the greatest
opportunity was todevelop a comprehensive marketing
program to increase enroliment and enhance the image
of the college in the community. The president held
listening sessions with all academic and administrative
departments. From these sessions and survey resiits
emerged aconsensuson the desined tuture of the college.
The vision projected a college that: 1) hasa clearsense of
purpose, 2) understands its community, 3) emphasizes
student suceess, 4) values human resources, 5) secks
collaborative relationships, and 6) is self-examined.

Developing the Plan

The vision development stage progressed into a
more formalized strategic planning etfort, which
happened to coincide with the college’s approaching
ten-year reaffirmation of accreditation, As a first step,
the “college initiated a combined strategic planning
process and self-study in 1986. The strategic planning
committee doubled as the institutional effectiveness
committee of the self-study. Thirteen other committees
assisted the first stage of the planning process: assessing,
the present strengths and weaknesses of the college.

The self-study committees struggled to balance
complicated issues of the college’'s strengths and weak-
nessses;  for instance, a strength of the college was its
offectivencess serving the business community with
customized training programs, but a perceived weak-
ness was itsimage asa narrow vocational institute rather
than a comprehensive community college. The recom-
mendations for improving the college made by the sclf-
study committees satisfied the accrediting team, which
had few additional suggestions.

The cuellege then progressed through the remaining
steps of the planning process: * 1 developing assurr p-
tions about the future, 2) clar’. ying mission, 3) develop-
ing value statements, 4o ating long-rangeobjectives to
move the college towe.da vision attainment, 5) designing
an annual operational plan with spucific objectives, and
&) establishing criteria for caccess. The planning process
itself assisted renewal etforts. it enabled diverse groups
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to communicate about problems and issues they had
never previously been able to discuss,

Planning resulted in two products; Vision for Excel-
fence, 3 protessionally designed executive summary
Presenting a vision of the college in the vear 2001 to the
community, ard a loose-leaf, strategic plan detailing
spreitic objectives tor attaining that vision,

Communicating the Visior  Vision for Excellence
bocame an important clement in communicating the
aspitations that the college had tor itself toits surround-
ing community.  The Greater Columbia Chamber of
Commerce and the college held a joint press conference
toannounce the issuance of the document and toempha-
size the college’s importanee to economic and commu-
nity deselopment. The executive summary of the strate-
sivplan was also disseminated to the pros: and received
both newspaper and media coverage. Faculty and statf
songht nptmrtunitivs to communicite key concepts to
civic and business groups, and the college initiated a
planned visitation program to business and industry.
Fhecollege’s toundation sponsored a seriesof breakfasts
tointroduce community Jeaders to plans for the future of
the college. Finally, a series of media advertisements
designed around Vision for Exeedlence were aired to
enhance the community's awareness of the college and
its role in the community's future,

Operationalizing the Concepts. Perhaps of greater
signiticance, however, were eftorts within the college to
help all taculty and statt to both understand and own a
consensus vision ot the college. Exeeutive and faculty
Ieaders worked to communicate the vision by relating
daily events to Dng-range goals, Some divisions even
developed “meini-visions” for their faculties and staffs.,
The strategic plan was established as the document
regularly used to et priorities and allocate resources.

What began as a stratogic planning process in 1986
developed into a comprehensive institutional etfective-
ness program by 198K The Southern Association of
Colleges and ¢ chools requires colleges to demonstrate
their etediveness in accomplishing their missions,
especially their impact on student learning. Thus, the
accreditation selt-study reinforced the importance of
plannimy and evaluation as ongoing college processes.,

Implementing the Plan and Evaluating Its Results

Phe vallege then implemented a series of action
plans. For example, in response to declining enrollment
and poor image in the conmunity, one was to create a
marheting division, reporting to the president,
comprised of all "tirst contact” services. A critical step,
however, was that each plan was implemented with
built-in procedures and criteria ior evaiuating jts
successtul accomplishment. The success of the market-
ing plan was to be evaluated by, among other things,
ciiroliment growth. The result was a comprehensive
institutional eftectiveness program that responds to
public and acereditation demands for accountability.

Success Factors and Indicators, Since the quantity
of evaluation data that could potentially be used to
evaluatecffectiveness farexceeded the college’s capacity
tocollect and analvze it sia critical success factors were
identitied as essential to evaluating mission accomplish-

1t

ment: 1) accessible and comprehensive programs of
high quality, 2) satisfaction anJ retention of students, 3
posteducation satisfaction and success, 4) economae
development and community involvement, 5) sound
and effective resource management, and 6) dyvnamic
organizational involvement and development.

A set of indicators was developed for cach success
factor, as well as formats and procedures for using data
to evaluate cach. For instance, student satistaction and
retention was to be evaluated by such indicators as
completion rates, tuser surveys, enrollment analyses, and
measures of the use of services,

Institutionalized Evaluation Processes, As a result
ot this plonning, the college developed and institutional-
ized routine processes for evaluating not only its overall
effectiveness, but also the effectiveness of discrete rm-
grams and services in assisting the college to reach its
planned future. Each year, the results of these prognim
reviews are reported to the board of trustees, and o
executive summary disseminated to the communits

Perhaps the most effective means of operational-
izing the viston statement articulated by the college is
that all college resvurces are allocated based upon their
contribution tothe attainment of the long-range vision ot
the college. When enisting programs prove to be ineftec
tive moving toward that desired tuture, they becomse
immediate candidates for revision. On the positive side,
however, the college has also developed moechanisms to
celebrate people and programs that assist the collepe
move towards its goals,

Now goingintoits fitth vear, the programof planned
change implemented by Midlands Technical College
appuears tobe paving oft. A follow apsurves tound that
taculty morale had increased remarkablv since the initial
assessment in 1986 and new exceed 80 pereent positive
ratings. Other esternalsigns havevalidated thecollege’s
apparent success, including annual enrollment growth
eveeeding 10 percent; full funding from the focal college
district for the tirst time in the history of the college: a
suecessful self-study and a maximum-length accredita-
tion renewal with only minor suggestions tor improye-
ments selection by the state commission on Lighcr
education and the regional accreditation commission as
a model institutional effectiveness program: increased
national exposure and recognition for taculty and statr:
and increased numbersof coopuatis e projecis il provl-
nership relationships with various external groups,

By confronting head on the options facing a matur-
ing community college, Midlands Technical Colloge has
succerded both in developing a positive vision for its
futurcand inimplementing planstoachiove its goals. As
a result, the college is now enjoving the fruits of renewal
in its maturity,

James L. Hudgins has been president of Midlands
Techmical Collegesinee 1986, He las beenactive indevelopi N
institutional effectiveness criteria for the Southern Associq,
tion of Colleges amd Sclwols, mnd has served as chaiv of s
Commissionon Colleges. Thisabstract summarizesa prograny
preseuted al the first vl “Leadership 20007 conferene,
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LEADERSHIP FOR TEACHING AND LEARNING

K. Patricia Cross

The leadership required for the vear 2000 will be
quite different from the leadership that built most
community colleges in the 1960s. Determining where
these colleges will be headed and what kind of leaders
will be need ed was a challenge to the Commission on the
Future of Community Colleges. The report of the
commission, Builiiimg Communities: A Vision for a New
Century, has been widely read and has helped to set an
agenda for community colleges nationwide.

The report really has two major themes. 1t calls first
for building communities and second for strengthening
community colleges as educational institutions.  The
commissioners merged the twothemes neatly whenthey
wrote, “Building community through dedicated teach-
ing is the vision and inspiration of this report.” (p. 8)

Building Community

The theme, building communities, reasserts the
comprehensive mission of community colleges. Periodi-
cally, but especially in the late 1970s, scholars and
practitioners alike debated the wisdom of the compre-
hensive mission on the grounds that it spread resources
toothinand that community colleges should nottry tobe
all things to all people. The commission, however, never
seriously questioned the comprehensive mission;
instead, it chose to meet the problem of declining
resources by expanding the pie. It reccommended part-
nerships to expand and strengthen kev functions—
between transfer programs and four-year institutions,
between career preparation programs and employers,
between community service programs andcommunity
agencies, and between remedial and development
programs and high schools.

The underlying premise of the report is that commu-
nity colleges can be both comprehensive and excellent.
However, the route to that goal lies in sharing resources

“rather than competing for them. This is an important

insight in a time when lifelong education for all citizens
emerges as a shared responsibility for all educational
agenciesinacommunity. Traditional institutions cannot
do it all, especially if they are in constant competition
with one another for funds, students, and prestige.
Community colleges have a long tradition of form-
ing collaborative relationships, and have fortunately
generally avoided competition with other educational
providers. Unfortunately, community colleges have

sometimes displaced their competitive instinets to inter-
nal relationships—between faculty and administrators
for power and authority and among proponents of vari-
ous programs for resources. Thus, the commission’s
focus on building community is especially pertinent for
community colleges challenged by educational tasks
that require collaborative efforts.

Many of the recommendations of the report concern
efforts to build institutional climates based upon trust,
open communication, and respect; these are undeniably
key to building community. However, it is important
not to confuse means with ends. The purposeof a college
is not todevelop high morale among faculty and staff, for
example, but to provide quality education for students.

Strengthening Educational Institutions

The commission clearly identified teaching and
learning as the shared vision that can energize commu-
nity colleges, and this is the second major theme of its
report. For the past quarter of a century, community
colleges have been largely concerned with issues ot
expansion and contraction in higher education. Those
times were ripe for managers and entrepreneurial
leaders. The future, however, requires colleges united
by a larger vision and a common task that pulls people
together; such times require educational leaders.

The report of the commission specifies the challenge:
“The community college should be the nation’s premier
teaching institution. Quality instruction should be the
hallmark of the movement.” (p. 25) The near missionary
zeal that energized community colleges in the 19608
came from a shared vision of providing access and
educational opportunity for neglected populations.
While the commission is clear in stating that this goal
must be relentlessly pursued, it also calls for a new
energizing purpose—to fulfill the promise of access by
providing excellence in teaching and learning.

There is vitality in the notion that evervone associ-
ated with community colleges should dedicate them:
selves to the cause of improving student learning.
However, the energy to pursue dedicated teaching must
come largely from the faculty. Effortsto improve access
were led by administrators who raised money, built
buildings, lobbied state legislatures, and made opportu-
nities available. Now, the goal of marshalling the
energies of the teaching faculty requires inspired leader-
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ship, bevond competent administration.

Recent surveys of community college leaders
confirm that most see educational leadership as the
emerging role for community college presidents.
Successful leaders will not be able to slight managerial
responsibilities or concerns of effective governance, but
times call for leadership that goes beyond building
a strong organization to utilizing that organization
effectively in accomplishir:g its educational mission.

The Classroom Researcher

The commissioners recommended a process of
continuous self-renewal and professional development
for faculty and urged colleges to define the role of the
faculty member as that of a classroom researcher.
This requires explanation of the concept of teacher as
classroom researcher.

Classroom research is fundamentally different froan
educational research.  Its purpose is not to discover
universal laws of learning, but rather for faculty to
answer very specific questions about what students
learn in their classrooms as a resalt of their instruction.
The skills required to answer these questions are not
primarily technical but call for systematic and sensitive
observation ot students in the process of learning,

A basic assumption underlying classroom research
is that accurate and credible feedback about the impact
of teaching on learning carries a built-in challenge to
teachers to see if they can increase learning through
experimentation with more effective teaching methods.
Classroom researchers, then, are primarily interested in
gairing insights that will strengthen their base of profes-
sional knowledge about teaching. They seek to learn
what works, as well as why it works—all in order to
become more effective in their role as teachers and
facilitators of student learing,.

Classroom research is more related to faculty devel-
opment than to educational research, Yet, there is a
difference. The spexific goal of faculty development is to
improve faculty performance by providing information
about teaching skills, by increasing self-contidence, and
by Creating o suppor tive inslitutional climate that recog-
nizes good teaching. Classroom research, on the other
hand, focuses on student learning. The premiseisthatas
teachers become aware of the impact of their teaching on
their students’ learning, thev will make appropriate
maodifications to help students leam.

Effective Rewards

How might community college presidents best lead
their faculty to make their colleges premier teaching
institutions? Generallv, administrators have only indi-
rect influence on what goes on in the classroom. Eventhe
reward systems which they control are not uniformly
effective in motivating faculty.

Reward systems are basically of three tvpes:
D) extrinsic, such as salary, promotion, and tenure;

2) satisfactions that are by-products of the activity, such
as recognition programs; and 3) intrinsic rewards.
Extrinsic incentives have proven limitations in motivat-
ing faculty to excellent performance. In fact, attempts to
tic compensation to ill-defined standards of teaching
effectiveness often act as disincentives.  Recognition
programs can have some positive effects, but tend to
reward past performance rather than motivate new
vfforts.

This leaves intrinsic rewards for faculty, an area
generally unexplored by community college leaders.
Intrinsic rewards are those found in the satisfaction of
seeing students learn or the intellectual stimulation
found in preparing an intriguing lesson.  Research
into the characteristics of college faculty show them
to be achievement oriented, intellectually curious, and
autonomous. A logical assumption is that they want
to be good teachers, that they enjov the challenge of
teaching for masimuam impact, and that they are selt-
motivating and sclf-renewing once challenged.

This suggests that effective educational leaders
need to capitalize on faculty predilections for problem
solving and high achievement and find wavs to encour-
age them to experiment to improve their students” learn-
ing. Developing mechanisms to support and encourage
classroom research is one wav to increase the intransic
rewards for excellence in teaching,. Intrinsic rewe - are
not likely to replace extrinsic rewards in policy making,
but wavs to increase them need to be found.

To sum up, the Report of the Commission on the
Future of Community Colleges has a dual theme, which,
upon reflection, merges inte a single theme—building,
communities in order to improve the quality of educa-
tion for community college students. The message is
unifying rather than divisive: the mission of community
colleges is education.  Excellence in teaching should
occur whereverteachers meetstudents, beitinremedial,
adult, transfer, career, or general education classes, or in
student development programs and support services,

If community colleges leaders are to become the
“toremost advocates of teaching and leaming,” thev are
poing to have to knoew something about education and
how colleges perform that age-old ritual efficiently and
eftectivelv. They are going to have to know how to lead
their facultivs toward establishing community colleges
as the nation’s premier teaching institutions. This is not
an casy task, and preparing community college leaders
for that future is as much a challenge to those of us inthe
universities as to those of vou in community colleges.

K. Patricia Cross is Comner Professor of Higher
Fducation, University of California, Berkeley. Tiis abstract
summarizes her keynote address to the first aniial
“Leadership 2000, gleen June 13, 1989, The secomd annnal
conference will be lweld in San Francisco, fuly 8-11. 1990,
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STATEWIDE ARTICULATION CANNOT BE DONE TONGUE IN CHEEK

Arthur R. Southerland, Rex Leonard, George D. Edwards, and James R. Hutto

The smooth transition vt students from high school
to collepe is a long-standing goal of both secondary and
postsecondary levels of education. However, by virtue
of their position in the overall educational system,
community colleges have acomplicated 1ask. Thev must
deal with articulation in at least three directions—down-
ward to the high school, upward to four-year colleges
and universities, and outwand to business and industry.

Nowhere does the current poor record on the
orderly movement of students among educational levels
demand more concerted action than in state systems of
public education. In a taxpayer's mind, the distinctions
among, levels and tyvpes of education blur into one
system with a common purpose: o educate students.
When evidence surfaces that secondary schools,
community colleges, and universities de not cooperate
to allow easy transition among levels, taspavers justifia-
bly conclude that one or more of the institutions are
ineffective and inefficient in the use of public funds. The
clear and increasingly present danger is that such per-
ceptions lower public support for alllevels of education.

Rarriers to Effective Articulation

Barriers to etfective articulation are numerous, and
many have been chronicled by both scholarly rescarch
and state audits and investigations. However, at the root
of the problem is that state educational systems are
fragmented.  Each level has its separate governance
structure, often only loosely coordinated. These strue-
tures have promoted isolationism among, their respec-
tive institutions and school officials. Eachoperates inde-
pendently in developing its budget and in formulating
often differing missions and educational philosophies.
Worse, such isolation often results in keen competition
among levels and institutions for available state dollars,

Isolation, of course, breeds a mutual lack of trust
which severely restricts the kind of cooperation neces-
sary to insure that students benefit from well-articulated
programs and policies. Four-year colleges amd universi-
ties have long resisted accepting courses offered by
community colleges as equivalent to their own. Even
when carefully negotiated institutional agreements
guarantee course equivalence, departmental faculty at
the senior institutions sometimes reject transfer courses
and accept them only as electives rather than as satisfy-

1.

ing department requirements. Community colleges can
also be guilty of arrogance and mistrust and are some-
times reluctant to accept credits tor work completed at
the secondary level. Students caught in the riddle find
that their secondary school vocational-technical
programs overlap with community college certificate
and degree programs in occupational fields. Of course,
baccalaureate institutions will generally notaccept cred-
its carned in occupational programs, even in the most
advanced technologies, should the student attempt to
further his or her education bevond the associate degree.

Even when a lack of trust does not intrude, school
officials tend to wait for others to take the initiative for
articulation. The heavy workloads of faculty and admin-
istrators at all levels distract attention trom substantive
efforts at cooperative planning,

Changing Attitudes

It is possible to recite a litany of inefficiencies in the
system and examples of students caught up in failed or
extended attempts to negotiate movement from one
Jevel to anothier, and efforts to address specific, high-
lighted problems have improved articulation in many
states.  However, substantive, svstemwide change
requires mere than a patchwork ot stopgap measures.
Long-term improvement requires recognition by
faculty, counsclors, adminstrators, and keyv officials at
all levels that not only students, but also they, stand to
benefit from a well-articulated educational system.

This requires basic attitudinal change, as well as
skilled and committed leadership to bring itabout. The
following recommendations represent @ beginning
agenda to effect necessary changee:

1. Establish a mind-set for articulation. in his 1970
report on articulation, Fred Kintzer observed that a
prerequisite v improvement is the recognition that
articulation is an attitude that must be personified by all
members of the faculties, administrations, and boards of
secondary schools, community colleges, and universi-
ties. All levels should initiate formal processes that
result in unequivocal official policies that endorse
articulation among, all public educational institutions as
a fundamental commitment to students.

2. Transfigure the conception of articulation from
passive to active. Armed with commitment, the senior
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institutions should take the initiative to reach out to
other levels to bring about necessary changes. College,
university, and public school boards in the same service
- area should develop joint resulutions of commitment to
seamless articulation and specific plans to seek out
honestly and eradicate thoroughly all barriers to offec-
tive articulation,

3. Conduct regular mectings dealing with articnla-
tion among representatives from the various segments
of the educational enterprise. The leaders of the various
institutions should meet to establish their shared
commitment, todevelop mutualtrustand respect, and to
vstablish the agenda for improving articulation tor their
staffs. To indicate the high priority ot articulation at all
levels, a single, senior-level leader at cach institution
should be placed in charge of coordinating articulation
activities. Faculty members and counselors should also
be brought into the discussions at an carly stage.
Released time from regular duties mav be noecessary
to provide in order tor staft to undertake significant
improvement activities.  Specific objectives and time
lines for their achicvement need to be established by
vach task force.

4, Encourage a spirit of cquality ainong public
school, community college, and uni>ersity professionals
working together on aqiticulation,  In oll interactions
with high school personnel, individuals trom colleges
and universities should be caretul to cultivate anatroos-
phere of collaboration rather than one of condescension.
To facilitate the spirit, university personnel should go to
the community college, and college staff should visit the
high school, as often as pux-qblv rather than expecting,
public schouol officials to come to their campuses.

5. Expand the focus of articulation to include atten-
tion to more than just the transfer of courses. Looking at
the system from the student’s point of view, artic ulation
from high school to college is not only a change in
educational programs but a sigriticant tramsition in
social climates, as well. Typically, high school students
come from a very structured environment in which their
academic and estracurricular activities are scheduled to
occupy the full school day; attendance requirements are
mandated by state law; and all students are peers and
basically thesame age. Thesecircumstances suggest that
articulation planning must be carried over into the orien-
tation activities of the college. As a part of the process,
high school students should be encouraged to become
familiar with the college campusand community college
students with the university through frequent visits and
formal and inforinal activities. Articulation plans must
also address issties reiated to differences in financial
arrangements, not only for tuition, but also {for books,
supplies, and even bus transporiation.,

6. Make wider use of faculty exchanges. Hmn;.,
qualified high school faculty as adjunct instructors in
community colleges and universities may serve as an
additional linkage between tvpes of institutions, Like-
wise, teaching selected college cons ses in the hig hschool
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for advanced secondary students can complement
institution’s quest for excellence.

A Model Attempt

Anattempt to accomplish better articulation among,
its public educational institutions has recently been
implemented in Mississippi. In an unprecedented
degree of interaction, the three boards which oversee
public education in the state have joined torces in
Project 95, anongoing series of activities aimaed at foster-
ing and strengthening collaboration. The Board ot
Trustees of State Institutions of Higher Fearning (1L,
the State Board of Community and Junior Colleges, and
the Mississippi State Board of Education have endorsed
the overriding goal of Project '95: "o better prepare all
Mississippi high school students for the challenge ot
higher education and the modern work world.”

Coordinated through the [HI board, the project
relies strongly upon a thirty-five member advisory
committee comprising appm\tm.nch’ vqual rumbers o
professionals from cachlevelofeducation. The advisory
group is divided into nine subcommittees, one of which
deals explicitly with articulation, though cach of the
other cight subgroups alse deal with issues relating to
articulation as well. To date, actions growing out of the
discussions include 1939 summer institutes tor high
school faculty in sclected disciplines, revisions of
selocted higa sehool curricula with assistance trom the
universities, and the development of statewide articula-
tion agreements for community college transters,

Itis virtually impossible toargue against the benetits
to students and the tavpaving public that result from a
well-articulated system of statewide public education,
However, as the title of this wticle suggests, solving the
problem must go far bevead lip service, and even
bevond isolated fines to speific problems. States like
Mississippi are attempting maddnm articulation issues
collaboratively.  Other states, such as Florida with its
common course numbering system for public postsecon-
darv education, have made important stridoes,
However, the Rey to ultimate success is o change in
attitude that recognizes hat the self-interests ot all
segments of the educational svstemare bound up in their
commaon interest. Community college lewders have an
important role to play in leading this fundamental
change.

Arthr R, Sontherland aund Rex Leosard are professor,
Departotent of Ldicational Leadersiupand Researdr, Uheer
sity of Southern Mississippi. Hattiestarg, Mississipp:
George D Elzeards is chair, Division of Applicd Science amd
Technology, Lovd Fairfax Community College, Middlctoion,
Virgimia: aid James R. Hutto i< divector, Project "5, Mises.
sippi Institutions of Higler Lducation, Jacksoer, Mississipp,
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PARTNERSHIPS WITH K-12 SCHOOL DISTRICTS

Allen D. Arnold

It has become increasingly certain to educators and
the public alike that the nation must redesign its educa-
tional system it it is to meet the pressing social and
economic demands of the 21st century. Certainly, the
svstem needs to retool to meet the workforee require-
ments ot an increasingly technological, competitive, and
interdependent world.

Interestinglv enough, the collaboration that is neces-
sary amony the nations of the world on the macro-level
is precisely what is required among educational institu-
tions on the micro-level. As Hodgkinson hasargued, the
various levels and ty pes of educational institutions from
kindergarten through university graduate schools
comprise “all one system " Community colleges play a
pivotal role in linking K-12 systems to postsecondary
education. In particular, they can help unite the entire
system by partnership efforts with their local high
schools. No institutions are better positioned to bridge
the levels in the svstem than community colleges;
no group more key to this endeavor than community
college leaders.,

Earl, Partnership Efforts

The leadership of Triton College began some time
ago to develop partnerships with its local high schools,
In December 1983, more than 75 local educators and
school buard members met with kev college administra-
tors to discuss the results of the current national reports
on education and the perceived need for cooperation
among theirinstitutions. A two-day conference, entitled
“Partnership for Excellence,"resulted in the establish-
mentinthe spring of 1984 of the School /College Partner-
ship consisting of Triton College and the six high schools
in its district. The stated goal of the partnership was to
raise the educational level of the entire community.

Since that time, the partnership has developed and
nurtured an unprecedented degree of trust among,
college and high school officials, helped along by such
activities as joint in-service retreats for administrators
that have recently been expanded to include middle
school superintendents and administrators.

However, the substance of the partnership's suceess
is programs that assist students to learn and to move
casily from high school 1o college . Partnenship efforts
have included jointly operated extension centers in the
high schools providing both credit and non-credit
classes and jointly sponsored competitions, inchuding
Scholastic Art, TEAMS (Test of Engineering Aptitude,
Mathematics and Science), and a Business Olymipics.
The most important initiatives, however, are those that
prm'idc an ongeing avenue for students to utilize and
experience programs and services offered by Triton
College while they are still in high school, thus tacilitat-
ing the continuity of student learning,

Dropout Prevention and Intervention

The partnership, incovperation with teeder elemen-
tary districts, is attempting with federal and state funds
to attack the dropout problem of 3 metropolitan school
system undergoing rapid demographic change. Pro-
grams serve both potentiol dropouts and out-of-school
vouths who have dropped out in the last five years.

Alternative, Evening, and Adult High S¢ hool. Triton
provides various opportunities tor dropouts to complete
high school coursework at the college. The Alternative
High School enables students swwho are under 21 years ot
age but find it difficult to enroll in mainstream courses to
carn the credits they need to graduate. The Evening
High Schoolalsoservesstudentsunder theage ot 21 who
need to make up deficiencies in order to graduate but
who, for various reasons, most often work schedules,
cannot attend regular classes during the dav.

Another program, the Adult High School, is unique
in that it allows a student over 21 to take courses that
have been approved and articulated with the require-
ments of all six cooperating high school districts, thus
permitting graduation with a diploma from the high
school in the district in which he or she resides. To meet
the needs of limited English-speaking students from the
six high schools, a joint English as a second languapge
program was also developed in which students attend
intensive daviong classes held in one of the high schools.

1o
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Gifted and Talented

Partnership efforts have also resulted in a number
of programs on the other end of the academic skifls
spectrum for gifted and talented students.

The Scholars Program. The TritonScholars Program
was designed by college administrators and Jocal super-
intendents as a “college within a college.” 1t is targeted
for bright students who, although academically quali-
tied, are unable to attend prestigious colleges or univer-
sitivs tor a number of reasons, such as insufficient finan-
cial resources or tamily obligations.  The high school
superintendents have committed to assist in the selec-
tion process and to “drive the kids' parents to Triton, if
necessary” so they can learn about the program.

Significant aspects of the Scholars Program include
the development of courses modeled after those offered
by nationally prestigious institutions in content, writing
and reading requirements, and academic expectatioas,
A Triton Scholar also works with a faculty member as o
mentor for the full two vears and, through this process,
completes a portfolio of achievements prior to transfer.
Triton trustee scholarships, which provide free tuition
for all in-district students who graduate in the top 10
percent of their high school classes, assist these students
to finance their participation in the Scholars Program.

Advanced Placement. Academically talented
students whoqualify in their respective high schools for
advanced placement have the opportunity to take
several courses for college credit in their senior vears.
This credit-in-escrow program allows students who can
schedule time in their regular high school davs bevond
what is required by state funding regulations to take
classes offered at their high schools from adjunct faculty
hired by Triton College.

Regional Vocational Articulation

Triton and its focal bigh school districts have also
collaborated to provide coordinated programs to assist
those students preparing to enter the work foree
by establishing the Regional Vocational Articulation
program. This district-wide initiative provides students
pursuing vocational-technical education with carefully
articulated curricula that begin in the high schools and
are completed at the postsecondary level. These are
essentially tvo plus two, tech-prep programs that assure
students who attend the college the benefit of their
previous work at the secondary fevel

The first of these programs withcarefully articulated
course objectives were offered at Triton in the fall of 1989
in the broad areas of business, industrialtechnology, and
home economics.,

1 ¥

Student Postsecondary Education Plan

The goal of this project of the partnership is to estab-
lish a routine process for high school counselors to help
students plan their futures. It involves an important
investment by both the high school and the college
because it demonsirates that the high schools” commit-
ment goes bevond graduation dav and that the college
has a responsibility to all voung people in the district,
whether or not they choose to attend Triton.

The program attempts to reach those many students
who fall between the cracks after graduation by making
planning for the thirteenth vear as routine as for the pre-
vious twelve. Students are asked to plan for beginning,
a career, entering military service, or attending a selec-
tive university, but are also exprcted to plot out a fall-
back position just in case the tirst choice does not come:
through. These back-up plans often include Triton Col-
lege, and for students who start in jobs, there is also the
option of taking a course or two while working. For
many who go away to large universities, the back-up
plan can be important should thev reconsider their
choice of college or be forced to return home for any
reason  The postsecondary planning process allews
then tofit easily into academic programs at Triton for as
long as necessary to pursue their long-term educational
goals, Students are also informed of other college sery-
ices, such as carver and job placement services, library
and computer resources, and tutoring services, that are
available to them as residents of the district.

Thesceotlaborative efforts are examples of the range
ot programs that can be developed by local school
districts and community colleges working together with
a shared commitment to students and their suceess.
Community college leaders have a prominent role to
plav in establishing such mutually bendficial partner-
ships and in insuring that students and the nation are
served by a coherent and united svstem ot education.

Allen 1. Arnold s evecubioe vace pressdent at Triton
College. River Grove, Winvis. where Ineseries as el of the
Partnership Committee, Vavious partnership instnitioes were
preseated at “Leadership 200007 Jase TOSY jr San Francisee,
and additional details abowed these prograss are available trom
theanthor. He has alse recently been selected to participate i
the 1990 Lxccutive Leadersitp Institute. conducted by the
League for Innovation o assist <senfor-fecel adntnistrators
prepare for the conmunity coltege presidency. to be leld
August 4-10, in Newport Beach, Calitoraie,
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STRATEGIES FOR SERVING UNDERPREPARED STUDENTS

Richard C. Richardson, Jr.

The current concern with underpreparation is e
consegquence of e decades of policy deaseons that
have fett commumty collepes accountable tor servimg
less woell-prepared students who graduate and transter
at levelssigniticantiy belins those presiousiyv attained by
boetter preparedcohonts hesssue ot preparation Ginnt
boe separated from fadors of tceand ethmaty, Atrican
Americans, Hispanics, and American Indians dispro-
porttonately rely upon commuuty colleges tor imitial
aceess to higher education, and the data on thare rates ot
participation and achievement sugpest that Comanmty
colleges are part at the prpeline” problem. as well as
potentinl contributor to the solution,

Defining Underpreparation

The wav o problem s detmed hos mudh to do with
shaping thecftorts amed atits solubon. Fhe preparation
pmkﬂvm has generally been detined interms of student
deficiencies. The detiviency approach has tsed assess-
menttesting toidentin underprepaned students. thoug h
there are major Iimitations to tlxis approach. A 986
study ot why studentssucceed, ratherthan why thes tail
attempted to fumish an altermative to the prevailing
deticiency model Researchersinterviewed H7 minonity
graduates from ten tour-vear colleges and universities,
many of whom had previousiv attended o communits
college, and more than half of whom had begun their
college careers Labeled as underprepared.

{t)p;mrtmxit_u Orientation. hw interviews showed
that preparation indides avcurate espectations about
college partivipation and theterm “opportunity orienta-
tion” was coined o deseribae the beliets that the students
had about the part cduication plavs in gammyg access to
valued adult roles. Students with opportugity orienta-
tions that exclude cducation as an appre ‘ﬁgmtv ativity
are most kel to attend college as .wd}nlts, it at all, and
bring with them the abilities of their previous eduda-
tional experiences, as swell as the challenges of balancing,
coursework with the demands of o tamilv and a job.

Four Categories of Shadents, The study also identi-
ficd four categortes of student preparation:

Lo Well- Prepared wath High Opportinnty Orientation,
The first group included minotity graduates from edu-
cated families who ottended «uburban or high perform-
ing inner-city schools and alwavs x'\rm'h'd to g to col-
lege. These students succeedaed at selective institutions,
despite sometimes bemg stereotyvped asunderprepared.
amd were very onlikely o attend community mlfvgvx

I Margonadly Linderprepared ath High Opporbsonty
Orientation. A secomdlorge group involved first-penera-
tion college students who Lacked the preparation of the
first group, but whoe had grown up with strong parental

civoutagement to build o rewording Jue by attending,
college. This group wdentiied mentoring, sununer
wograms, and such support activities as tutoring and
L-.\ rning haboratories as critical to their ability to persist.
A signihcant proportion of this group began ther
postsecondary careers in a community college.

o Naygmally huferprepared e Woraer weith o
Oppedtinity Orientation. Athird, quite small grm:{\ Brew
up in tamilies and communities where the people with
s hom thev associated had notbren tocollege and where
they were consistently advised that attending college
would make no ditterence in the opportunities they
would subsequentlv experience. Hamperad by alack of
preparation and a fow opportumty erientation, gradu-
s from this group overcame incredible odds to carn
desirees, i luding negative peer and tomily k’“'“”"r"“'

Vo WS- Prepared waith Lowe Opportunity Orientation,
A tourth, very small group was well-prepared, but
lacked the conviction that mﬁ]u e would make a signiti-
wantdifference in their lives, This group was mmzfv up
primarily of American Indians who came trom reserva-
tons where unemplovment rates were high and oppaor-
tuntties for professionally trained workers very Jinnted.

Iustitutional Responses, Thecharacteristicsof these
tour ;;rnuys help define the preparation issue tor com-
munity colleges, Group @ students, whether minority or
majority, are heavily recruited by selective institutions
because they can be served successfully by enisting
programs and services. Group H students are also heav-
th recruited. Fyen though they require special assis-
tance, they attend in the traditional tull-time mode and
are highly motivated.  While institutions must make
some changes to serve them eftectively, often such
changes can be accomplished by speciatized statt, Teav-
g the academic core of the institution tree to continue
traditional learning practices. Group IV istosome extent
an anoemaly created by the unique circumstances of i
on an Indian reservation, but could indode well-ot
majerity students who have not been persuaded that the
quality of their lives depends upon their own exertions.

Group HI is disproportionately: African American
omd Hispanic and concentrated in urban arcas. No
institutions are amious to serve this group by taking
seriously the responsibility for helping them' achicve
stiecess across the entire range of academic majors,
Inner-city community colleges are willing to have !fwm
as clients as long as the outcomes defined tor judging
institutional success are soctal swelfare-oriented or
preparation for lower-level vocational careers, Fhe
proviem tor community colleges is the task of achieving
traditional outcomes for these students whose diversity
m preparation and opportunity orientotion make them
poor candidates tor traditional learning practices.
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A Model for Institutional Strategies

Institutions develop strategies to deal with issues of
student preparation that involve three key variables:
student characteristios, expected outcomes, and organ-
izational culture. These constitute o model for cu}lt?;vs‘
strategies o serve underprepared students more effec-
tively, However, strategies to change the expected out-
comes or to Tower the requirements to achicve desired
otteomes are not viable options for community colleges.
Degree achievement and transter remain the outcomes
upon which the public pelicy to establish community
colleges as apportunity institutions is tounded.

Removing Barriers. Public policy toincrease diver-
sity and participation in higher education does not pro-
vide community colleges the option to screen out under-
prepared students. Infact, their record onremoving bar-
ricesthrough recruitment, financialaid, flexible schedul-
ing, and other programs is quite good. Institutions can
fine tune these strategies to attract better prepared
students as wetl however, additional emphasis on
removing barriers has at Jeast as much potential for
increasing the preparation problem as for moderating it.

Changing Stidlents, .\;nru promising are strategios
that focus on preparation that reduces the mismatch
between institutional expectations and student ca pabili-
ties.  Community colleges can motivate high school
students to stav in school and to take more rigorous
coursework through outreach programs. . They can
strengthen preparation and assist transition through
summer programs. Thev can emphasize mentoring and
tutoring to ottset limited opportunity orientations in
addition to providing extra help for students with non-
traditional academic proeparation.

Such strategivs can be tound in abundance in most
community colleges. Some improvement in outcomes
mav result from turther refinement, better coordination,
and making programs and services more widely avail-
able. Itseems highlv unlikely, however, thatcommunity
colleges can solve the underpreparation problem by
relving esclusively on these interventions. Rather, they
will have to modify their learning environments to
broaden the range of diversity they effectively serve,

Changing Organizational Culture. College leaders
Can manage organizational culture to provide a more
mpsmrti\'c learning, environment for underprepared
students by developing and implementing strategic
plans, focusing on the assessment of selected outcomes,
selecting new staff that embody desired values and
behaviors, and providing incentives to existing staff to
encourage them to support needed changues.

Koy strategios im‘kudc student assessment to create
more manageable learning conditions in the classroom.
Developmental education programs can be used both to
srovide direct support to otudents and to pressure
{u‘ultx' by demonstrating that underprepared students
can achieve academivally under the right conditions,
The use of technology to alter classroom dvnamics has
stilhuntapped potential. Promoting curricularand peda-
grogical change can alse be used as a powerful strategy
forchanging culture, especially where taculty are central
to institutional decision-moking,. .~

Arguably, community colleges have paid more
attention to all of these strategies than their four-vear

counterparts. In fact. part of the transter issue clearly
relates to the unwillingness ot tour-vear institutions to
match the scheduling adjustments, support services amd
responsive learning environments routinely provided
by many community colleges. Changing organizational
culture’is the most promising long-term approach tor
dealing with preparation issues, though short-term
strategies remain necessary to address immediate prob-
lems while awaiting Jonger term culture change.

Deficiency and Achicvement Models. Most institu-
tions apply the deficiency model aimed at bringing
evervone to some minimum level of academic prepara-
tion. However, a number of innovative programs have
piloted an achicvement model that focuses on helping
some students achieve escellence, Inner-city schools
have developed magnet school programs with striking
resuits, and at least one medical school has developed a
program that admits promising college juniors and
assists them to prepare for the rigorous training while
still undergraduates. Both programs remove barriers,
hetpstudents adjustto highexpectations, and change the
learning environment they experience.

Unfortunately, community colleges are not tree to
choose between the deficieney and achievement models.
Given scarce resources and continuing pressures from
students seeking access, they must continue to imple-
ment the deficiency model as best they can. Coneur-
rently, some mav choose to dedicate more of their
resotrees to programs where carefully selected and
highly motivated nontraditional learners experience the
opportunity to achieve excellence.

The preparation issue is arguably the most impor-
tant challenge community colleges currently contront. It
cannot be neutralized by ru?ufining outcomes, nor
avoided by excluding high risk students. Changing the
learning environment, especially student interactions
with faculty members, bv emploving an achicvement
model that builds upon students’ strengths rather than
focuses on their weaknesses is the only alternative
promising long-term improvement.

The task of implementing achievement models in
institutions historically committed toaccess is, aboveall,
a task of managing culture, It is the onlv approach
through which the faculty who control the nature of the
learning environment and its impact on students cenbe
influenced to alter their prevailing deficiency views and
practices. There are emerging madels of the wav the

rocess works, Efforts to manage culture will be aided

v the opportunity to employ new statf as those repre-
sentative of founding values and buliefs retire in large
numbers over the next decade.

Riclard C. Richardson, [r. f~;’f‘c'f¢'~~w‘x!f Highwer vdsstion
and asseciate divector. National Center for Postsecondary
Governance and Fisanee, Arizong State Universite, Hiis
article is abstracted frona paper commissinned by the Leagee
for Innovation in the Community College amd presented as
part of acolloquerum onenderprepared students held at Central
Piedment Community College, Clurlette. North Careling,
March 23-24. The paper eill be pablisind nits entivety by the
League in the fall., '
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THE TECH PREP PROGRAM: A NEW COURSE OF STUDY

Joe Grimsley

The 1980 began with great concern about the
decline of the nation’s educational system. The
evidence included declining test scores, increas” g
high school dropout rates, demoralized teachiny
stafts, and decaving facilities. Educational reforms
were implemented, and some important improve-
ments were achieved. However, by the end of the
same decade, the inability of the nation and its
work foree to compete effectivelv in the emerging
global economy replaced declining educational
standards as the great national lament. Of course,
these concerns are more than casually related.

Estimates place the percentage of new jobs
requiring some postsecondary education as high as
80 percent. Labor shortages are growing imminent
in the 1990s, and the gap between the increasing
skill levels required in the work force and the
decreasing skills of new entrants into the work
force is widening. At the same time, only aboutone
quarter of all high school students enroll in a col-
lege preparatory course of study. The "neglected
majority”—so named by Parnell in his 1985 book
of the same title—unfocused, unguided, and
uninspired by traditional secondary vocational
programs, lose interest in school and take the least
demanding courses that meet high school gradu-
ation requirements; many simply drop out.

Parnell recommended a program of articulated

technical preparation as a partial solution to the
dual problems of increasing high school dropout
rates and declining global competitiveness. North
Carolina has led in the broad-based implementa-
tion of this recommendation, and Richmond
Community College, whlch began developing its
successful “tech prep” program in 1986, now has
considerable eaperience with the program and
data to demonstrate its effectivencess in lowering
high school dropout rates, strengthening the
academic core of participating high schools, and
increasing student performance and suceess, as
well as modeling partnership efforts to serve
students across levels of the educational svstem.

The Tech Prep Program

Tech Prep (technical preparation) is a course of
study offered jointly by a high school and commu-
nity college that is designed to meet the need for
high school graduates to develop higher-leveltech-
nical skills. It is a replica of a college prep course of
study in many respects but designed as a carefully
sequenced “four plus two” program leading to an
Associate of Applied Science degree from a two-
vear college. The  ogram is based upon a strong,
academic core and upgraded vocational courses,
many of which integrate mathematics, principles
of science, and computer applications.

At Richmond County Schools, tech prep
programs are offered in three principal areas:
business, enginvering (industrial, mechanical, and
electrical), and health and human services. Incare-
ful consultation with their parents and guidance
counselors, students sign up for tech prep
programs as eighth graders. They then pursue one
of the curriculum areas, cach of which requires
core courses thatinclude algebraland I geometry,
precollege English, biology, physical science,
government and ecconomics, and United States
historv. Other courses are included in each
student’s schedule depending upon state gradu-
ation requirements and individual career goals.

It is important not to dismiss tech prep pro-
grams as vocational tracking designed to protect
the academic core of high school and college curric-
ula. In fact, one of the principal purposes of a tech
prep program is to strengthen the academic prepa-
ration of those neglected majority of high school
students who wor:d otherwise not plan to pursue
any postsecondary education. Not only are higher
level mathematics and science courses required by
tec” prep programs, but courses in English and the
soed | osciences are also mandated both for high
school graduation and associate degree achieve-
ment. Finally, advanced technical courses, such as
principles of technology, computerized drafting,
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electronics, industrial technology, accounting, and
entrepreneurship are included in the program.

Implementing the Program

The tech prep program at Richmond Commu-
nity College is an outgrowth of vears of cooperative
planning efforts with the Richmond County
Schools that began in 1984. The formal proposal to
develop the cooperative program wasapproved by
both boards in December of 1986 and implemented
in September of 1987,

Registration for the tech prep programs begins
in January of each vear with the distribution of
program brochures to eighth graders through their
guidance counselors and to their parents by vari-
ous means, including distribution by local emplov-
crs in their emplovee’s pavehecks.  Radio and
newspaper advertisements encourage parents to
sit down with their children and to consider tech
prep as anoption for a high school course of study.

In order to offer better career guidance, a com-
puterized guidance center was created to help
students tocus on choices, Each student receives a
hard copv of planning results to take home for
parental review, and parents must cosign the
registration selection. Registration materials are
then completed and returned in the early spring.

The Rev to the program is that students ore
given concrete and obtainable goals upon entry
into high school. However, thev are not locked into
narrow vocational programs because the courses
that thev are taking, are actually at a higher level
than they might otherwise be enrolled in, and the
majority are also college preparatory courses.
Students may enter the tech prep program after
cighth grade, but they must meet the prerequisites
for the courses offered in subsequent grades,

As aresult of the carefully articulated program,
Richmond Community Colfege provides no tech-
nical instruction at the secondary level. The pro-
pram insures that students entering the college are
prepared for postsecondary technical curricula.
While in high school, students are provided with
detatled requirements of the full range ot the
college's career programs,

Demonstrated Success

in three full vears of operation, enrollment in
the Richmond County tech prep program has
grown to 30 percent of all high school students.
More importantly, a number of key indicators
demonstrates the progress the program has made

<l

in achieving two Key goals: to improve the aca-
demic preparation of high school students and to
reduce the dropout rate.

Since the implementation of the program in
1987, the average SAT scores in the county have
increased 47 points.  The number of students
declaring intentions to attend either two- or four-
vear colleges or universities has increased from 48
percent to 76 percent. The high school dropout rate
has decreased from 7.2 percent to 4.8 percent.

Even more interesting is the result of a decision
by the Tech Prep Steering Committee to offer
algebra to students previously not challenged by
the subject. The results demonstrated that agreater
number of students could, in fact, handle higher-
level math. In 1986, before implementation of the
program, 352 students, or 47.1 percent of the
freshman class, took algebra T and scored in the
53.6 pereentile on the state end-of-course test. In
1984, 306 students, or 75.7 7 percent of all freshmen,
took algebra 1 and scored in the 38.7 percentile
statewide, and the failure rate did not increase.

While there are no numerical indicators to
gauge whether the tech prep pragram is succeed-
ing in reaching its goal of improving the prepara-
tion and competitiveness of the countv's work
force, the program has been adopted by counties
througnout North Carolina and exported to other
states. In 1988, the program was identified by the

North Carolina Rural Economic Development
Center as having potential to influence the state’s
cconomic development, and funding was pro-
vided to emplov an executive director for the Tech
Prep Leadership Center of the Richmond County
Schools and Richmond Community College.

Tech prep programs demonstrate the power
that partnerships among educational institutions
have tor assisting in the solution of key social and
eeonomic problems. [ssuoc of educational eseel-
lence and economic competitiveness are two sides
of the same coin, and both are well-served by
programs that are designed to meet student necds
waerever they esist in an educational svstem
integrated from Kindergarten through college.

Joe Grimsley is president, Riclmond Community
College, Hamlet, North Carolina. For more information
about the college’s tech prep programs, contact Myrtle
Stogner, exccutive director, Tech Prep Leade IJH;?
Center, Richmond Commnanity College, I'. Q0. Box 1189,
Hamtlet, North Caroling 28345, (919) 582-7187,
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INSURING EXCELLENCE IN COMMUNITY COLLEGE TEACHING

John E. Roueche

Community college leaders are collectively commit-
ted to insuring that excellence in teaching remains the
hallmark of their institutions. More than one report has
held out the goal that community colleges become and
be recognized as the premier teaching institutions in all
of higher education. Yet, the circumstances facing these
colleges could not make this goal more challenging.

Half or more of all college and university faculty will
retire or otherwise leave the profession in the next
decade. At the same time, colleges of education have
essentially stopped producing college teachers who
have been prepared, sm'ializat and enculturated to be
college instructors, To further compound the problem,
college students in the next decade are going, to be more
heterogeneous and less well-prepared than at any time
in the history of the nation, and this diversity will require
exceptionally talented teachers. Nowhere is the gap
between the preparation of recent master’s degree
recipients and the characteristics required of beginning
instructors greater than in community colleges.

How well community colleges respond to these key
challenges will uetermine their success in reaching the
goal of teaching excellence, Academic leaders have the
major responsibility for staffing their colleges with qual-
ity faculty possessing the skills, characteristics, and com-
mitment that will be necessary to meet the needs of com-
munity college students in the next decade and bevond.
Their responsibility consists of four impuortant jobs.

Hire Quality Faculty

Job one is hiring well. 1t is hiring talented and com-
mitted professiunnt who truly want to make a differ-
ence in the lives of their students,  Hiring well means
hiring individuals who understand and are committed
tothe missions of community colleges and whose values
are congruent with those of these mstitutions. Because
commumnity colleges tend to award tenure to most of the
faculty they hire, who they hirchaseverything todowith
the quality of the faculty.” Colleges simply cannot afford
to make too many hiring mistakes.

Identify What is Wanted. Perhaps the most impor-
tant aspect of hiring well is the first step: caretully
determining the characteristics and values desired in
new community college faculty. Efforts to find and
recruit the best possible faculty can only be successful if
community colleges know what thev are looking for—
only then are they likely to look in the right places.

Community colleges, as much or more than other
institutions of higher education, have a special responsi-
bility to increase substantially the number of minorities

in faculty and leadership positions—both to insure their
ranks are proportionate to their student populations and
because cultural diversity enhances the teaching and
learning environment. Even more fundamentally,
community colleges want exceptional teachers, indi-
viduals who are both masters of their disciplines and
masters at motivating and inspiring students. Studies
have identified the characteristics of such teachers, and
these describe individuals who like students, take an
interest ins! dents, and are available to them in and out
of the classroom.

Recruit Proactively. Finding this different breed of
faculty requires proactive and targeted recruiting. 1t
requires going bevond traditional credentials, certifi-
cates, and letters of reference to find people who know
how to stand up on day one in a classroom and reach
students effectively. It requires savyy and sophistication
to find the best teachers available.

The pool of applicants should never be limited to
those candidates who write and announce their inten-
tions to apply for faculty jobs that have been advertised
as availagllo:.:. Academic leaders who are serious about
improving faculty quality should get on the telephone,
cal thecoheges and universities wih\ strong programs in
the disciplines in which there are vacancies, and ask the
department chairs to identify the best voung recent
graduates who are outstanding teachers.” Community
colleges who expect to replace retiring faculty with
quality prospects need to activelvy seek recommenda-
tions and solicit applications from the best candidates
known tothem, Itis critical to insure that applicant pools
contain individuals with the characteristics of quality
teachers before any serious search can proceed.

Implement E g:thiveScmming. Oncea poolcontains
a sufficient number of candidates, a search committee
proceeds to review credentials, professional experience,
and letters of reference. However, it is important to
implement review processes that go beyond rapor
screening, to discover the best teachers in the pool.

The first caution is to understand that letters of
reference are not reliable indicators of quality. They are
written almost exclusively b{éhose who have agreed to
write positive evaluations. Rather, a serious screening
process should include telephone calls to their references
to probe for more candid assessments of candidates’
strengths and weaknesses, and then follow-up calls to
others who know the candidate but who were not listed
as references.

Another strategy is to conduct telephone interviews
with all serious candidates for the position. The key
to the efficacy of such interviews 1s to ask the right
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questions.  In the case of hiring teachers, the important
questions should concern how the candidates would
perform in classroom situations. Muchcanbelearned by
asking applicants for teaching positions how they would
conduct the first hourof a course, what kind of work they
require of their students, how they assess student
serformance, and what teaching practices they have
%uund to be particularly effective.

Then, after selecting the finalists using telephone
reference checks and telephone interviews to supple-
ment paper screening, these candidates should be
brought on campus for interviews, and colleges should
pay their way. While colleges have often taken the view
that candidates should indicate the seriousness of their
applications for positions by being willing to invest in
trips for interviews, this is a pennv-wise and pound-
foolish stratepy. The 1990s will become anincreasingly
competitive sellers” market, and colleges serious about
hiring the best possible taculty simply need to invest
in the provesses that will resuft in multi-million dollar
hiring decisions. Further, some very good candidates
may be excluded because they cannot afford to pay their
own wav—a risk that smart colleges should not take.

Finally, once candidates are on campus, they should
beasked toteach a three-hour class as a demonstration of
their abilities as classroom teachers. Half or more of all
community collegeclasses are three hours long, and only
the buest teachers can hold students” attention and stimu-
late learning over this length of time. 1t seems the best
and fairest of all hiring criteria to ask candidates to
comprete on the basis of their performance of the job that
they are being, hired to do,

Orient and Develop Faculty

job two for academic leaders in community colleges
is to provide new faculty with the training and prepara-
tion they need to be the best possible teachers. Orienta-
tion programs for new faculty should be serious
attempts to introduce them to college procedures, avail-
able support services and resources, characteristics of
the student body, explicit and implicit expectations, and
subtletios of the climate and culture of the organization.
Programs can be modeled after the weeklong orientation
for all new faculty members in the Province of Ontario,
which includes instruction by master teachers in subjects
ranging from logal regquirements of college faculty to
classroom evaluation and teaching techniques.

In addition to initial orientation programs, colleges
~hould invest in ongoing professional development
activities for new faculty, including speciatly designed
graduate courses on the history and mission of commu-
nity colleges and the latest developments in effective
pedagogy for muiticultural learning environments such
as those required of all probationary faculty at Miami-
Dade Community College. Faculty mentor programs
are another vehicle to assist new faculty to succeed in
meeting the initial challenges of their positions, as well
as torepuvenate veteron faculty, as both visit cach others’
classrooms, compare notes on evaluation and teaching
strategies, and plan curricula.

All good community colleges have comprehensive
professional development programs that concentrate on

assisting teachers to do their jobs ceffectively. Su?
e
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programs include seminars, workshops, presentations,
and other activities that serve to reinforce the central
message of the institution: teaching is important here
and the college is willing to allocate time and resources
to improve the quality of classroom instruction.

Evaluate and Reward Good Teaching

Job three for academic leaders is 10 evaluate faculty
as part of an ongoing attempt at quality improvement.
There are many ways to evaluate faculty, but the focus
must be on classroom performance because the principal
job of community college faculty is to teach.

Comprehensive evaluation programs involve
student reviews, supervisor evaluations that include
classroom observations, and peer review. Increasingly,
community colleges are developing ways to assess
student outcomes, and these may also be helpful in
evaluating teacher effectiveness. While nearly all facuity
evaluation systems and methodologies have their critics,
my assessment is that the peer review system operated
bv The University of Texas at Austin for the past ten
vears has worked exceedingly well. It drives rational
behavior, and there is extraordinary consensus, vear
after vear, about meritorious performance.

Job four is to recognize and reward good teaching,
Again, there are numerous wavs to fashion estrinsic
reward programs.  The best faculty are motivated
primarily by the intrinsic rewards associated with
reaching their students and positively affecting their
development and their lives, vet the same faculty appre-
ciate and are reinforced for their efforts by the positive
regard of their peers and supervisors.  Rewards can
range from tangible merit pav systems to recognition
programs that identify “teachers of the vear.” Master
teacher programs go bevond simple recognition to
increase teaching effectiveness throughout the institu-
tion by engaging these teachers in activities to assist less
experienced ones develop their skills.

The point of evaluation, recognition, and reward
programs is to send the message that “good teaching is
rewarded here.” It is the core message of community
colleges, the theme that most exempli?ies the goals and
aspirations that they have for themselves,

In summary, it is not possible to spend too much
time or money hiring quality faculty. Oned hived, itisnot
possible to spend too much orienting them and continu-
g to develop their skills as effective teachers, Finally,
it is critical to evaluate faculty with care and then to
recognize and reward them tfor their performance and
accomplishments in the classroom. Community colleges
are about good teaching. Teaching quality is too critical
to their stuccess to do less,

Jolm E. Roueche is Sid W. Richardson Chair and program
director, Commmumity College Lendership Program, The Uni-
versity of Texas at Austin, This essay is abstracted from a
S;k'('("t made toa conference on tie role of the department chair
sponsered by Kansas State University, February 8.1990. He
isalsocodirector of the W. K. Kellogg Leadership Project shich
sponsors the publication of Leadership Abstracts.
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RESPONDING TO INTERNATIONAL NEEDS: A MODEL THAT 1S WORKING

Jean Conway. Patsy Fulton, and Mike Khirallah

Many community colleges, as well as four-veor
colleges and universities, have long traditions ot
involvement in international education. However, both
the nation’s rapidly changing demographic face and the
emergence of a global economy have placed a new
urgency on providing international programs that
respond to a range of student needs.

International programs are called upon to address
the needs of the increasing number of foreign nationals
studving in the United States, while at the same time,
serving the different needs of recent immigrants who
depend upon public community colleges for the
language and job skills required for successful integra-
tion into American life. Such programs can also be the
focus of college efforts to internationalize the curriculum
and to assist theirstudents todevelop skills and perspec-
tives that will allow them to participate competitively
in the emerging world economic order.

Recognizing these needs, Breokhaven College, part
of the Dallas County Community College District,
embarked upon a five-vear planning process that
resulted in the establishment of its International Center
in June of 1989, The college's experience can provide
a model for other community colleges in developing
programs to meet the diverse needs included under the
international education umbrella.

The Model in Oper stion

Brookhaven's International Center has three major
components: instructional, student services, and
community outreach programs.

Instructional Programs. The objectives of the
instructional programs include: 1) coordinating campus
programs for teaching English to speakers of other
languages; 2) providing cross-cultural training for
students, faculty, and staff and assisting incollege efforts
to internationalize the curriculum; and 3) serving as a
resource for study-abroad programs.

The English language instructional program began
in 1984 with a six-level, continuing education program
and a four-level, preacademic, credit program providing
instruction in three major skill areas:  listening and
speaking, reading, and writing and grammar. Both

R

programs have grown dramatically.  Currently, the
credit program is staffed by three full-time instructors
and 25 part-time instructors, and the continuing educa-
tion program emplovs 18 part-time instructors.

In 1986, the Immigration Reform and Control Act
mandated an educational requirement for persons seck-
ing legal residency status, and this spurred the expan-
sion of the instructional program.  To help undocu-
mented workers in Dallas County fulfill requirements in
English, U. S history, and government, Brookhaven
applied for and received Federal monies to begin an
amnesty program to provide free courses for qualified
persons. More than 3,000 students have been served in
the program since its inception in fall 1988, One of the
benefits of the program is that it has served asabridge to
other college programs.  Approximately 45 percent of
the program’s completers have made the transition—
25 pereent to credit programs and an additional 24
percent to the continuing education English program,

Anuther component is the Intensive ESL program,
providing instruction in speaking, listening, reading,
writing, and grammar to foreign students holding
student visas. Those in the advanced level of this pro-
gram also contribute to instruction in other disciplines
by participating in panel discussions and other activities
to share their cultural perspectives. The participation of
foreign students not only assists the development of
theirown English-language skills, butalso contributesto
efforts to internationalize the college curriculum and to
develop global perspectives in native-born students.

Another major goal of the center is to raise the
awareness of the college community about global
concerns, The center sponsors mutlticultural workshops
that focus on acknowledging and valuing the diversity
of students and the unique contributions of various
cultures, and these workshops have been instrumental
in the development of international components in the
college curriculum. For example, program faculty are
designing a multicultural component for all courses in
child development . Library resources have been added
to supplement these new components.  Also, selected
technical manuals have been targeted for modificationto
make them accessible to students with limited English
proficiency. Faculty and staff are encouraged to attend
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national and international conterences todevelop exper-
tise in working with diverse populations,

Finally, the center has served as a resource for stu-
dents, faculty, and statf secking opportunities tostudy or
teach abroad. Programs have been developed in which
students can studv in Germany and England. This fall
an intensive Spanish program, transferable to four-vear
institutions, will be oftered in Cuernavaca, Mesico.

Student Services. A second, major objective of the
center is to assess and advise international students.
Initial intake processes include assessment of language
profiviency and other academig skills, using tools such as
Michigan Test of English Language Proficiency, Test of
English Proficiency Levels, spanish Literacy Test, and
Oral Interview. Advisors use the results of those assess-
ments to help students establish goals.

The provision of key student services has been iden-
tified as critical to student success, especialiv for at-risk
students, many ot whom are immigrants or other non-
native speakers of English. Testing procedures often
reyuire bilingual instructions, but even other services,
such as admissions and financial aid counseling, also
require special accommodations. Infact, the demand for
cross-cultural career counseling has forced a reevalu-
ation of both traditional counseling techniques and
psychometric testing. Modified support services, such
as specialized tutoring, tracking and retention, and
sovial adjustment activities, have also been introduced.

Commmunity Outreach. A third objective of the Inter-
national Center is to reach out to initiate partnerships
with the international business community by providing
services, suchas seminars, translation services, language
classes, and access to resources, The center sponsors
breakfast meetings to introduce these services to the
business community. It also responds to organizations
or businesses requesting an interpreter or translator;
on-site, customized ESL classes; sprakers; or referrals to
international resources in the community.

Inaddition, the center sponsorsspecial lecture series
and cultural activitios tor the community. For example,
the conter cosponsored a world religions series inwhich
invited scholars lectured on five major world religions.
The culmination of the series was a testival in the
International Courtvard—a celebration of the culturat,
religious, and international diversity at the college.

Successful Program Implementation

The experience of Brookhaven College in establish-
ing the International Center as a major initiative of the
institution illustrates the high level of commitment
required for asuccesstul program. From the moment the
center was proposed, it was clear that such an undertak-
ing would change the college and require a redirection
of organizational energies and resources, a negetiation
of new agreements, and the establishment of new

strategies and processes.  In order to get grass-roots
support  for the effort, a tas'. force was appointed to
develop a comprehensive set of recommendations. Two
highly respocted  individuals were chosen to cochair
the task force, and membership was broad-based and
represented all categories of emplovees, including
faculty, administrators, and professional support staff.

Even more critically, college leadership responded
to the reccommendations of the task force by providing
the resources necessary to implement them. Both
budgets and space were reallocated with some
difficulty, but the clear commitment of the college
community to the reeds of the international student
rem.ined in focus throughout the process,

The reward for the collective effort has been a
program that has alreadv demonstrated a record of
accomplishment. Over 5,000 students have been served
since the International Center officially opened one vear
ago. Since 1984, when several of its programs were first
initiated, students from over 90 countries have partici-
pated, and enrollments in English language courses
have grown geometricallv. The center is a source of
pride for Brookhaven’s international students, faculty,
and staff, and it is identified by the external community
as a showplace tor international guests to visit, as a
source for interpreters, and as a provider of intensive
English courses for area universities.

To plan for the future of the International Center, an
advisory committee composed of faculty and staff from
all college divisions has been appointed and charged
with advising center staff on new programs and needs.
Proposed programs include a comprehensive, English-
in-the-workplace initiative that would provide both
on-site, work-related, ESL. instruction and content-
related instruction for vocational programs; amentoring
program for international students; a community refer-
ral plan; international units of study added to discipline
arcas; and linkages with various countries to provide
preater exchange opportunities for students and faculty.

Thechallenge and opportunity is tocontinue to meet
the need forinternational programming that is certain to
emerge. The Brookhaven College International Center
provides a stable, institutional context from which to
respond to the surprises the future surely holds in the
international arena.

Patsy Fulton has been president of Brooklaeen College in
Dallas, Texas, since 1984, amd she was recently elected to the
AACIC Board of Directors. Mike Khivalal is director of the
Iternational Center and Jean Convay is an ESL instructor;
both were instrumental in setting up the ESL Program and the
International Center.
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THE PRESIDENT'S ROLE IN STUDENT TRACKING

Jim Palmer

Demands for intormation on student outcomes have
spurred the development of student tracking svstems—
computerized data bases that provide longitudinal data
on students’ progress through college and on their
stubseguent success. However, most of the literature on
student tracking addresses the technical issues of
concern to data processing personnel, institutional
researchers, and others who build these data bases.

Yet, this emphasis masks the important role to be
plaved by policy makers, particularly by community
college presidents. A technically sound svstem using
state-of-the-art computers w ill have little value if it does

not address key policy issues, or if no provision is made
for using the data it generates to inform discussions of
institutional effectiveness. College presidents have an
important role to play in articulating the purposes of a
student tracking svstem, insuring that necessary data s =+
routinely collected, and determining how data gener-
ated by the svstem are reported and used.

Determining What the College Wants to Know

The contents of a tracking system (that is, the data to
be included for cach student) generally fall into three
categories: 1) measures of the attributes students bring
with them to the college, such as ethnicity, educational
goals, or academic ability; 2) term-by-term measures of
academic performance, such as grade point averages
carned each semester or credits earned as a proportion of
total credits attempted; and 3) measures of success after
students leave college, such as performance at transfer
institutions or in the workplace. Such data make
possible longitudinal analyses of nearly endless combi-
nations of student outcomes and attributes. The task
faced by college leaders is to determine what it is the
college wants to know about students and, hence, what
data should be included in the tracking system,

Determining Appropriate Indicators. A central part
of this leadership task is to specify indicators of student
progress and outcomes that the college will use to assess
its role in helping students advance through the educa-
tional pipeline, or otherwise to meet their educational
goals. These indicators should be tied to the college’s
mission and should have clear operational definitions.
For example, an indicator of student success in the

college’s developmental studies program might be
defined as follows:

The percent of students who, within teo years of complet-

ing the college’s sequence in remedial reading and

writing, successfully complete the college’s freshman-

Ievel composition course with a grade of "C ™ or better.

Another indicator might take the form of a transfer
rate, using a definition such as that proposed by the
Center for the Study of Community Colleges:

The percent of first-time students (those with 1o prior

college experience) who, within five years of enrolling in

a commnity college, complete at least twelve credits

there, and subsequently enroll in at least one course at a

tour-year college or university.

These indicators determine the content of a tracking
system’s data base. Those cited above, for example,
require data on the courses students take each term, the
grades and credits earned in those courses, the previous
cducational experiences of entering students, and
records of transfers enrolled at four-year institutions.

Insuring Data Collection. Any numberofindicators
can be defined, so long as the college can sustain the
requisite data collection and processing effort. If the
college wants to analyze course completion rates by
ethnicity, gender, handicapped status, or receipt of
financial aid, appropriate data elements will have to be
included in each student record. If it is desirable to
compare the graduation rates of students majoring in
different program areas, then each student record needs
to include a field for program major. The more the
college wants to know about its students, the larger the
student tracking data base. The college president can
help balance the desire for multiple measures of student
outcomes with the practical need to limit the data base
and data collection procedures to manageable levels.

Tracking Students After They Leave The College

Much of the data needed to build a tracking system
is available through routine student records. Most
colieges have at least some data on attributes, such as
student demographics, scores on tests of basic skills, or
student educational objectives. In addition, measures of
term-by-term academic progress are readily available in
the form of course grades. Tracking systems may fall
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short, however, in following the academic and career
experiences of students once they have left the college.
Unless more is done to gather information on transfer
rates, job placement rates, and other indicators of the
success of former students, tracking svstems will dolittle
more than gauge persistence and attendance patterns at
the community college itself.

College le aders, then, can make a significant contri-
bution to the tracking process by marshalling the
resources and the will needed to gather information on
former students. In some cases, this task is made easier
by state mandates requiring four-year institutions to
provide feeder community colleges with information on
the academic progress and degree achievement of their
former students. However, in the absence of state assis-
tance, community colleges need to take the initiative to
insure that their neighboring four-year institutions
provide comprehensive and timely data on transfer
students. Inmany cases, presidents must lead the devel-
opmentof cooperative relationships with their four-vear
counterparts upon which follow-up studies depend.

Presidents can also be instrumental in obtaining
follow-up information on former students who have
entered the work force by using their contacts with local
businessand industry. They can add their namesand the
influence of their positions to surveys of former
students, as well as their support for adequate resources
to conduct effective follow-up surveys. Presidents can
do much to insure that tracking systems include key
information bevond the completion of courses at the
community college itself.

Using the Data Appropriately and Effectively

Data collection itself rarely leads to interesting
insights or useful information to assist the assessment
and improvement of college efforts. Effective processes
for interpreting and reporting the data are required in
order for student tracking svstems to make a difference.

Reporting Guidelines. College leaders have an
important role to play in providing clear expeciaiions for
the nature and use of reports of student outcome data.
The following guidelines can be applied to the genera-
tion of repuorts that detail indicators of student flow and
achievement in simple, nonpunitive formats:

* Keep each report brief (no more than two pages) and
focused on one indicator or one group of related
indicators.

¢ Provide operational definitions for all indicators.

* Avoid rank-order comparisons that might be mis-

interpreted as quality judgments. For example, if
transfer rates are reported by program of study, care
should be taken to explain that programs with
higher rates are not necessarily better at preparing
students for transfer than those with lower rates.
Several factors, including students’ educational

objectives, may explain important differences.

* Stress that indicators are not absolute measuresand
are, therefore, not the final word on student
outcomes. Forexample, declining transfer rates may
or may not indicate a problem in the effectiveness of
college’s ability to prepare students for upper-
division study. Further research will be needed to
investigate the causes of the trend.

* Avoid complex inferential statistics, such as factor
analysis or regression.  Simple frequency tables or
cross-tabulations will suffice to describe student
outcomes. If more complex analvses are warranted,
these can be reported in separate studies.

* Issue the reports regularly and broadly to the college
community and encourage comments on the trends
revealed in the data.

Using Results. The dissemination of simple, well-
defined reports can increase awareness of the impor-
tance of student outcome assessment and focus neces-
sary attention on the principal purpose of community
colleges: to help students learn and reach their educa-
tional objectives. P ’rhapsthe single most important role
for presidents, then, is to insure that the results indicated
by student tracking become integral to all the major
decision-making processes of the institution, particu-
larly the planning, budgeting, and hiring processes.
Only when the results of student outcomes assessment
inform college operations and plans for improvement
will student tracking systems have accomplished the
purposes for which institutions invest in them

The current outcomes assessment movement places
great expectations on the ability of colleges to generate
longitudinal data on student flow and achievement.
Computers and the technical skills of data managers will
play an important role in meeting these expectations.

But outcomes assessment is a form of inquiry, not
just a data collection task. Its success depends toa large
degree on how clearly the goals of that inquiry are stated
and how the results of the i inquiry are used. As colleges
develop student tracking systems in response to
demands for outcomes information, presidents have the
responsibility toinsure that investmentin data collection
vields results and provides needed insights into how
students use community colleges and how the college
experience affects career and academic development.

Jim Palmer is the associate director of the Center for
Community College Education af George Mason University,
Fairfax, Vir ginia. He previously served as vice president for
communications at the American Association of Community
and funior Colleges and assistant director for user services at
the ERIC Clearinghouse for [unior Colh’\:\ at the University
of California, Los Angeles.
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NOT LEAVING TECHNOLOGY DECISIONS TO THE "TECHIES” AND "GURUS"

Carol Cross

A principal reason instructional technology has not
achieved its potentialto transform teaching and learning
in community colleges is that so manv educational
leaders have hept their "hands-off” technology-related
decisions. Many presidents and chief academic officers
enthusiastically’ endorse the idea of using computer
technology to improve teaching and learning, and they
often point with pride to exemplary computer applica-
tions in their colleges,  However, most real decision-
making on technology-related, educational issues has
been delegatad to the director of computing, the dean
“who has a I'C at home,” or to the tacuity member “who
has created some computer-based instruction.”

By relegating discussions about technology to those
who happen tobe “gurus” —those interested and excited
enotgh about technology to adopt it on their own—
educational feaders are treating it as an issue apart,
rather than as the means tor other cducational ends. For
technoloay to be applied appropriately to community
college education a broad-based, well-informed, and
comprehensive alteration of instructional methodolo-
gies that incorporates technological changes is neces-
sary -one designed by the entire scademic leadership,
not just the “techies”

Accepting the Truths about Technology

Tomove torward on thisissue, presidentsand other
academic Jeaders must abandon some widelv-held
mythe about techmology. The technology gurus and
techios hnow the tollow ing two truths:

There is no such thing as an expert. While there
certainly are individuals who are more tamiliar and
comfortable than others with computers, interactive
videadises, telecontorencing, and other technologies,
tew consider themselves really well-versed in all of
them.  Also, given the rapid rate of change, it is
anvbody’s guess about what kinds of technology will be
available for use in the next decade. Estimates are that
fully 85 percent of the technology that will be in wide-
spread use in the vear 2000 has not even been invented
vet. John Akers, John Scullev, Steven Jobs, Tom Peters,
and John Nesbitt put together cannot assure either com-

munity college leaders or the nation at large what tech-
nology will look like in the next century. Leaders have
little choice but to give up certainty and get into the fray.

The big issues surrounding technology are not tech-
nical questions, they are policy debates. The technolo-

gies of major computer vendors are moving towards
convergence, and more devices can “talk to” more other
devices all the time. 1t is becoming easier and easier to
take the samedigitized information and processit, use it,
and send it via whichever technology is appropriate and
available. Technology is becoming increasingly trans-
parent to users. Thev no longer have to learn code to
input commands; they now cap push a button, touch a
screen, or point and click with a mouse to operate things.

The techies are doing a great job of simplifving tech-
nology operations for neophvtes. However, poli-
cvmakers are not doing such a good job putting into
place the new structures, pnxedurcs, and financial
arrangements necessary to take advantage of the power
of technology. Unfortunately, despite incontrovertible
evidence that the information age is fundamentally
changing the nature of education, too many community
college leaders continue to operate the great majority of
the college as “business as usual.”

Issues Academic Leaders Need to Address

The following key educational issues are tied to
technelogical development but are really policy issues,
not technical questions. These are among the kev issues
that educational leaders need to address to ensure that
their institutions take advantage of the technological
resources and assistance available to them

1. How Do Community Colleges Prepare to Serve
the Nimtendo Generation? Humorous stories about
adults being trounced by nicces and grandchildren
when playing Nintendo-like computer games are no
longerlaughing matters, Statistics show that elementary
and preschool children are significantly different from
baby-boomers and previous generations, demonstrat-
ing quicker response rates, better hand-eve coordina-
tion, and faster decision-making skills—presumably
due to the hours many children have logged playing
computer games that foster those characteristics.

While there is a downside to children’s fascination
with such media, the prevalence of technology has,
nonetheless, helped to develop positive characteristics
in the children who have access to its products. TVs,
VCRs, computer games, and the like se@m to be fostering
children who are unintimidated by technology, even
unfamiliar equipment; able to quickly synthesize fast-

. paced, multimedia information; capable of deciding and

responding almost instantaneously- developing a lerger
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world view. However, these same devices may also be
contributing to a generation that has fower interest and
capabilities in reading; has a shorter attention span;
expects immediate gratification; and is bored if not
stimulated both visually and orally

While the fields of child devclopment and cognitive
psychology are struggling to synthesize what is known
in this area, it seems clear that the skills, capabilities, and
interests of learners already in the educational pipeline
are different from both those educational institutions are
accustomed to serving, as well as different from those ot
educators themselves. What are community colleges
going to do about this?

2. What Do We Teach in the Information Age? The
debate on this topic has often been framed by current
realities rather than future needs. One reading of the
future is that technological developments erode the
importance of facts and boost the requirements for asso-
ciative, synthesizing, problem-solving, retrieval, and
interpersonal skills. This is due to two different techno-
logical trends: 1) Technology is supporting unprece-
dented levels of information expansion. Current esti-
mates are that the total sum of information in the entire
world is doubling every eighteen months, and technol-
ogy allows access to the entire mass; 2) In the workplace,
mere conveyance of information can be done quicker,
more accurately, and more cost-effectively by technol-
ogy than by human beings. Most procedures that can be
stated straightforwardly as “do this, then do that, then
do that,” can be computerized and mechanized.

Community colleges cannot focus their curricula on
teaching information because there is just too much
information to know, and it changes so rapidly that what
was true vesterday is no longer true today. Computers
are very good at storing massive amounts of data and
retrieving the precise fact requested, which is why the
jobs that invnlve supplying known information, such as
bank tellers .nd telephone operators, are being auto-
mated along with low-level assembly positions. What
computers cannot do—at least, not vet—is supply con-
text, make creative linkages between different items of
information, make value judgments, deal with the unex-
pected, or respond satisfactorilv to personal interactions.

Education needs to learn how toaccommaodate these
realities  Curricnla must reflect what facts must be
known and which can be looked up when thev are
needed. Effective instruction will concentrate both on
how tolook up facts and how toapplv them creatively in
the solution of real problems. Technology also adds a
whole new wrinkle to the ongoing struggle with general
education. Educators need toexamine once again how to
teach analytic, associative, problem-solving, and inter-
personal skills. It turns out that instructional technology
is extraordinarily well-equipped to develop some of
these key skillsinstudents, particularly incomparisonto
some traditional classroom methodologies.

3. How Do We Organize, Support, and Fund
Individualized Instruction? Technology now offers
cost-effective ways to individualize instruction for the
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masses. It has the capability of assessing the level of a
student’s incoming knowledge, strengths and woeak-
nesses in skills, and a preferred styvle of learning, and
then prescribing, tracking, and delivering a complete
lcarning plan for each student. While this might be an
optimal approach for a learner, it presents nightmares
for administrators. If evervone is learning something
ditferent, how can they be tested and graded? How can
instructors be convinced to accept the changes in rela-
tionships among them, their students, and the curricu-
lum that such arrangements imply? If students master
the material in shorter amounts of time, must they
continue attending class for the semester? Can legisla-
tors be persuaded to change tunding formulae currently
based upon standard FTEs and student contact hours?

These, and other similar ouestions, are among the
most essential issues academ’c leaders should be debat-
ingatthistime. Thevareno! juestions that should be left
only 1o those who have shown a predilection on their
own for using technology but should involve the entire
academic community.  Yet presidents and other aca-
demic leaders will not be able to hold their ownin such
discussions unless they have adeeper comprehensionof
what technology is doing in the classroom and in the
werkplace, Itappears to be time for community college
leaders to reinvolve themselves in technology concerns
that they have previously delegated to others,

There is noquestion that learning about technology,
its current applications, and its potential tor transform-
ing teaching and learning takestime. ftisbotha fascinat-
ing and endlessly frustrating task, It requires tolerance
for ambiguity; acceptance of uncertain knowledge; abil-
ity to adapt and seck alternative solutions; and skill in
processing, svathesizing and applving endless amounts
of information—the same skills that are demanded of
community college students tosucceed inthe workplace
transtormed by technology. Community college leaders
can reasonably argue that they simplyv do not have the
time. However, those who expect their faculties and
staffs to utilize technological tools but who are unwilling,

to spend the time and effort doing so personally are only

kidding themselves. They are abdicating their roles as
leaders. At best, they are only living up tothe last option
of Ted anm‘r < famous aviom, “Lead. follow, or get out
of the wav.”

Carof Cross is corpontte director of partucrship dete ](7;7-
ment for SETS, a company that works cooperatively with
colleges and untoersities to produce and implement vudeodise-
based interactive courseware, Previonsly, she served as the
execntive director of the AACIC structional Telecommuoni-
cations Consortium.  Cross writes o technology issues for
Community College Week and other periodicals.  She will
comduct a major workshop, "The Many Faces of Multimedia:
A Primer on Interactive Tec lmn!nqwu “ab the League for
Innovation's annual conference on computing incommunity
colleges, October 21-24, 1990, in Dallas, Texas.
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STRENGTHENING THE TRANSFER FUNCTION:
FROM A "ZERO-SUM" GAME TO A "WIN-WIN" SITUATION

Judith S. Eaton

Is the current emphasis on transfer education at
community colleges a zero-sum game? Is transfer
strengthened at the expense of other major community
college functions such as developmental/remedial
education or occupational training? Many fear that the
answer to both questions is "ves,” that todav’s efforts to
strengthen the transfer function will in the long run
weaken the community college’s comprehensive scope.

Several factors contribute to the scenario of a zero-
sum game. One is the fear that transfer will become the
sole criterion used to assess institutional effectiveness.
The second is the fear that transfer will become the
predominant accountability measure emploved by state
and local funding sources, thus reducing financial
suppuort forotherinstitutional functions. Thethird factor
lies in the possibility that funds will be reallocated inter-
nallv to strengthen transfer at the expense of other
services. Eachof these fears reflects the assumption that
transfer is a distinct community college function which
is strengthened only by weakening other programs.

These fears, however, need not become reality,
College presidents are pivotal in ensuring that their
institutions avoid this result. By recognizing the weak
assumptions of the "zero-sum” game and leading their
institutions in more positive directions, presidents can
help create a "win-win” situation, with the result that
efforts to strengthen transfer will strengthen the entire
institution.

Tiansfer as an Effectiveness Criterion

Some anticipate that renewed interest in transfer
involves the establishment of a single standard of excel-
lence for community colleges:  the success of students
who pursue the baccalaureate. In this scenario, transfer
activity as a sole criterion will replace the multiple meas-
ures colleges currently use to judge their effectiveness.

Those who express concern about transfer emerging
as the sole criterion of community college effective-
ness—including suck commentators as K. Patricia Cross
and Norton Grubb~-acknowledge that they are antici-
pating what might occur rather than confirming that any
change in siandards has taken place. They providethose
inleadership positions with an early warning. Recogniz-
ing that the community college mission is complex and
cannot be neatly confined to any one standard or expec-

tation, presidents must use their authority to sustain all
major functions of the community college mission,
including the transfer responsibility, the occupational
responsibility, and the developmental/remedial
responsibility. The American Association of Commu-
nity and junior College, through its designation of 1991
as the “year of transfer,” reflects the type of commitment
that is required. The establishment of the year of transfer
is intended to encourage consideration of the impor-
tance of transfer for community college students within
the context of an institution’s comprehensive mission. It
is essential that college presidents keep this vision of the
community college mission as they deal with legislative
and policy efforts to strengthen transfer. They cannot
allow these efforts to eclipse the multipurpose nature of
the community college.

Fiscal Accountability

If transfer becomes the sole effectiveness criterion,
then state and local funding agencies might stress
transfer success as the key measure of accountability
for community colleges. Thus, funding for community
colleges would become solely dependent on transfer.
This raises the possibility that financial support will be
withdrawn from those institutions whose emphasis on
transfer is deemed inadequate. '

At first zlance, these fears may appear to have some
grounding, State ani local governments are challenging
community colleges to manage transfer more effectively,
to collect and use transfer data meaningfully, and to
revitalize the transfer relationship with receiving four-
year institutions. But upon closer inspection, these chal-
lenges cannot be interpreted as a mandate to abandon
the comprehensive mission. Few, if any, government
officials insist that funding be channef;d directly to
transfer efforts at the expense of other programs and
services. Indeed, community college leaders have done
an outstanding job of convincing government agencies
that occupational education and training are vital to
economic and work force development. Legislatures,
cities, and counties are not urging community colleges to
abandon these highly successful programsfor the sake of

transfer. College leaders need to recognize thisand view
government calls for a renewed emphasis on transfer as
4a reaffirmation of the comprehensive mission.
A
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Internal Allocation of Funds

The limited resources available to community
colleges engender concern that additional emphasis on
transfer wiﬁlrcsult in a reallocation of funds away from
other vital community college services,  Institutions
might reallocate resources among programs, making
additional dollars available to transter efforts and
decreasing the budgets of developmental or vocational
programs. Inaddition, colleges might confine the hiring
of new staff to those who contribute to the transfer effort.

While such allocations appear feasible, they are in
reality unlikely to have a majorimpact. Inthe first place,
presidents do not have unlimited power to effect this
fimancial reinvestment, especially it it will result in the
elimination of programs or in staff layofts.  Efforts
to reallocate funds on a narrow basis will also be
hampered by the blurred boundaries between programs
identified as "occupational” or “academic.” Transferisa
function of student intent rather than course content and
1s undertaken by students in all courses and programs,
including those in occupational, as well as academic,
areas. Indeed, successful occupational programs often
serve as outstanding models for transfer effectiveness
because they share several kev characteristics that
enhance student flow and transfer: program coherence,
clear program goals, specific transter agreements with
departments at tour-vear institutions, and the challenge
of external licensure or certification requirements. At
the vourse level, many of the requirements and electives
in occupational arcas are transferrable to four-vear
institutions. Inshort, transfer and nontransfer functions
are not neatly partitioned.

Transfer as a Win-Win Situation

It is important for presidents to recognize the weak
assumptions upon which the zero-sum scenario rests
and to prevent this scenario from deterring eftorts to
strengthen the transfer function. But this will not suffice
to ensure the success of those efforts. Presidents must
also work to assure that they are carried out ina win-win
framework, with benefits aceruing to the entire institu-
tion. There are four ways that college presidents can
foster this win-win scenario.

Achieorment. Fist, prosidents should use hiansier
to emphasize the importance of student achievement.
Few doubt the seriousness of the community college’s
commitment to access, but many question the effective-
ness of access unless it is matched by an equally strong
commitment to achievement. Inereased emphasis on
transfer is one way community colleges can focus on the
longer-range educational goals of students and thus
make a major institutional investment in responsibility
for student success after admission to the college. Thisis
particularly important for disadvantaged stugents,

Student-Centeredness. Second, presidents can
ensure a win-winsituation by making student successan
essential feature of their institutions’ student-centered-
ness. Community colleges, as premier teaching institu-
tions, are models for other colleges and universities in
placing students at the center of their educational work
and thought. But because of the challenges posed by a
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student population with varying backgrounds and
capacities, community college educators sometimes
worry that setting high expectations for student success,
however well-intended, might discourage some
students who are unsure of their skills and abilities. Itis
important to recognize that the values implied in ambi-
tious educational goals can help make student successan
important element of student-centeredness.  Attention
to support services and formative evaluation can help
assure that students will not be discouraged or deterred
from pursuing their studies.

Cooperation. A third way to ensurea win-win situ-
ation is to stress emphasis on transfer as a means of
building institutional covperation across program and
service lines, thus diminishing the “other-side-of-the-
house” syndrome that plagues many colleges. Empha-
sizing transfer as one of many forms of student achieve-
ment can diminish competition between programs and
services within the college and encourage a sense of
shared responsibility. Teaching and learning do not
flourish ina “clash-of-opposites” environment. Thevare
best nurtured by stressing the shared responsibilitics of
faculty and academic administrators.

Leadership. Finally, presidents can build a win-win
scenario through their personal leadership styles and
through straightfurwarj:ess in stating their views and
values. Transfer is not an appropriate emphasis for all
community colleges. But at those institutions which
velieve the emphasis to be desirable, presidents have the
responsibility to involve both “occupational” and
“academic” faculty, to forcefully articulate the value of
student achievement as well as access, and to pursue the
financing of transfer interest within the context of a
balanccs‘ implementation of the institutional mission.

Making A Difference

Presidential leadership does make a difference. The
critical question to be asked is: in what way? The
behaviors, attitudes, and values of presidents are essen-
tial to ensuring that the recent emphasis on transfer
cducation is sustained not as a zero-sum gain for institu-
tions but as a win-win situation for students, faculty,
administrators, the college, and the community, Those
who cling to the zero-sum scenario misunderstand
today’s efforts to improve transfer and hence miss an
opportunity to reaffirm the community college’s tradi-
tional commitment to student achievement, student
centeredness, and interdepartmental cooperation.

Judith S, Eaton is director of the Natienal Center for
Academic Achievement and Transfer at the American Council
on Education.  She previously seroed as president of the
Community College of Philadelphia amt Clark Cotnty
Community College.
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[Editor's note: Leadership Abstracts is pleased to have Jisn
Palmer serve as guest editor for this and future issues of
the series. Jimis associate director of the Center for Com-
munity College Education at George Mason University. |
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LEADING A COLLEGE ECONOMIC DEVELOPMENT PROGRAM

Stephen G. Katsinas and Vincent A. Lacey

While community colleges cannot solve all of the
economic woes of the nation or their communities, they
have taken on a number of economic development
initiatives outside of the regular, credit curriculum.
These nontraditional initiatives include, but are not
limited to, customized training and retraining for arca
businesses, technology transfer efforts, new business
incubators, and small business centers. Often the
colleges serve as the primary training agencies for
government-sponsored labor force development
programs, with payment based on students” perform-
ance and employment success.  For example, prelimi-
nary results of a national survey of community colleges
released in June, 1990 by NETWORK (America’s Two-
Year College Employment, Training and Adult Literacy
Consortium) found that community colleges are now the
largest single provider of training supported by the Job
Training Partnership Act (JTPA).

Unlike the regular credit programs offered by the
colleges, these economic development initiatives are not
always bound by the traditions of college organization
and administration. Many are offered through divi-
sions, centers, and irstitutes that are spin-offs of the
institution and are not under the control of the dean of
instruction. Because these programs increase the visibil-
ity of the college in the business community, those who
manage them often report directly to the president. In
addition, many operate on a break-even or for-profit
basis and do not have a direct impact on the college’s
subsidized enrollment base, thou ;h the indirect effect
may be significant.

These nontraditional approaches speak well for the
ability of community colleges to address pressing eco-
nomic development problems, especially those posed by
a growing underclass whose skills leave them unable to
join the economic mainstream. Clearly, getting this
message out to policy makers—particularly to state and
local officials who manage employment and training
programs funded with federal “flow-through” dollars—
is of great importance to community college leaders
interested in helping the work force become more
competitive.

Leading Economic Development

There are six steps community college leaders,
particularly presidents, can take to establish effective
economic development programs.

1. Providing the Presidential Imprimatur, 1t is the
personal commitment of the president that either pro-
motes an environment of risk-taking and innovation or
constricts it. Therefore, the first step required of the
president is to communicate his or her personal support
of the college’s economic development program. If
faculty do not realize that the nontraditional program is
the president’s program, it will soon have a second-class
citizenship within the college’s informal culture. With-
out strong presidential su pport, the natural resistance to
new ways of doing things can overwhelm a fledgling
cconomic development initiative.

2. Serving the Nation’s Underclass. Because
economic development is tied to human resource
development, the president, with the full support of the
board of trustees, should clearly articulate that the
institution’s role in economic development includes
serving disadvantaged student clienteles. Many, if not
most, community college mission statements make a
commitment “to take students as they are,” and it is true
that these individuals have been served in various model
programs targeted to special populations. But commu-
nity colleges have infrequently, if at all, targeted signifi-
cant programs or services for the underclass repre-
sented, for example, by the four million Americans
receiving Aid to Families with Dependent Children (of
whom only 150,000 are served by Title l1A of the Job
Training Partnership Act). Indeed, mission statements
rarely require the colleges to reach out to the underclass
through employment services, job training, and adult
literacy education.

The role of the president here is simple and direct. If
the institution is going to become committed to
economic development, it must be committed to helping
the underclass to gain an economic foothold in society.
This priority should be articulated in the institution’s
mission statement.
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3. Defending the Liberal Arts. If colleges are toserve
the underclass, a third step to be taken is to reaffirm the
' nce of the liberal arts curriculum. Many, particu-
larly faculty, fear thatan emphasis on economicdevelop-
ment will overshadow the college’s other educational
functions. Community college chief executive officcrs
need to be sensitive to the relationship of the liberal arts
program to democratic values. In addition, presidents
maust guard against those who use the rubric of economic
development to diminish the importance of liberal and
general education. Given today’s fast rate of technologi-
calchange, the adaptation and critical thinking skills one
gains from the liberal arts are essential to community
college students. Nontraditional economic develop-
ment activities should promote enrollments in liberal
arts courses for this reason, providing a rationale and
vehicle for “selling” such courses to students.

4. Initiating Economic Development Audits. Asa
fourth step, presidents should initiate “economic devel-
opment audits” for both the institution and the commu-
nity. These audits should identify training and adult
literacy opportunities in the community, thus assuring
that the college will not “reinvent the wheel” when
planning economic development initiatives. Inaddition
to examining the local resources, these audits should
include action statements specifying how existing serv-
ices offered by the institution may be repackaged to
serve the community better. Such repackaging canoften
be accomplished through an institutional division that
lies outside of the traditional transfer, community serv-
ices, and occupational education departments.

5. Securing Adequate Funding. Money is always a
concern, and the president should calculate whether the
college has the financial support required for its eco-
nomicdevelopment program, or whether funding needs
to be secured from alternative sources. Subsidies from
government agencies that oversee job training, welfare
reform, or adult literary are often available. With proper
packaging of existing funds from various federal, state,
local, and private sector discretionary programs, the
necessary finances can usually be arranged. Spin-off
benefits, including higher revenues through increased
enrollment, are another source of income. For example,
one large urban community college estimates that 25
percent of the participants in the various nontraditional
jobtraining and adult literacy programs delivered by the
college during 1989-1990 will enroll in regular, credit
programs over the next year and one half. Thus, institu-
tional finances can be dramatically improved through
economic development initistives. It is here that the
economic development audit can make a critically
important contribution to program planning.

6. Influencing Policy Decisions. Finally the presi-
dent should be an active player in economic develop-
ment efforts, seeking to influence the role community
colleges play in government economic development
policies at both the state and federal levels. This can be

accomplished through personal involvement in the
National Council for Occupational Education or the Na-
tional Council for Resource Development. Affiliated
with the American Association of Community and
Junior Colleges, both provide a visible forum for discus-
sion of issues that affect the ability of community
colleges to serve as catalysts for cconomic development.
Presidents should also support and play anactive rolein
the federal relations program operated jointly by AAC]C
and the Association of Community College Trustees.
The program helps guide legislation that affects labor
force and economic development.

Building Community

Leading the economic develepment program
requires the college president to take onseveral roles. He
or she must be the leading voice for nontraditional
approaches to community problems, while at the same
time assuring thz integrity of traditional college func-
tions in the liberal arts and general education. In addi-
tion, the president must work hand-in-hand with the
business community and at the same time serve those
who have only a tenuous foothold on the American
dream. The roles of fund raiser and lobbyist also must be
attended to.

But the pavoff for this work can be considerable, for
in the final analysis, economic development is commu-
nity development. When a community college prepares
individuals for jobs that pay in excess of $15,000 (above
the $14,500 federal poverty standard fora family of four),
the institution is building community. When a commu-
nity college plays a positive role in attracting new indus-
tries to a community or helping an existing industry to
survive competitively, the institution is building com-
munity. And when a community college provides
employment and training programs that assist individu-
als who have been traditionally unserved or under
served by institutions of higher education, the institu-
tion is not only building community, but enriching the
state and nation. Properly led, economic development
initiatives accrue benefits far bevond the increased good
will and visibility enjoyed by the college.

Stephen G. Katsinas is assistant professor of higher
cducation at Oklahona State University. Vincent A. Lacey is
director of the computer-assisted instructional laboratory at
Southern IMinois University at Carbondale.  This abstract
summarizes key points in their 1989 monorgraph, Economic
Development and Community Colleges: Models of Instity-
tional Effectivencss, which is available from the Publications
Office at AAC]C.
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AMERICAN HIGHER EDUCATION ON THE GRILL

Dan Angel

The changes sweeping across the globe are not
limited to the collapse of the Berlin Wall. Gone toois the
era when the Amurican pablic held higher education in
universal high regard. A recent Gallup poll found that
public confidence in educational leaders was only 31
percent. In 1983, A Nation af Risk set the tone for public
concern for all levels of education. The report also
helped expose higher education to rigorous examina-
tion, and in the intervening years, public criticism has
focused on four major areas: 1) high costs, 2} uncertain
quality, 3) confusion of goals, and 4) inadequate
response to key problems.

American higher education is on the grill, and its
leadership needs not only to recognize the seriousness of
the criticisms leveled against it, but also to respond to
substantive concerns and to change where criticisms are
justified. Community colleges, perhaps the least well-
understood segment of higher education, have come
under particularly intense scrutiny and criticism, and
it is urgent that their leaders take seriously public
pressures for accountability and respond by improving
both their message and their programs to meet the
changing challenges and expectations of the 1990s,

Criticism One: High Costs

Higher education has come under serious criticism
for increases in tuition and other costs that far exceed
rates of inflation. Large numbers of column inches have
been devoted to thisissue. A more substantive indicator
of public concern is that 30 state legislatures have acted
to develop programs and policies to guarantee that
students can afford to attend college. In 1986, Michigan
became the first state to set up a special fund guarantee-
ing tuition payments for future students. Florida and
Wyoming have since enacted “Michigan-style” plans to
guarantee student tuition. Twenty-seven states have
followed a “Texas-style” approach, where bonds are
sold that are tax free when used for higher education.

In 1989-90, the average annual tuition for a private
four-year college was $8,738. For a public four-year
institution, it was $1,694, and at a public community
college, the average annual tuition for fuli-time enroii-
ment was $842. These data show that community
colleges are less vulnerable to criticisms of excessive
costs, but it would be a mistake to conclude that
they must not be sensitive to consumer concerns.

Community college leaders must work to keep costs
down and educational opportunities accessible. At the
same time, they must demonstrate convincingly that
consumers are getting a good value for their money—
which leads to the second major criticism of higher
education.

Criticism Two: Uncertain Quality

There is mounting evidence that the public needs to
be reassured that higher education isa good investment.
Students, parents of students, and public officials need to
be assured that colleges provide a substantive, quality
educational experience that produces concrete results.

The public concern for quality control is probably
most evident in the nationwide movement toward
competency testing. In the 1980s, several siates estab-
lished some kind of testing program te ensure both that
a college education is “college-level,” and that college
adds value—students emerge from college with more
knowledge and greater skills than they » ntered with.

Texas has recently joined New Jersey, Tennesser,
and Florida in mandating a statewide test for its college
students. The Texas test does three things: tests basic
skills in reading, writing, and math; prevents students
from enrolling in junior-level courses with deficient
skills; and mandates remedial courses to correct defi-
ciencies. While such “rising junior” tests do not directly
address issues of value added by college, they do tend to
guarantee that a college degree means that a student has
achieved some minimum level of competency.

The whole testing movement is a verification of the
public suspicion that higher education may not be worth
it. In this regard, a 1986 study that offered an economic
gauge to the value of a college education is enormously
useful. The study demonstrated a $300 monthly earn-
ings differential for each level of education achieved: the
lifetime earnings of a high school dropout would be
about $300 a month less than for a high school graduate
A community college degree recipient will make $300
per month more than a high school graduate, and so on
up the line. In fact, the increments grew larger at higher
levels of education to reflect the incomes ea by
professionals such as attorneys and doctors.

Community college leaders have a dual responsibil-
ity in responding to public conceins about quality. The
first is to do a better job communicating the value of a
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college education to their constituencies. Their second
responsibility is to document the effectiveness of their
programs in terms of real si.dent outcomes. Most
community colleges leaders understand that
theaccountability movement is here to stay, and many
have already begun implementing systematic programs
for assessing institutional effectiveness.  Community
colleges have much to offer the rest of higher education
in this regard, and their leadership in identifying clearly
the intended and realized outcomes of college will

benefit all.
Criticism Three: Confusing Goals

A third criticism heaped upon higher education is
that there is no single voice clearly articulating the goals
that colleges and universities have for themselves and
the nation. Inthe past vear, President Bush identified six
goals for higher education. Secretary Cavazosidentified
six of his own. The American Associationof Community
and Junior Colleges presented six objectives to its
members, and the Education Commission of the States
published itsown agenda. Regionalaccreditation bodies
also have theiragendas for higher education; for instancc,
the Southern Educational Regional Board that covers
Texas, has identified twelve things thev want to
accomplish during the next decade. Finally, each of the
fifty states has its own list of higher education priorities.

While this diversity attests to the independent spirit
that has made American higher education theenvy of the
world, this multiplicity of goals must be confusing to its
various publics who want clear messages. Mot of the
goals published by various states and organizations do
not conflict, but the image created by so many voices is
one of an unruly collection of individual institutions.
The higher education community badly needs to clarify
to the American public its answers to basic questions:
what are colleges and universities doing? what should
they be doing? how can higher education help create a
better society and a better world?

Criticism Four: Inadequate Response to Key Problems

Perhaps the most damaging a criticism is that higher
education has not been perceived as contributing effec-
tivelv to the solution of critical problems facing the
nation. Political, busine: s, and community leaders have
lately come to recognize tiat an m.u.equatcl\' prepared
work force is a major threat to the economic well being of
the nation. They have cometo recognize that theexclusion
of large and growing numbers of at-risk students from
participation in higher education programs further
threatens economic competitiveness. Community
colleges, as the open access institutions with the most
experience dealing with at-risk students, bear a special
burden for responding to this criticism. They also have
a unique opportunity to achieve long-term public
support for higher education by helping to solve the

natior’s looming educational and economic problems.

It isironic that the public, the business community in
particular, are suddenlv demanding solutions to the
problem of highschool drupuuh. Highdropout ratesare
not a recent phenomenon. In fact, the highest retention
rate ever achieved was in 1970, and that year the gradu-
ation rate was only 77 percent. American business did
not notice thatat best, twenty-three percent of the nation’s
vouth were dropping out of school because they did not
need educated agricultural workers nor did they need
parmularlv well-educated factory workers. However,
in a keenly competitive global economy, the nation
cannot afford the luxury of hawm, aquarter of its young
adults underprepared for the work force. In 1985 it took
11.8 vears of education to qualify for a job, By the year
2000, it will take 14 years, and 90 percent of the new jobs
created will require some higher education.

In addition to serving dropouts, higher education is
being asked to solve problems of adult illiteracy and to
help improve the lot of minorities who remain
underrepresented atall levels of educational achievement.
Between 1974 and 1985, the number of Black high school
graduates increased by 19 percent, but Black college
enrollment dropped 12 percent. Between 1974 and 1985,
college attendance of Hispanics rose 21 percent, but the
participation rate of this fast-growing minority rate
actually dropped 36 percent. Colleges and universities
are also being asked to educate the rapidly increasing
numbers of older student seeking to retrain or to make
up for previous lack of educational opportunities.

To regain public confidence, higher education must
adapt itself to assist in solving these problems. It must
prepare a competitive work force by reaching out to
include and educate effectively populations of students
who have previously been excluded. This challenge
plavs to the long suit of community colleges, and they
have a special responsibility for leading the resurgence
of higher education in the 1990s.

That much of the future of American higher educa-
tionis riding on the shoulders of the nation’s community
colleges may be scarv, but also raises chill bumps of
excitement. The public and the nation demand commit-
ted and focused leadership to address the major educa-
tional, economic, and social issues of the times. They
demand educators who refuse to be mired in
administrivia, inturf battles, and inother pettiness. They
demand nothing less than a recommitment toadvancing
the American dream—awhere education still represents
the best opportunity for all to gain their fair share of the
©CONOMIC Pie.

Dan Angel is president of Austin Connnunity College,
Austin, Texas. This essay is abstracted from his remarks
delivered at the Emcrqmq Leaders Institute, University of
Michigan, February 14,1990, in Ann Arbor, Michigan.
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AMERICA’S CHOICE: HIGH SKILLS OR LOW WAGES

Tom Gonzales

America’s Choice: High Skils or Low Waiges s a
startling report that has major implications for the role of
community colleges in preparing the nation’s workforce
for the chnllunhm of a new world economic order. The
Report of the Commission on the Skills of the American
Workforce, published in June 1990 by the National
CenteronEducation and the Economy, isstartling because
it vividly documents concerns about the nation’s ability
to compete economically and rejects most glib rational-
iza:"ons that have been used to excuse the failings of the
American workforce and educational system.

The task force, composed of 34 individuals from all
sectors of business and education and co-chaired by two
former secretaries of the U, S, Department of Labor,
argues that improving productivity is the only chance
the country has to raise, or even maintain, its current
standard of living. However, in the past two decades,
real productivity growth has slowed to a crawl, relving,
almuost entirely on women entering the workforce and
creating two-wage-varner families in order to maintain
current standards of living. The commission concludes
that if productivity continues to falter that the country
can expect only one of two futures: either the top 3
percent of the population will grow wealthier while the
bottom 70 percent becomes progressively poorer, or all
will slide into relative poverty together.

Problems and Recommendations

The report grapples with key issues related to effec-
tive workforce preparation, incliding skills shortages in
the existing and projected workforce, how work is
organized in American companies (and alternative forms
ofeffective organization), and how workersare prepared
{or not prepared) for the workplace. Then, it distills
these issues into discrete problems followed by specific
recommendations to address them.

Problem One. Two factors stand in the way of
producing the highly educated workforce thatis required
to increase American productivity: lack of a clear stan-
dard of achievement for all students and lack of motiva-
tion for students to work hard in school. One reason that
students going right to work after school have little
motivation to study hard is that they see little or no
relationship between how well they do in school and
what kind of job they get after school. Other advanced
industrial nations have stringent performancestandards

that virtually all students must meet at about age sixteen
and that directly affect their emplovment prospects.

Recommendation One. A new educational perfor-
mance standard should be set for all students, to be met
by age sinteen. This standard should be established
nationally and benchmarked to the highest in the world.
Students passing a series of performance-based assess-
ments that incorporate the standard would be awarded
a Certificate of Initial Mastery. This certificate would
qualify the student to chovse among going to work,
entering a college preparatory program, or studving for
a Technicaland Professional Certificate, whichwould be
eaplicitly tied to advanced job requirements. These
standards would not be intended as sorting mecha-
nisms, but would allow multiple opportunities for
success; the goal would simply betoensureachievement
of high performance standards for the great majority of
the nation’s workforce.

Problem Two. More than 20 percent of students
drop out of high school—almost 30 percent in many
cities. Yet, these dropouts make up more than one-third
of the front-line workforce. Ignoring these dropouts is
tantamount to ignoring the future workforce.

Recommendation Two. The states should take the
responsibility toensure that virtually all students achieve
the Certificate of Initial Mastery. Through newly created
local employment and training boards, states, with fed-
vral assistance, should create and fund alternative learn-
ing environments for those who cannot reach this stan-
dard in regularschools. Youtheentersand other alterna-
tive structures should be established toenroll highschool
dropouts and help them reach the standard.

Problem Three. Other industrial nations have
multivear career-oriented educational programs that
prepare students to operate at a professional level in the
workplace. Graduates of these programs hit the ground
running when they get their first full-time jobs at age
nineteen or twenty. In the U. S, only a tiny fraction
of non-college-bound students are explicitly prepared
for work. Most flounder in the labor market, moving
from low-paying job to low-paying job until their mid-
twenties, never being seriously trained.

Recommendation Three. A comprehensive system
of Technical and Professional Certificates and associate’s
degrees should be created for an entire range of service

. and manufacturing occupations aimed at the majority of

students and adult workers whodo not pursuebaccalau-
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reate degrees. Students could earn entry-leve} certifi-
cates aftercompleting two-or four-vear programs, which
combine general education, specific occupation skills,
and a significant work component. Students could earn
advanced certificates, attesting to mastery of more
complex skills, as they advancein their careers, Students
could pursue these programs at a wide variety of
institutions accredited to offer them, including high
schouls, community colleges, and proprietary schools.
The system should be designed to allow students to
move easily between college and certificate programs,
and financing should be provided to assist students to
complete their programs.

Problem Four. The vast majority of American
employers are not moving to high-performance work
organizations, nor are they investing in training their
non-managerial omphwees for these new kinds of orga-
nizations. Most remain committed to mass production
maodels that do not require high skills of their employees,
models that are ill-suited to compete in a world market
that demands high quality, variety and responsiveness
to changing consumer tastes, and rapid new-product
introductions.  Other nations are moving much more
quickly to high-performance models and are training
front-line workers, funded in part by public revenues.

Recommendation Four. All employers should be
given incentives and assistance to invest in the further
education and training of their workers and to pursue
high-productivity forms of work organization. A system
should be established whereby all employers invest at
least one percent of their payroll in worker training.
Public, technical assistance should be provided to small
businesses to assist them to move away from assembly-
line models to high-performance work organizations.

Problem Five. The U. S. is not well-organized to
prepare the highly skilled workers needed to support
high-performance work organizations. Public policy on
worker training has been largely passive, except for
assisting asmall portion of severely disadvantaged indi-
viduals. Policies, administration, and service delivery
are fragmented, and thereis virtually nocohesive system
to assist school-to-work transition.

Recommendation Five. A new, comprehensive
system to make skills development and upgrading for
the majority of all workers a central aim of public policy
should be established. It should include a system of
employment and training boards, established as federal,
state, and local partnerships, to organize and oversee
new school-to-work transition programs, including
vouth centers and “second chance” programs for adults
seeking the Certificate of Initial Mastery. These boards
would be responsive to the needs of their local constitu-
encies and would manage local labor market informa-
tion, a local job service, and a system for awarding
Technical and Professional Certificates at the local level.
The boards would coordinate with existing programs,
and the states would create a parallel structureto support
the local boards, coordinate statewide functions, and
establish state standards for their operation.

Implications for Community Colleges

The report concludes in no uncertain terms that the
nation is headed for serious economic and social disloca-
tion unless it commits itself to a program to educate and
train its workforce to high standards and reorganizes its
work organizations to meet the high productivity
demands of the changing world economy. The nation
can no longer operate a high-wage and low-skill model
and maintain or improve its standard of living. Taken
together, the commission’s recommendations provide a
framework for developing a high quality American
education and training svstem that can support new,
high-performance work organizations.

Community volleges certainly have a major role to
play in the development and implementation of the
comprehensive school-to-work and educatior and train-
ing systems that the commission recommends. In fact,
community colleges are uniquely positioned to respond
to the recommendations. They arelocalinstitutions with
strong ties to both secondary schools and four-vear
colleges and universities. Perhaps alone among,
postsecondary institutions, community colleges offer
both strong transfer programs in preparation for further
study toward a bachelor’s degree and a comprehensive
set of occupation programs that lead to certificates and
degrees indicating competence in job skills that are tied
to the needs of local business and industry. They also
have considerable experience in providing “second
chance” programs for working adults.

In sum, no educational institutions at anv level are
better suited to assist the broad-based, national imple-
mentation of the commission's recommendations than
community colleges—which are located within com-
muting distance of more than 90 percent of the American
population. However, as the commission had noillusions
that its recommendations, which call for a major over-
haut of both the nation’s educational and business and
industry establishments, would be quickly implemented,
community colleges can have no illusions that they will
be recognized as major partners in solving the problems
tacing the nation. Community colleges need to make the
recommendations of the commission part of their national
agenda. They need toarticulate clearly therole they have
to play in implementing the recommendations and to
persist in seeking to accomplish the pragmatic solutions
laid out by the commission.

As the commission concludes: “The status quois not
an option. The choice we have is to become a nation of
high skills or one of low wages. The choice is ours. |t
should be clear. It must be made.” (p. 9)

Tom Gonzales is chancellor of the Seattle Community
Colleges and past president of Linn-Benton Community Col-
lege. He served as the sole community college representative
on the Commission on the Skills of the Ameman Workforce

which produced the report simmarized in this abstract.
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IMPLEMENTING A DIVERSITY RESTRUCTURING PROGRAM

Laura I. Rendén

Buob Dylan said it best: “the times they are a
changing.” Indians, African Americans, and Hlspamu
are now 18 million strong, 20 percent of the nation. Some
of America’s major cities, including Los Angeles and San
Antonio, have “minority majorities”~—populations of
Blacks, Hispanics, and Asians that, when combined,
outnumber the white population.

Community colleges, which perhaps enroll the most
varied student clientele in all of higher education, are not
new to diversity. While only 36 percent of all white
college students were enrolled in two-year institutions
during the fall of 1988, 56 percent of all Hispanic college
students were enrolled at community colleges, as were
54 percent of all American Indian college students, 40
percent of all Asian college students and 42 percent of all
African American college students. But there is mount-
ing concern that few minority students successfully
transfer to four-vear colleges and that full equity in terms
of degree completion has vet to be attained. In its 1990
report, Education that Works, the Quality Education for
Minorities project reported that while Hispanic, Black,
and Indian students represented 14 percent of college
and university enrollments in 1986, yet these minority
groups received justnine percentofallbachelor's degrees,
cight percent of master’s degrees and six percent of all
doctoral degrees. In fact, white students carn bachelor’s
degrees at twice the rate of African American students
and three times the rate of Hispanic students.

Community college presidents must exert leader-
ship to turn the college into an institution that is respon-
sive to multicultural student populations. This cannot
be done on a piecemeal basis. A diversity restructuring
program is needed, leading to improvements in gover-
nance, curriculum, instruction, student support services,
and faculty development. College leaders can take
several steps outlined below, to assure that these
programs effect the institutional change needed to
improve our track record in helping minority students
achieve their educational goals.

A Diversity Restructuring Program

Employ a Shared Governance Model. Organizations
ofalltypesare now opting ioradaptable and less bureau-
cratic modes of management. In education, school
systems at the K-12 levels have already experimented
with participatory management models that decentral-
ize power and allow the involvement of all key players

in school management. For example, the school restruc-
turing plan developed by James Comer at Yale Univer-
sity vastly improved the performance of two New Haven
schools that held the city’s worst student achievement
and attendance records. Comer’s model focused on
student development and established a participatory
schoolmanagement systemin whichadministratorsshare
power with parents, teachers and support staff,

Community college presidents can employ Comer’s
model by creating teams of faculty, administrators,
support staff, and community representatives who are
given the opportunity to help transform the college into
an exemplary campus. These teams could study and
document changes in the college’s student clientele,
review the college mission to ensure that it is responsive
to multicultural populations, and examine the college
budget with an eye toward f anding activities that
improve faculty development, ease relationships with
feeder schools and four-vear institutions, and encourage
innovative strategies for fostering student learning.

Create a Multicultural Curriculum. The president
should work closely with the chief academic officer to
ensure that multicultural perspectives are reflected
throughout the curriculum. Ethnic studics programs are
helpful, but it is more important to caution the faculty
against overrelying on a European-centered curriculum
that ignores the contributions made by minorities in
history, science, art and literature. Johnetta Cole, presi-
dent of Spelman College, notes that if Asian, Black,
Hispanic, and Indian taculty members can teach kuro-
pean and American history and literature, white faculty
members can cover minority voices in dwer\edwxp}mc&

Strengthen and Reward the Faculty. Leadership is
needed to make the faculty aware of the new populations
thev will teach and of the steps faculty can take to
respond to the learning styles of multicultural popula-
tions. Often faculty resist changing their teaching
philosophy and overly rely on the lecture method, This
creates a passive classroom environment and ignores
culturalas wellas learning style differences. The president
should work closely with the chief academic officer and
faculty teams to design a faculty development program
that trains instructors in the use of varied and active
learning techniques, such as debates, interactive video,
simulations, and case studies. Faculty should also be
trai-ed in the use of quantitative and qualitative assess-
ment and in the ways those assessments can improve
teaching and learning.

L

£

Published by the League for Innovation in the Community College and the Community College Leadership Program,
University of Texas at Austin with support from the WK, Keltogg Foundation,



Along with professional development, the president
and chief academic officer should support faculty
inquirv into models of teaching and learning. The
concept of the teacher/scholar, discussed by Emest
Boyer in the New Ameerican Scholar, should be encouraged
through activities such as teaching residencies, work
with master teacher or summer programs that help
faculty design new materials and learn innovative
instructional methods, Steps to enhance the role of the
teacher scholar should be matched by efforts to reward
faculty for extraordinary student outcomes.

Develop Mentoring Programs, Retention research
indicates that what goes on outside the classroomis often
as important as what goes on inside the c¢lassroom. A
mentoring program that pairs students with the college’s
professional staff can provide students with guidance
about college majors, carcers and transfer opportunities.
Mentois can also provide students with needed support
and encouragement. 1t is the president who conveys the
importance of the mentoring program. At Colorado’s
Front Range Community College, for example, presi-
dent Cary Israel regularly mentors minority students
and encourages key administratorstofollow hisexample.

Improve Campus Climate and Diversify the Staff,
Recently, minority students have been the victims of
racial slurs, caricatures, and insensitive remarks from
students and faculty. These incidents point to the need
for presidential leadership aimed at creating a positive,
nurturing campus climate for the multicultural student
clientele. College teams should establish courses and
seminars that address issues of race relations, develop
policies prohibiting racial and sex discrimination, and
establish grievance procedures. Efforts to sensitize
faculty and staff to the concerns of multicultural
students are also needed.

Increasing the representation of minorities within
the college’s faculty and protessional staff will be impor-
tant, helping, to assure that there are role models for
minority students and that the college staff appreciates
and understands the cultural backgrounds of diverse
students. Currently, Black faculty represent only about
four percent of the nation’s professoriate; Hispanic
faculty constitute only two percent, and American Indians
comprise less than one percent. The president should
monitor hiring procedures and assure that recruitment
extends to minority candidates. The president can also
mentor new leaders on campus and encourage faculty
and counselors who are interested in becoming admin-
istrators to participate in leadership development insti-
tutes for women and minorities. Examples include the
leadership institutes that are currently funded by the
Ford Foundation and operated at North Carolina State
University, Texas A&M University, and the University
of Muhlgan, as well as those funded by the W. K.
Kellogg Foundation and conducted by the League for
Innovation and The University of Texas at Austin,

Strengthen the College Transfer Function. The
transfer function is critical to minority students wishing
to attain bachelor’'s and graduate degrees. Thus, the
college president must provide the leadership and the

Jo

vision needed to turn the college into a viable conduit
toward the baccalaureate. Transfercenters, suchasthose
operated by the California community colleges; articu-
lation agreements; and academic alliances involving
high school, community college, and four-year college
faculty, are promising efforts. Nonetheless, more
innovations are needed. The creation of the "Higher
Education Mall” at MacombCommunity College, which
enablesstudents tocomplete bachelor’s degree programs
on the two-vear college campus, is an example.

Deveiop an Action Plan and a Research Agenda.
Besides working to improve faculty development,
instruction, and the institutional climate, the president
should ensure that the college and all departments have
recruitment and retention goals that specify how many
students should graduateand how many studentsshould
transfer to four-year institutions. Action strategies to
meet these goals should be delineated and a plan to
monitor progress toward achieving these goals should
be in place. The action plan will serve as a base against
which the college can assess its efforts to improve
student achievement.

To design a cure, it is first necessary to understand
the cause. Hence research is a requisite component of a
college’s action plan. The college president should work
closely with key administrators, faculty, and the institu-
tional research officer to develop a research agenda
addressing suchquestionsas: Why are minority students
leaving the college? How can campus climate be
improved? What is the college transfer rate? How can
retention and transfer rates be improved? Inwhat disci-
plines are minority students having the best and least
success? The results of studies designed to answer these
questions should be carefully evaluated with an eye
toward improving practice and policy. The president
could also initiate a research partnership with four-year
institutions, allowing graduate students to use the com-
munity college campus as a living research laboratory.

Changing demography is having an impact on the
way institutions are managed and on the overall campus
climate and instruction. If community colleges are to
sty in step or ahead of the times, they must adapt to
change. This will require strong, visionary, and creative
leadership from the college president.  Multicultural
students deserve a fair chance todevelop their capacities
to be productive, well-educated citizens. Community
college presidents can help to ensure that the college is
transtormed into an exemplary campus at which all
students have an equal opportunity to become winners.

Laura 1. Rendin is associate professor, Department of
Adult and Community College Edwcation, North Carolina
State University, Raleigh, North Caroling.
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TIME TO TEACH A NEW WORLD: EDUCATION AND TECHNOLOGY
IN THE 21ST CENTURY

Lucie J. Fjeldstad

Much has been said and written about the enormity
of the challenges facing the nation, in particular, its
educational institutions and its business and industry.
Considerably less emphasis has been given to the
common interest that these organizations, including
community colleges, have in working together toward
common goals—notsimply theobvious goal of develop-
ing an educated work force, but of nurturing a sophisti-
cated citizenry capable of exercising civic responsibility
in a rich and humane culture,

Some corporations, including IBM, share with
community colleges a commitment to excellence in
education and an understanding that the challenges
posed by the new century will require both resources
and resourcefulness. Properly applied, computer tech-
nology can help meet these challenges; it can help
community colleges to teach a new world.

A New World

Among other characteristics, the new world will
be defined by the changing racial and ethnic makeup of
the country. By the vear 2050, for example, the average
U.S. resident will trace his or her roots to Africa, Asia,
the Hispanic world, or the Pacific Islands. Already, in
California, New York, and Florida, the majority of
elementary and secondary school children belongs toan
ethnic or racial minority. These students—including,
large numbers of immigrants—often bring with them
the challenges of cultural transition, economic disadvan-
tage, and a native language other than English

To teach such students effectively, educators must
develop creativeteaching techniques that work for people
of a variety of languages, cultures, and backgrounds.

The Human Capital Crisis. The country also faces
what many are calling a human capital crisis—a crisis
whose causes are many and sometimes mysterious—but
whose symptoms include disturbingly high illiteracy
and drop-out rates and epidemic drug abuse. It is
difficult to exaggerate the severity of this crisis or its
impact on the education and business communities.

American business needs educated employees to
make and sell its products. A company like IBM needs
well-educated consumers to make use of them. For IBM

and companies like it around the globe, a world-class
work force and an informed consumer population are
strategic imperatives——a matter of survival. Bevond this,
an educated populace helps assure a free and just society,
demacratic ideals, and the future of its children.

But in the United States todayv, an estimated 27
million people are functionally illiterate.  Around the
globe, that figure is a staggenng 800 million. By the vear
2000, this number is expected to top one billion people.
Coupled with this is a national drop-out rate of 29
percent. According to the Children’s Defense Fund,
every eight seconds of the school dav, an American
student drops out. This is one million students pervear.
Of the total who do graduate annually, 700,000 cannot
read their diplomas,

An Information Society. In this context, consider the
fact that every two to three vears, society’s knowledge
base virtually doubles, Ev ery day, some 7,000 scientific
and technical articles are published. Information-gath-
cring satellites send back enough data to fill the nineteen
million volumes in the Library of Congress to overflow-
ing—every two weeks! On any given Sunday, a single
copy of the New York Times holds more information than
this nation’s colonial American ancestors were required
to absorb in a lifetime.

Ironically, this urgent need to be information savvy
is happening when the ability to process information—
thatis, when thestrength of the nation's human capital—
seems less and less able to do so. The good news is that
at the time when the need to “manage” information—to
store, retrieve, scarch, organize, and analyzeitinorder to
Jearn and make informed decisions—is so acute, there is
technology available that is equal to the task.

Muhtimedia Technology and the Campus of the Future

Today, interactive multimedia technology brings
sight, sound, and touch to computers. Such technology
offers a potent way to meet the diverse needs of the full
range of students enrolled in community colleges. On
the one hand, multimedia technology can be used to
teach reading and writing skills to remedial students; on
the other, higher-level students can do the most sophis-
ticated chemistry laboratory experiments, for example,
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at theirmultimedia computer workstations, Multimedia
technology is also well-suited to address the emerging
needs of distance learners, part-time studentsand faculty,
and other challenges facing community colleges

The future of education envisioned by IBM is a
campus linked by high-speed, fiber-optic technology
and multimedia computer applications. Sucha campus
will offer students powerful educational opportunities,
whether their field of study is history, science, or music.

For example, three times a week, Kelly, a music
major, studies with Kim, a prominent Korean’ piano
master. Kelly lives in California and studies music at
Bakersfield College. Kimlivesand worksin Korea. They
are connected by an interactive computer network that
allowstwo electronic kevboardstobe plaved by Kim and
Kelly asif they were side-by-side. Kim's voiceand image
are available to Kelly, and vice versa,

Joe and Marie are two of over 4 hundred stodents
attendin;, Dr. Johannsen's course on quantum mechan-
ics at the Maricopa Community Colleges. The “class” is
distributed to over a dozen universities and two-vear
colleges in the U.S., Germany, Great Britain, and Russia.
Students correspond regularly and instantly via elec-
tronic mail, which includesimages, data, voice, and full-
motion video; their computers automatically translate
the different languages. The students are currently
conducting an experiment. But where is the experiment
taking place? Onwhichcampus? Inwhichcountry? The
answer: all places at once. The experiment is a student-
controlled computer simulation on the network.

Colleges o the future will be able to reach students
inisolated places withcourseware individually designed
sostudents can learn at theirown pace, intheirown way,

From Vision to Reality: An Agenda for Action

This vision of the campus of the future is closer than
most might expect. However, to make this vision a
reality will take leadership and cooperative action by all
those involved in meeting the challenge

First, the computter and telerommunicationsindne-
tries, governments, and internationalagencies, as wellas
college professors and administrators, must work
together to recommend and develop standards that
enable users to talk to one another easily and instanta-
neously across the nation or around the world.

Second, the computer industry must provide educa-
tors with solutions that make it easy and attractive to use
computersincreative ways. At1BM, thismeans working
todevelop tools that enable faculty tocreate instructional
materials and classroom presentations easily; it also
means developing networking products with which
teachers can manage, customize, and administer lessons
on classroom computers connected in local area
networks that respond to real needs and requirements,

Third, working together as partners, the computer

industry and education must find ways to make educa-
tional software more available and less costly. One way
is to make it more rewarding for members of the aca-
demic community tospend time developing courseware
for their classes. Another way is to take advantage of the
special expertise and resources of each party in joint
development projects. Still another is to develop a broad
base of users so that the cost of developing solutions is
spread among many rather than a few.

And last—but most important—the computer
industry and education must learn more about each
other. Companies like IBM must make an even greater
effort to understand the education environment and, in
particular, the challenges and distinet requirements of
community colleges, a vital segment of the educational
svstem that serves as a link to all others.

Looking Ahead

IBM recognizes the critical role community colleges
plav in guarantecing access to higher education for all
people in society, in training and retraining a work
force to compete in a global economy, and in providing
essential skills to underprepared students and adults to
help them become productive citizens. This vear, 1BM
created the Multimedia and Education Division, which
encompasses all IBM’s marketing and development
octivities inK-12, highereducation, and lifetime learning.
Neadless to say, community colleges will be a major
focus of this division,

The establishment of this division is intended to
send a strong signal that education is a top priority in all
that IBM does as a company. [t is also a recognition that
multimedia technology will forever change the wavs
people teach and learn and live and work. And it is
o commitment to develop and market multimedia
application solutions that best serve the goals that IBM
and community colleges have in common—improved
education opportunities for the people of the world.

H. G. Wells once wrote, “Human history becomes
more and more a race between education and catastro-
phe.” Computer technology provides the edge needed
to win that race. It provides the opportunity to extend
the capabilities of individuals, to reach new levels of
excellence, and to make education an integral part of our
lives—all our lives long,

Lucic . Fieldstad is corporate vice president and president
of IBM s newly created Multimedia and Education Division.
This abstract excerpts key points of her major, mudtimedia
prresentation of the s title madeat the League for Innovation's
annial conference oncomputing, October 23,1990, in Dallas,
Texas. A copy of the full text of her remarks is awailable from
Cynthia DiTallo, (914 642-5577
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"WHEN THE PUPIL IS READY, THE TEACHER APPEARS."

Joseph N. Hankin

Manims are ditferent from one-liners in that they
generally do not reach for humor nor depend upon
contemporary contents tor meaning.  Yet, the best of
them convey wisdomdrawn fromesperience that comes
as close to universal truth as most of us ever approach.
The following is a sampling of insights from the experi-
ence of one generation of community college leaders.
Hopefully, they constitute a small piece of a legaey to be
passed on to the generation now bring groomed to lead
community colleges into the next century,

Maxims for Public Consumption

Community college presidents learn to take seri-
oushy the importance of communicating ettectively with
their various publics. Several maxims apply to this task.

Perception is more important than reality, Com-
munity college leaders must attend carefully to how
their institutions are perceived by their various constitu-
ents and must not discount the significance of erroneous
perceptions.  College leaders need to explain foreetully
the roles and purposes of their institutions, their effec-
tiveness in fulfilling their missions, their cost-etticiency,
and their value to their students and communitics,

Two is different from, not Iess than, four. Unfortu-
nately, two is arithmetically less than four, so two-vear
colleges are perceived to be of less value than their tour-
year counterparts. Community college leaders need to
acknowledge this handicap and make the case that their
institutions are difierent from, not less than, four-year
colleges and universities. Thev need todemonstrate that
community colleges are sophisticated and comples insti-
tutions in their own right, not merely jurior versions ot
their senior counterparts. They must find it inconceiv-
able to want to become four-vear colleges,

Hospitals admitting well patients have high cure
rates. Perhaps the strongest argument that community
colleges have for public support is that they add more
value in student knowledge and skills for less invest-
ment of resources than any other tvpe of educational
institution. It is unfortunate that the argument is made
at the expense of prestigious four-vear colleges and
universities who admit only students with high skills.

The excellence of a circle lies in its roundness, not in
its bigness. This maxim applies not only tocommunicat-
ing with constituents but also to determining relevant
ways to i asure success. The question should never be
How large is the institution? nor How much has it
grown? The question need:: to be How wellisthe college
accomplishing what it set out to do? 4 l

Maxims to Maintain Motivating Visions

Maxims can helparticulate the reasons that commu-
nity colleges exist, as well as keep leaders focused on
historic and appropriate goals.

Philesophy cannot follow finance. This maxim is
cautionary, suggesting that institutions cannot succeed
indefinitely by changing directions depending on which
wav the tinancial winds are blowing. They must charta
course to accomplish their priorities, and then find away
to tinance their joumeys—and not vice versa.

We shape our butldings, and then they shape us.
Winston Churchill is said to have made this remark,
which provides another coution that program priorities
and visions of the future of community colleges should
not be limited by the physical plant constructed mostly
during the 1960s and 1970s. Flexible spaces, bothonand
oft campus, will be required to support the kinds of
programs that will be needed in the next century.

Access and quality are not mutually exclusive. The
motivating vision for the most democratic educational
institutions ever established cannot be compromised.
Accesstoall whocanbenefit must remain acore commu-
nity college value. Those who would limit access to
increase quality show too Jittle faith in the resourceful-
ness of community colleges to implement high-quality
programs to meet the diverse needs of .1“ u} their
students. Access is meaningless without quality, and a
vision for community colleges easily encompasses both.

Maxims for 21st Century Managers and Leaders

What worked in managing and leading institutions
in the sixties and seventies no longer applies, Commu-
nity college leaders need to adapt their styles to be
successful in the participatory, information-sharing,
context which is the reality for all modern organizations.

What's sauce for the goose, is sauce for the gander.
Perhaps the first rule for would-be leaders is to under-
stand that all college emplovees are important to the
success of the institution.  Peris that distinguish one
group from another diminish the “we're all in this
together” institutional climate that is understood to be
key tosuccessful organizations. Ifa staff evaluation plan
is to be implemented, the college president should will-
ingly be the first to be evaluated.

The whole is greater than the sum of its parts. Not
only are organizations enhanced by thecollective actions
of its members, but community colleges achieve impact
bevond their walls by working together with other
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educational institutions, community agencies, and local
businesses. Terms such as "synergy” and “syncretism”
have been coined to describe this enhanced impact.

It takes I to mend fences than it does to touch
bases. Inthe collegial atmosphere of shared governance,
decisions take longer to make thanin the more autocratic
early days of community colleges. However tempting,
skipping the step of touching bases with those affected
by a decision usually results in being bogged downeven
longer in mending fences.

The race goes to the persistent. Not only is impa-
tience with process a weakness to be overcome, but
persistence—not taking “no” as an answer when the
cause is right—is the most powerful institutional force.
Similarly, taking pride in partial successes rather than
decrving them as failures provides the encourzzement
needed toontinue to press for long-term goals.

Ready, Fire, Aim. Planning is serious work that is
important to the success of a college. Good planning
unolves all appropriale conslituents i rational Jdei
sion-making processes that anticipate likely future
conditions. However, there are times when leaders need
to trust their intuitions and act without having planned
for every contingency. The trick is to determine when
planning or acting is the appropriate response.

Finally, there are maxims that sum up the more
personal side of the job of community college president.
Nobody wants to know the storms you have been
through; they just want to know that you brought in the
ship. Much has been written about how lonely it is at the
top; community college presidents have no real peers at
theirown institutions, Networksof prers atthe stateand
national level are important to maintain a healthy
rspective on the position, as is a rewarding personal
E?e that is neglected only at great risk. St participatory
decision-making has not diminished ultimate responsi-
bility for institutional success or failure.,

When the pupil is ready, the teacher appears. This
final maxim speaks not onlv to our students but o all of
us as lifelong learners. We are all in the process of
becoming leaders, and the kind of Jeaders we become is
related not only to our own experiences but also to those
we share with our colleagues and peers. Many of us face
similar vituations, yotwe often operate in iselation from
one another, struggling alone in the vinevards. Weneed
to come together to share and help each of us become the
best possible leader—to be boards of directors for one
another’s problems. Then, we need to share what we
havelearned and what we have become with others who
would follow in our footsteps.

foseph N. Hankin is presudent of Westchester Community
College in Valhalla, Newe York. In 1965, as the author drove
the 200 miles to his first community college position, he
thotught he sawean omen ona church bulletin board which read
“Even Sinners Welcome Here.” He assumed his first presidency
later that year at age 26, and nothing that has transpired in the
ensuing quarter of a century has changed his mind.
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