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EDITORS NOTES

Lo an anicle published in 1986 entitled “Social Change and Comimnuity Col-
fege Faculty,” Richard L. Alfred deseribed the effects of noninvolvement and
called for reforms in governance to metude new decision-making roles for fac-
ulty and statl. When that article was published, community colleges were
growing at a pace that would move them from “supporting actors™ to “stars” in
the higher education world. The way colleges were organized or how they were
managed was not an issue Growth was the aceepted barometer of success; a
fong as our colleges continued to grow, everything would be alf right.

Almost a decade Tater, governance and management have become critical
ssues m public- and private-sector orgamzations. Industry grants such as Gen-
eral Motors, IBNL and Nerox are downsizing rapidh and changing the struc-
ture of therr organizations to encowage worker involvement. Business leaders
and organizational analysts have all but announced that teamwork 1s not just
the current management fad=—it 1 the new management. Max Webers
hundred-year-old mululayered burcaucratic pyramid is now heing decon-
structed 1o make way for flat orgamizations made up entirely of teams: faculty
and staff eams, middie management teams, and exceutive teams. The old form
of top-down deciston makig m an organization with many houndarics is
slowly hemg replaced by the ideal o the “boundaryless orgamzation”—-one
with minimal burcaucracy. where faculty and staff are open 1o ideas, have
aceess to information, and are committed to serving customers. In view of this
development and the mereased importance of management structure and
processes, the objectives of this volume are to examine key changes oceurring
m community college management and to idenuty future imperatives if our
colleges are to mauntain their competitive position.

The title of this volume is Changing Managerial Imperatives. Inour view, 1t
is meonceivable that fast-responding mstitutions such as community colleges
can, or should, remain untransformed. One way or another, our colleges will
adopt new approaches o management. Part One of the volume details the
changing context for nanagement. The opening chapter by Richard 1. Allred
and Patricia Carter provides ancoverview of the changing management land-
scape and describes characteristics ol institutions using old and new forms ol
management. Alfred and Carter question the extent to which community col-
leges are using myths from an carlier generation to guide management . and
they idenufy important shifts needed to bring colleges into the customier-
focused 1990s.

The next two chapters provide illustrations of new structures and ap-
proaches to management that have been implemented m cotleges. In Chapter
Two, Robert E. Parilla, a college president, describes his experience in trans-
formung an institution with « burcaucratic management structure into a lat orga-
nization. Garth Jackson and Nancy Moulton, in Chapter Three, reveal another

S DIPL e T mas T T mBge Sy CoTrEet= e 84 \WSanter 1993« Jossey Bass Publishos
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dimension to the transformation process, illummatng the importance of faculty
and staff involvement in their Associates Model for Governance at Canadore
College.

Followmy this introduction, the book shifts in Part Two to a vivid and
practical deseription ol management roles and responsihilities that facalty and
stafl will assume in transformed mstitutions. I Chapter Four, Albert L.
Lorenzo emphasizes the importance of reality-based planning in a period of
rapid change and tight resources. He provides insight into the pitfalls of plan-
ning models that do not consider the values and needs of internal and exter-
nal customers while emphasizing process over product. Lorenzo's Strategic
Gtudanee Model for planning is customer focused and user-friendly: but, most
of all. it is a model that can be used by staff i every arca of a college 1o make
the frequent mudeourse cortections that come with a customer service orien-
tation.

Robbie 1.ee Needhams discusston of quahity-focused management (QFM
i Chas er Five demonstrates the utility of QM for Lweulty, stalf, and admin-
strators. Colleges interested in improving qualiy and customer service will
have no choice but 1o tum to self-directed teams engaged i contimuous
process improvement, although that approach s a departure from estabhished
management practices

James I Hudgns, Sandn Qliver, and Starmell Ko Wilhams close this see-
ton with a discusston of the importance of customer-oriented services, using
Midlands Technical Colleges institwtional effectivencss program as an exam-
ple They describe e detal the steps taken by the college to build a culture for
student suceess through assessment and support services.

In Part Three, heginning with Chaprer seven, we tike alook at some ol
the most evineal issues lacing feaders engaged in management transformation.
Four issues interested us—crcating personal networks, demonstrating mtegnty,
leveragmg diversity, and total quality onentaton—and we selected two. Ree-
ognizing that many new laces in leadership will appear in the future. Ruth
Burgos-Sasscer olfers an illuminating look at the barviers that witl need 1o be
overeonte in managing diversity. She describes the importint characteristics ol
different groups that affect their outlook and approach to management and
steps that leaders must take o create a climate of diversity: In Chapter Taght,
Margaret Gratton provides an msightful look mto features of the leaming orga-
mzation that will become every managers domain in the futuare. Through anee-
dotes and examples. she delineates a context for leadership without elaborate
structures. cham of command, and approving and authorzing Personal net-
works are very important - this “boundaryless organizaton.” Lvervone
is a leader because the ability to make things happen s learned witlin cach
part ol the organizaton. David Deckelhauwm concludes the volume in Chapt.
Ninme with an anrotated bibliography of sources and information on how
changmg community college management alfects admimstrative roles and
responsibilities.,
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Commumty colleges are at the center of the organizational changes sweep-
ing communitics and society. They da not need o be reinvented because they
were designed and built only a few years ago as fast-changing, customer-
focused nstitutions. Our ivention is alive and well, but it is not organized
and managed as well as it could be. We hope that this collection of articles will
help practitioners hecome more aware of the transformation that must take
place m the management of our colleges.

Richard L Alfred
Patricia Cartey
Editors

Ric HARD T ATERFIY is associdte professar of higher education at the Universuy of
Michigan and is author of more than seventy books, monagraphs, and articles on
community college management. governanee, and cffectiveness.

PALRICEA CARTER is managing directos of the Community College Consortium and is
crrently worling on o natonal study of planning and strategic mandagement prac-
tees in community colleges and the development of statevide effectiveness madels.
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Changing Context
for Management
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Traditional management approaches may not serve colleges well in
a market characterized by quality-conscious customers, aggressive
competitors, and tightening resourees.

Rethinking the Business
of Management

Richard L. Alfred. Patricia Carter

General Motors versus Tovora, BN versus Compag ABC versus CNN A ag
von verstts Sharp- by now the stories are well known o industry grants
with strong repatations, deep pockets, and big market shaves ey, displaiced
by competors swath L fewer res wrces but Jen management and soarng,
expectations

Interest m new approachies o management s bubbling up all over the
communty college landseape: The themes that reach across many ol the cur-
et experiments are sinular to management innovations in lor-profit orgam-
zations: pushmg deaston- making, responsthituy down n the organizaton,
mvolving faculiy and stafl i governance, and encouragimg more active stafl
involvement i strategie tasks such as planming and assessment The goal s 1o
restracture management by invelving move stafl m big decisions dhat allect
front-line services mstead of houncing decisions up the management ladder or
sswing, edacts from above,

MWhat s surprising is that these changes are taking oot m an mstiiation
that does ot seem alikely candidate for mnovation, Experienemg, the moimens-
um from swelling enrollments, educating halt of all stadents envering the
naton’s colleges and umiversities over the last several vears, commuanny col-
leges Tuve hecome Targe and potentally complacent orgamizations, the radi-
tion ol growth has been so consistent across our isttutions that one can
accurately predict the mstitutional success measures that will surface m con-
versations with admimstrators and sarvey rescarch carned ot with stall
CAltred and Tander, 1990, Alfred, Peterson, and White, 19920

Admimistrators 11 other sectors of higher education olten Took at connmu-
nity colleges with envy and disdain. In addition to a legacy o substannal

NEw DIt ot Tor Conpa iy Cettier s e 84 Wanter M9 © fosses Rass Publishiers
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8 CHANGING MANAGERIAL IMETRATIVES

cnrollment gauns, communty colleges appear to have many desivable charac-
teristics” low cost, convenient aceess, i eustomer-oriented focus, programs and
courses with seenungly important content that are casily hlled, quuck retarns
on educition in the Tabor market, wcomprehiensive mission, muluple sources
ol undmg, and a matural, supportise externdl constitueney, Also, because of
then mstrumental approach to educaiion, our colleges are Lirgely untroubled
by sues of pohueal correctness, student actvisnn, and debates about yelevaney
o1 the relatonship ol education to work

“Confident™ and "Eager™ Community Colleges

Despite communy colleges apparent advantages, the forces for chiange m
msttutienal management have gamed soeength i the TS A growing nunt
ber ol stakeholders are conimg 1o reahze that trachnenal approdaches o main-
agement may not work moa market charactertzed: by quality-consaious
CUSTONMICTS, QgalessIve conipetitors, and llglllcnmg resourees, Coneerns are
mercasmg about meonsasient program and serviee gualiny, slowed fesponse to
program teakets, lack of mnevanve services, madequatte stalfb development,
and melherent resotnee dlocation SWhat is strking, about tese coneerns s that
they are all basically managenient mdueed and manggenent-chrected. Yet,
despite conearns about then mstitunions” cllecuveness, leaders are ofenat a
Toss s 1o liow 1o go abont makng the necessary chianges.

Advmntiators generally acquire therr plidosophy and stvle of manage
ment from graduate and professional cducation, peers and consulants, .
above all ther own caveer espeniences Over the veats, repeated exposure o

the rsk-aversnee, bureancratic work eneoromments that llourished i vears ol

casy growih has produced a generaton ol admmistrators accustonied to mak-
my decstons and divecting people. Wiile this approach may be enouglh to
mamtam the mstutations postiion, 1t cannot ehiert the kind ef energy and
enthusiastic parnierpation lound m organizatons that mvaolve sl mthe ask
ol straegle management.

s may sound ertical, but we beheve s possible towalk into almost
any college and, through carchul observanon, quickly read the management
chmate. How are dectsions made? What 151t hike to work there? How do lac-
alty and sttt approach problems? How cooperatvely do they work? What 1s
the pace? How do stafl feel aboet thew jobs? How commutted are they o the
mstinon?

To understand the elfects of management chimate on stalb outlook and per-
[ormatce. indgme two communiy colleges m the same state competing n
dentical markets, “Conlident” Commumity College. the recogmzed market
leader, has acen lated a wealth of resourcees o every kind: talented faculiy,
state-oi-the-art lacitics and cquipment. multiple sotices of revenue, and
industry support 1t has been able o fund just about any mimative it has con-
sidered strategie. Over the years Confident adopted, and has suceesstully used,
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atop-down approach to management. But growth has obscured the underly-
ing discase of urderinvolvement Nobody has noticed that the colicge is falling,
hehind. The aspirations of faculty and stalf to remain at the top of the market
are assumed but m fact are declining. “How much do vou need to worry,” stalf
ask themselves, “when you are large, contmue to grow, and have an cnormous
advantage over competitors?”

“Eager” Community College. a rival, is a relauve latecomer to some ol
Conhdents program markets. ft is much smaller than Confident and has no
choree bt to make do with fewer peaple, a smaller budget, more modest laal-
iies, and a fraction of Confidents discretionary resources, But Fager has every
intention of competimg, suceesshully with Conlident. To reahize this ambinon,
it has decentralized the deasion-makmg responsibility, empowerig laculty
and stalf to search for undefined niches, develop mnovative approaches to
instruction and service delivery, and constantly assess customer needs aid sat-
slacnon, all while expendimg fewer resources than Conhident The nustn
between Eager’s resources and its aspiratons would lead most observers to
challenge the feasibihity of 1ts goals, 1f not the wisdom of us Teaders.

But consider the likely elfects of Contidents and Eagers approaches o
nanagement on how the two colleges [rame therr competitive strategies and
use therr human resourees.

Clearly, Conlident ts much betier placed 1o behave “strategically’ —that 1s,
to preempt Eager mattracung, new student and employver markets, spend more
on marketmg and recrwtmg, develop new courses, purchase new technology,

and so on. Conhdents admmstrators are likely to contmue their top-down
approach to management, fgunmg that they can always outspend then smaller
rival to get what they want. Faculty are likely to rest castly as long as growth con-
tnues at arate sutficient to [l therr dasses and provide for ther resowee needs.

They are also Iilwely to disengage from the mstittuon m favor of supplementary
cmployment opportunities that provide two miportant advantages: additional
income and the opportaty 1o persenally control the work environment and
compensate lor the missing sense of true mvolvement at the college

Fager. on the other hand s likely to {ocus 1ts resources on the soft side of
the orgamzaton. This approach means involving foculty and stadl n initiatves
that improve quality and reduce costs' indmg core competendies, assessing
customer needs and satisfaction, bulding programmatic strateaie plans, scan-
ning external nurkets, identilymg possibilities for collaboravon with busmess,
industry, and K=12 schools, and so on. Eagers administiaors will strive o cre-
ate a work environment that stresses speed. mnovation, and a customer focus.

This outcome will not resulc from simply elling faculty and stadf to be
nmore . novative or directing them to be more quality-conscious. Fager’
administrators will institutionalize a totally new approach o management, one
in which standards are high, innovanon is prized. stafl are committed, and the
focus 1s the future: They will create an institutional climate in wlich all play-
ors are working for the same imstitation and toward the same goals.
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The argument here is substantially more subtle than the clien-made pomt
that colleges with empowered stalf are more producuve. What distinguishes
Fager from Confident is not Eagers approach to management but the greater
gap that exists between Eager’s resources and its aspiratons (Hamel and Pra-
hatad, 1993). In contrast, Confident’s problem s not that it is committed 1o
top-down management (there is no inherent value m decentrahized manage-
ment) but that it has msuflicient streteh inits aspirations. Confident’s adimin-
strators and stadl will not think and behave as il they were in a decentralized
customer-focused college. What troubsles Confident 1s ascaray of ambion,
not its approach 1o management.

Complexity, Control, and Complacency

IEany of the charactensties of Confident College rng true for communty col-
leges, two important questions arise: How did our coileges get mio this situa-
non, and what must be done 1o get them out of it? After alllat one time all
community colleges were Eager-type orgamizations. They made do with lew
peaple. small budgets, and modest facilities as they developed programs and
services 1o serve new markets. Is 1t possible for our colleges to become the vie-
tims of their own stceess?

The answer 1s ves In his article “Corporate Redempton and the Seven
Peadly Sins.” Andrell Pearson deserthes the essenee of waste i previously sue-
cessful orgamizations (Pearson, 19920, Waste can happen i two ways. The first
ts croston. As community colieges grow Larger and more complex, the tasks of
managing and involving staff in decisions become more and more difficult.
Lhere is a4 gradual crosion of the shared sense of mission that made the college
spectal. New peeple do not know the problems that had 1o be overcome in
building the mstitution, and contnuimg, stall hecome so busy with admins-
tering and teaching that they do not take the time necessary o reinforee msti-
tnnonal values. Gradually the college dnfis away from its nussion and ccre
values.

Complacency. the second source of waste 1s a result of a number of casy -
-understand human Lictors. Growth m vecent years has been automatie, and
faculty and stalf have fearned that a certain level of etlort will produce acer-
tn level of reaults. Innovanon has been reduced to what is essential and nee-
essary within budget to praduce aceeptable change. Top admunustrators have
devoted more and more attention to shaping pubhic opinon by putting the
most favorable spm on the colleges performance. The result s a college sue-
cess story lor external consumption that may not aceurately reflect mternal
stall perceptions of college performance: But over time, administrators come
to aceept cosmetic mdicators of pertormance cor example. growth, visibility,
and public recogmuion? as the trath,

Front-hine ticulin and stadf are the hrst 1o recogize problems with qual-
v Lhey are the first to know whether a college 1s overstatled, burcanerane,
and slow to mnovate and whether programs have Tost touch with markets. But

14
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facudty and stall cannot talk directly with the board of trustees or external
authonties, so they take their clues from wop admmistrators. “If adninistraton
is satislied, that is enough for me™ becomes the prevailing attitude. Over time,
the entire college compromises. rationahizes, relaxes. and settles down to a pre-
dictable work environment. Programs and services are organized to mantain
harmony by operating at umes and in locations convenient for staff. Faculty
and statt become their own custoniers and begin o use the organization as an
mstrument for satislying personal needs (Alfred Peterson, and White, 1992),

Fo head ol or escape the eltects of tius work ervironment, admimstrators
need to confront myths m management that lead to complacency, Very simply.
admimstrators must get the whole mstitution relocused on what is important
m todays environment,

Two thimgs really make adhilference: avording inerementahism-—the per-
vasive sentiment in established community colleges that this vears goal is 1o
do what has been done belore, only hetter—and encouragmg, stall acuons that
create value, such as improving imstruction. delivering better services, devel-
opmg, collaboranve ventures, and lowering costs.

Suceesslul colleges realize that change is the new order and mnovation 1s
the prmary driver These colleges know that innovation s eriueal to thewr com-
petitive suceess They are constantly pushing resources and qualiy expecta-
nons down mto the institution and taking care to translae them into terms
that every academie department and service unit can understand.

Quality expectation and empowerment then become important tools lor
changng behavior. This attitude can be revealed through conversations with
facudty and stall Ina nadonal study of ellective practices in community col-
leges, tor example, Allred and Linder (1990) found a renurkable consisteney
in the way laculty and stall desenbed the operating plulosophy: to be a mulu-
PUIPOSC TESPONsSIve organization, not Just a postsecondary mstitution, to
embrace paradox: to mvolve rather than exclude people When stalf use such
dyvnamic words to describe the character of a college, admstrators clearly
have carelully considered the business of management in that college.

Are community colleges positioned for the future by virtue of their cur-
rent approaches o management? Are they flexible lorward-looking organiza-
tions capable of adjusting to changes n the environment, or are they operating
with management myths from a past in which the emphasis was on "manag-
g people to manage growth™ The answer is yes and no. Community colleges
are paradoxical organizattons even in their approach to management. They
cmploy multiple, sometimes contradictory, strategies lor managing as away of
getiing things done.

Challenging Myths of Management

Foundmg prestdents of community colleges, the proneers. had to he bulders,

political strategists, persuaders, organizers, master planners,and entreprencurs,
Them task was to bring order. to buld and create, based on thew own personal
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viston Caven then era and ont ol necessity, many hrovght waith them ach
tonal netions ihout management Then pedormance. chaicenced by stiong,
results onented, powerlul feadership, became the benchmark and formed the
hasts for management nithelopy e our colieges,

Mangement roles m today s conmnty colleges evolved Tronvradinonal
burcancrane orgamzanonal strncmres thar were Tueraelnea, top down, and
control orented Ruveancracies were mherently antocratne: They were hased
on asstmpions that viston was somethig developed at the top ot the orgam
saton and that people would do exactly what they were told 1o doand not
mrch else Althougloe was helphad nvorgamizimg, grow mg, nnhers ol stall m
Sdevelopimg msttanon, tasapproach o management widl not st colleges m
the quahty focused | customer centered environment of the 1990 Yer i con
nrnnes o provide the anderpimgs for o petcepiion of what constitutes
good nuanagement

e question that necds e e asked b we e to organee one cotleyes,
many ol which look and act ke Conhident College. foranew wave ol growth
e customer seivice is this Are hireananane management techmgues cnnths™
appropiate as colleges stnve 1o achieve new goals i a chvae of changed
expectations? We helieve that the answer s aneguivocstly noand that the
sooner we can dispense with some of these mvths, the sooner the transion
Dach to Fager colleges can begine o mvths. me paitiicula, create the ggest
Darner o Change

Sceurity of Boundaries. Tnthe corporate world saceessInl companies
have chimmated nearly all distimctions benween workers and nanagens
icre are not people who do the thinkmg and people who do the worke Al
stall lave mput, and manageral and stall oles have heensaliered o pro
duce the bowndavless corporation”™ a company withont bureancraey, in
which peaple are canons, open, cooperative, and always breakmyg down
bartiers

Conhident College hoas many vestiges ol the bureaneratic organizanon
Visaonand strateey How from the top, walls have heen bl thae divide acad
cmie departiient apportservices and acadenie departiments do not casily
work together, and stafi are not actively involved nemsttationwide stadepi
actvities dor example. plannmyg and budyeting) Borndanes are . lon ol
searniy, and then preservanonm s mportant AWhy should nnsmg mstinctons
work with antomotive technology nesirmciors o binld b better general educa

non aunculum Wy should connselors team np with hibanans o develop

hetter methods Tor dehivermy support scivices? Why should executive adnnn
strators work dimectly with Facalte and stall i long range institnnonal plan
g’

Teadhinon dives a ot of what we dos Baeal prograims and seivices do not
meet the needs ol aetomer they Tuve Tnde valne: ©ostomer needs e con
anthe shaltgcand changg Toespond o these needs, facnlie and stalf need
to make decstons quickiv Bormdaned organezatians with nany nanagement
Livers cannot nhe mlonmed deasons gruchv ciagnie pong one i the cold
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with six sweaters on; your body does not know what the temperature is and
15 not quite sure how to react. A similar result occurs when information flows
through many burcaucratic walls.

Leaders in Eager-type colleges working with limited resources have no
choice but to get input from faculty and stafl who know the work best. They

cannot afford to support a dead or dymgH program. The more involved instruc-
tors and stalf arc in decisions. the more they own them, the better the deci-
sions are, and, eventually, the laster they are made. Staff come to work fecling
better about their jobs, and their aspirations become a resource working for
the college rather than against it.

If 1t Isn't Broken, Why Fix 1?2 To the leaders of Confident College, yes-
terday’s successes male it tempting to ignore the need for change, yet the will-
ingness to constantly acknowledge this need is the very essence of revitalizaton.
The alternative 1s more of the same—a form of complacency in which colleges
slowly but consistently lose ground.

To reverse our sociahzation and view criticism and cntigue as positive is
dilficult. All too often, acknowledging the need for change is interpreted as
implying that stitutions have been doing somethig wrong in the past. And
it is natural to resist change. But leaders of Eager-type institutions encourage
their followers to move past this cultural aversion. They take actions that
help their mstitution to become self-regarding in ways that provide meaning-
[l clues as to what will be needed to get to the top and stay on top. Eager
institutions know that mnovation is critical to their suceess. They are con-
stantly in motion, doing things to make sure that there are cnough innovations
capable of changing the institution’s future. Innovation is so criticad to these
colleges that they will realiocate resources, change staff, and alter management
to make sure that mnovation s going on i ditferent places.

What really matters are big diflerences in program and service perfor-

mance. A key o these big ditferences is reexamination of traditional assump-
tions about institutonal structure and management. Reexamination, in turn,
1s dnven by admimstrators and statt with small ideas that produce manage-
ment I)IL.lI\lhImlt'h\ small ideas crop up everywhere in the college. not just
at the top. Menagenients role is to move ideas quickly so they can be exam-
med. deaided on, and implemented. This is the essence of innovation. Inno-
vative colleges are willing to take a hard. entical look at thew structure, sys-
tems, and procedures from a very ditferent perspective. They free inmovation
and nuiative from the walls of burcaucracy by moving l)umnd guestions about
consistency and control to guestions such as these: “How does this affect the
enstomer?” “Do we really need this?™ ‘How does it support the eftorts of peo-
ple to improve this college?™ They ernque their assumptions regularly nan
effort to truly meorporate contintous improvement notions mnto their ways of
doing busmess on a day-to-day basis.

Revitahzed colleges do not simply ask, “Is it broken?” They ask, “st the
hest 1t can be?” However, openness to critique and wilhmgness t innovate
require abandoning other myths related to mstitutonal leadership.
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Leadership Equals Rank, Power, and Control. The positional power of
the carly college Teaders was very important. It worked: authonty at the top
was seldom challenged. Faculty and staff expectations did not include being
involved in “big picture” decision making. A great deal necded 1o be done very
quickly, and ambiguity (some called it “flexibhty™ was necessary as commu-
nity colleges attempted to establish thew place m the postsecondary com-
iy, Someone, or some group, needed to call the shots, define boundaries,
establish a framework. Leaders were looked to for strength and clarification
during these formative stages.

As leaders shifted their emphasis from structure to strategies to cope with
rapid growthand respond to contemporary challenges of planmng, assessment,
and mstitutional effectiveness, the need to involve others in a wider range of
mitiatives became clear. Presidents, deans, and other leaders began 1o recog-
mize that in order to foster involvement, power had 1o be shared and that the
institution’s ultimate strength would come from the synergstic efforts of 1s
stakeholders. There 1s only one way to break down the walls of bureaucracy
and share power, and that 1s for the president 1o drive it personally: This task
wstally requures refocusing the presidents job. It is not enough to pledge to
change. The preswdent must shed many admmistrative dutics 1o spend more
time on encouraging stall imtative and involvement. n

At too many of our colleges, we stll see cases o “executive treadmll”
Afflicted prestdents spend much ol their time in ceremomal activities, stafl
meetings, dog and pony shows, community relations activities, and pro forma
institwtional performance reviews They end up getuing most of thewr informa-
ton through stmplified staff analyses that have Title o do with better results
and much to dowith insisting on umfornuty and second-guessing throughout
the institution. hn effect, these presidents have hecome the “chiel adnunistra-
tive ofhicer™ mstead of the “chiel quality oficer™—the diving foree for team
managenent to mprove guality and achieve important mstitutional goals. As
a consequencee, if yow ask faculty and stafl, “How much does the president
know about your program or service?” the answer usually s, “Verv little except
tor signing off on budget or major decisions.”

[n the past, good leaders by virtue of therr rank were expected 1o know
the right answers In todays community colleges, good leaders must know how
to ask the right questons, Rather than being ommipotent experts, leaders of
revitahized colleges tap the total human resource potential of their institations,
As apposed to telhng, they use questions 1o encourage. prompt, and guide.
Chey listen, and they encourage statf 1o question every practice stead of
acceptng the status quo. They give stall much lattude inhow 1o do things,
and they mstall systems to be sure people are working together 1o solve prob-
lems. They encourage stalt mvolvement and delegate decrston making, but they
make sure that leaders throughout the mstutution understand the changmyg
cducanonal market, the colleges competiive posttion, and what needs 1o be
done to mprove performance. They have a muind-set that amis to help staff
stceeed, not give them orders and catch ther mistales.

18




Q

ERIC

PAFullToxt Provided by ERIC

REJITINKING THIL BUSINTSS OF MANAGENILN 15

Leadership Means Promoting a Personal Vision. The personal vision
of the leader, certamly critical in the carly vears as our colleges established their
place in postsecondary education, provided strength and reassurance for fol-
lowers. But the “trust me” days are gone. Personal vision is bemg replaced by
the need for ashared vision And the invitanon to participate in the colleges
defmition is being extended beyond the campus to mvolve stakeholders in the
commumty as well. What <ollege can afford to negleet the opinion of employ-
ers and other interest groups in decisions about educational programs? Our
colleges are beng asked to establish hnkages and collaborations with a vanety
ol partners; this estended form of operation s apt to become more important
in the tuture.

Presidents and deans are begmning to get directly involved with key cus-
tomers and stafl working on major problems, and they get feedback from sev-
cral sources. not just direet reports. They are beginning to spend their time
dilterently at work, mostly by mteracting with staff in small groups or indi-
vidually, not siting in formal mectmgs or reading statf reports. They move to
where the action s instead of trying to repheate it m the office. Through the
use of focus groups. community surveys, and customer satisfuction measures,

leaders are listenme o, acknowledging, and recognizing the messages coming
k N A : & :

o

from withm and without and making use of tUns “intelhgence” to fashion a
viston that 1s consistent with the institution’s value base and its constituents’
asprrations. They know that it is commitment, rather than mere compliance.
that will make 1t possible to siretch the colleges aspirations, and they are will-
mg Lo take the tme to be certam that a vision is m place that will evoke com-
nutment ey know that good leaders do not push—they pull.

AMany other myvths prevail, of course. But elinmating just these four from
our thinking about what constitutes good management s a major step toward
removing, eritical obstacles to the work that needs to be done.

Imperatives for Tomorrow

Having made the point that we believe it is impartant for colleges to rethink
the way in which they approach management, we acknowledge that the
process 1s neither quuck nor easy. The challenge of gettmg from Ao B, or from
Conhident to Eager. will take ume and patience, intwiion and knowledge, and
consistency of word with action.

Trachtionally, creatmg change i our colleges has not been difficult. Man-
agement reorganizations mvolving a change of players are common. Every col-
lege has tricd a new mstitutional Improvement program or process, such as
management by objectives, guality circles, or other imported strategies. More
recently, our colleges have been looking at total quality management and con-
tnuous quality Improvement programs as ways to do better with less.

Whatever the stiategy, we must remember that these “hixes™ do not work
m and of themselves. Two eritical elements need to be thoroughly explored by
the college before embarking on any change strategy: cultural Titand cultural
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preparation. Cultural fic relates to the strategys appropriateness to the mstutu-
tion. its fit with important charactenistics. Prior to miplementauon, the college
must address questions such as these: What 1s our hustory? What is our real-
ity? What arc we really hke? What is our ideal? What would we Tike 1o be il we
could? How big 15 the gap between reahity and the ideal? What 1s our comiort
level with the changes we wall have to make?

Cultural preparation refers to resowrces—stafl, money, talent. experience,

and so forth—a college has available to implement a management change. to
determine cultural preparation, other questions need 1o be asked: What skills
are needed and available? What do we have 1o learn o do, or learn to da bet-
ter! What are the structural barriers thar will impede our reachimg the ideal?

The tempration o delegate these questions to a task foree or small waork-
mg group must be avorded: dialogue must be opened to the entire college com-
mumity. This approach will most likely require a rethmkimg of the college’s
current notions about the meaning and the roles of management.

From Management to Leadership. While traditionally managers were
expected to control and divect, feaders momnovative colleges taday are redi-
recting their energy toward creating healthy cultures and managing the neces-
sary evolution that will allow the college and 1ts stakeholders to prepare for
adaptation. These leaders use noncoereve strategies that are more concerned
with orchestratimg and coordimaung than controtling. They we what Bennis
calls “social architects™ (1976, p. 169 Rather than relving oncawthoriy and
command, these college leaders use thenr political skills to wentify issues, per-
stade, hudd caalinons, campaign for points ol view, and serve constituencices

Examples of collaboration within colleges are appearing more and more
frequently mutual gams bargaming, full participation of collective bargaining
representatives an senior-level college deciston-making bodies, concerns abowt
routinely assessing morale, and expheitly acknowledging that faculty and staff
arc important “nternal customers ” Kanter (1989 describes this as being able
to operate without the safety net of hicrarchical power. 1t involves rechrecting,
the colleges elfort toward butding respect for authority through relationship
building, shifting the focus from compenition 1o a common concern lor excel-
lence, and consistently operating with the highest etlncal standards.

s shilem emphasis will likely he more difficult for some managers o
aceept than others, " ut inherent in s acrethinking of where goad Teaders best
sperd their tme and where therr attention 1s most uselully directed.

From Control to Outcome Accountability. Abandoning nucromanage-
ment is a key step in fostermg innovaton i community colleges. Strategies
that reflect the Teadership paradigm of consolidated pewer and top-down con-
trol wre being replaced wath @ whole new set of priorities and ways of measur-
g outeoInes.

Iplicd m ths broad-brash statement are several impaortant quahficrs. n
order to focus on accountability, all players need to have a full understanding
of both the priorities and the expectatons of the msttution. Admimistrators
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who are uncomfortable with unleashing power within an institunon often
counter that “you simply cannot have everyone runnimng off and aking mitia-
uves at will,” which, of course, is very true. However, if the college has awell-
articulated strategic plan m place and individuals™ roles, resources, and
limitations related 10 the plan have been translated and communicated effec-
tively, the need lor step-by-step monmtonng and reporting 1s elimmated. Inan
innovative college, stakeholders feel free to act, withmn realistic imits, and con-
tribute, in a meaningful way, to achieving the colleges goals. H stalf believe that
therr contributions are meanmgful. they are more likely to stay involved and
encourage cthers to do so.

From Complacency to Involvement. Active participation in decision
making, i some form, is an objective i most community colleges. A host of
committees, councils, task forces. and decision-making groups can be found.
Yet a commoit concern raised by admuustrators is the difheulty m findmg fac-
uhy and staff who are willing 1o hecome involved.

In miost colleges the same core group of comnutied individuals regulaly
volunteer w assist with new mitiatives while the majonty reoxam on the side-
tmes or on the fence. Tappmg this underutilized resouree could provide the col-
lege with anch souree of new wdeas and energy. The trick becomes how one
cocs about domg it Idenufying the source of the apathy s anmiportant first

step as 1t provides necessary clues about s reversal Past experiences may have
led certun individuals to feel that expending the extra effort 1o become involved
1> not worth it Too often vur structures provide for “psychological participa-
ton —participation that leaves the impression of truly being mvolved—when
m fact the decistons heme made ave relatively inconsequential.

For mstance, unless the process s clearly orticuiated, faculy may he
mvolved ndennlyving and rankimg capitad prionties for their deparament. but
actual decisions about how the funds will be allocated e made at the char-
persons or deans level, The nuisunderstandings and: disappointments that
enstie discourage future mvolvement Or. as one faculty member put it " They
ask us what we think, and we tell them. But they go ahead and do what they
were going to do anvway, s hike talking into ablack hole. And sooner or later
vou just stop talkig.”

Achieving mvolvement requares interest and substantive participation in
the mstitution’s deciston making It demands active involvement in decision
nakimg about sigmificant issues 1t imphes that the involvement of the stake-
holders in determming the direction of the mstitunon, in geting involved in
the “bigger prcture.” crosses functional and hicrarchical houndaries. It
acknowledges that a vanety of perspectives can ennch the ultimate decision
and that regardless of rank or title, the more skills that can be brought together
around the table, the better off the college wall he.

Toachieve such involvement, 1t s important to rethink the way in which
mformation is shared withi the college. This shift means reexanuning tradi-
tonal notions about what is “confidential” and committing to the open sharing
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of facts and figures that may. at times, not be complimentary but nevertheless
truly rellect current reality: 1t requires an investment ol tme and resourees 1o
ensuue that all stalf using information have an understanding of the ssues 1o
which the information 1~ addressed. All too often, participation breaks down
when those involved do nothave the same knowledge base or understanding
ol the task regairements.

A good example of a breakdown caused by Tick of knowledge s the prac-
tice of “rapid immersion strategic planning” used by some colleges Executive
admmistrators Torm strategie planning task forees by inviting representatives
[rom a diagonal shee of the organization 1o ensure adequate representation
from the various constituencies. The task foree pumps i and gets going on the
task of plannmg without taking the tme o be sure that its members share a
common understandimg of what constitites good planning, without comung,
1o agreement on g commaon set of planning definitions. and without clanlving,
collective objectives Ultmately, trustranions surface that undernnme mdwid-
wdl members”sense of pride and ownership in the process and the product
These unsatislving experiences make it unlikely tha the mdidual witl be wall-
g to volunteer agam or that plannmyg will produce mmponant resulis

Laking care to ensure that the trammg and resowree needs of the plavers
are addressed s an mportant step m encowraging, and m reducing the distance
that all too often exists between the academie and admmistratve caltures
within our colleges

From Isolation to Integration. ~ome argue that cultweal duadisoe--the
separation ol the acadenie or facalty calture frony the admnustrative or “cor-
porate” culture-—is an mevitdble barrier to college-wide mvolvement. While 1t
s anportant o acknowledge the differences v prionties and even. i some
cases, detimitions used by academics™ as opposed o admmistrators.” ways 1o
create bridgimg experences that will mlorm and mregrate rather than perpet-
wate isolation need to be sought

Integration mvolves helpimg cach group g expenence with and infor-
matton gbout the issues and problems facing the other. It entails encouraging
stall to fmd out what is gomg on in other departments and service units, even
ih the velatonship s unclear or ummportant. Integrated colleges foster respect
lor the expertise of different groups; they acknowledge the reahty that cach has
1t own priorites withm s own domanm and that cach is entitled 1o have a
greater volce moeertain kds of decistions, But the focus s ona common set
ol goals and values that emphasize sohdariy vather than differences

eaders inmitegrated colleges know that an mportant part of their fune-
ton 1s to help constituents “connect the dots"™==to explam the hnkages and the
importance ol the mstitutons strategie mitiives They foster asense of “uy”
as opposed 1o the radimonal “weZthey™ dichotomy 10s casy o lorget that the
importance of anew college imtatve may not be self-evident to all of s
members. In the absenee of clearly conmumicated commections, faculty and
stalt often view new priories as micrely this years management fad. The
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mterconnectons need 1o be explamed. the objectives dlearly Tinked 1o impor-
tantimprovements. and relevance made expha.

Conclusion

What have tended to be management-mduced and management-directed con-
cerns m community colleges about improving quahity, enhancmg ability o
respond to program markets. mnovation and responsiveness, and stalf devel-
opment durng times of resouree constramt need 1o become the shared con-
cerns andd ssues of the broader coilege community, We suggest thar this shily
can only happen b we are wi'ling to reopen the dialogue about how we can
best approach the management of our imstitations,

Reexamining the status quo, dispensing with myvths that impede our abil-
iy o be creative and mnovatve, and making changes where necessary to
restructure management by mvolving more staff - decisions that aflect front-
Ine services are important first steps, “Eager.” revitahzed colleges—those that
will thrive, not stmply swvive—will be those that emphasize Teadershiyp over
management, accountalahity over control, mvolvement over complacency. and
mlegration over 1solation

Certamly there are no quick fixes, but assufticient number of suceess sto-
ries m community colleges today prove that it can be done. The question s,
Are leaders wilhing to spend the tme and energy rethinkimg the business of
management?
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An adaptive institution is one that knows a lot about itself through
faculty and staff who are involved in identifving challenges and in
creating programs to meet changing needs.

Adapting Institutional Structure
and Culture to Change

Robert I Parilla

Human bemgs revere and rejorce m the birth process; it symbolizes renewal
and hope and often taps mio, stirs, or enlivens owr best impulses A birth can
mspire adeeply felt sense of optinusm, well-being, and mereased apprecia-
ton for hfes possibihties. Any noble or mundane beginning reflects some of
these positive feehngs, whether it s the inital stages of a grand project or the
frrst day of a new semester. So too with higher education: however lofty, cach
mstitution began as an idea that committed and talented people nurtured into
reality

Many community colleges were created in the high-energy, “boundless
harizons™ period after World War 11, As the GI Bill sent thousands of veterans
home with money and encouragement to mvest in education and training,
communities responded by settimg up programs wherever there was space—
in high schools, libraries, even garages. All that seemed necessary were a class-
room, a course, and a teacher. Classes were welcomed and filled: both the
challenge and response were very satistactory to those mvolved. Faculty came
from secondary classrooms and counseling offices, other colleges and business
and industry with a common desire to teach. A student-centered rather than
research-aceented tocus prevailed in the carly assignment. It was an adventure.
The carly college communities had a pioneer spirit that encouraged teamwork,
cooperation, and flexibihity:

Founding admmistrators communicated the message that a coneept was
heing, mobihzed. The participation ol all players was both signiticant and nec-
essary: Fach college has s legendary story, such as the dean who became tired
of faculty requests for phone hines and installed a pay phone or the facilities
nunager who received a hundred not quite aduli-sized desks because the
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schiool supply company figured “juntor coliege™ must be a nusprint ol “junior
high.™ Many faculty who are sull teachig were part ol those days and usually
remimisce with a sense of Toss, even though, of course, evervone now has a
phone. the desks are the proper size, and the instructional environment s
immenscly improved and supported by all manner of Tngh-technology wiz-
ardry:

Success Has Some Casualtices

When the hgher Educaton Act of 1963 passed. there were 654 1wo-year col-
leges. By 1985 there were 1350 two-vear colleges. representing more than 40
pereent ol imstitutions of higher education and accounting, foy 44 pereent of all
hest-time college treshmen GAdelman, 1091 e DL indivdual enrollments
soared. T the boom years of the T9o0s commumity colleges were openimg
the rate ol one perweek and growmg rapidly to meet baby boomers” demands.
By the 1980s these colleges were atempting to accommadate enrollment
growth, state control, prohferating local demands, new student constituencies,
and collective bargamng, [he secemingly endless pool of students allowed
many mstitations o settle mio the comfort ol tradmon, control. and compla-
ceney—ad ctretumstance that atlected the orgamzanenal development of many
commuinty colleges.

Procedures, set up to facilitate necessary linctions when an mstitation 1s
small, run the nsk ol evolving mto tigid gudeimes. Often a rale can endure
long alter the orngmal reason lor estabhishing a procedure s forgotien. As Hedg-
hng wmsttations with a desire for quahty and standinds of excellence, commu-
nity colleges invented rales and procedures as they were needed. Over time a
hicrarchy lor management developed and rudes proliderated. giving comiau-
nity colleges many of the charactenstics of a comples burcaucracy:

The community college coneept, hased on identifving and serving the
postsecondary necds of a local area, can suller from this kind of rule-driven,
tight lucrarchy: The board ol trustees and senior admmistrators may derive a
sense of legitmacy and salety from tns controlled environment, but front-hne
admimstrators, faculty, and stadf quictly protest since the ability to execute an
wed s dimmished and responsiveness is slowed toasluggish pace. ndnadu-
als attempting, to respond to pereerved changes with mnovative instructional
approaches, creative programs. or different strategies can be frustrated by avsys-
tem that has Tost resilience and has replaced flesibihty with form or aset ol
standard practices.

Such miluences are not casy to pmpoint. The insttution conunues 1o grow
and appears to be well-run and efficient Students are content, and laculty
seem satisfied wath assystem that makes all the necessary decisions but does
not mtrude nto classrooms. Only when responsiveness to change or the issue
of chmate and morale comes imto the spothght Gis inan opportimty for car-
niculum development or an institutional sell-study for aceredianony do the
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Irastrations - wd tension surface: Recogmzamg the dynanues at work and therr

Lrger impheatons lor msttanonal development provides college Teaders with
an opportunity for renewal throngh self-analysis.

Structure and Function Mismatch

Many of todays Targe multicampus comprehensive community colleges were
once sl Trendly enterprises Farly colleges were oiten adjunets of the local
sccondary school svstem (Cohen and Brawer, 1989, po ) The rigid hicrarchics
that evolved to admmister many commumity colleges are no doubt at least
parthalegacy rom the pubhic school burcaucracy As demands mereased from
localand state agencies for cost controland growth, centrahized plunung pro-

Ierated, and so did manageral lnerardhies. The organizational structure inost
commonly tsed to manage growth mwany colleges is the contralled pyranud
ol secondary education

Involving centrahized control and top-down deaision makimg, the pyra-
rodal orgamizanion does not it the comunity callege concept parteularly
wello Owr colleges have heen badt on a tadimon ol mnovaton and efficiency
merespondmg o local needs Therr goals are to provide lor the learnimg necds
and wants of the communuy (Cohen and Brawer, TUSY p 7)o continue 1o
modily and tlor mstructional programs and services to Tocal needs. arespon-
sive and Hesible managerment system is needed.

Many communny colleges are begimmng, to discover a mismateh of form
and Tuncuon: There is a growing realtizanon that some mstitutions have
hecome entities whose stuetare may be immpedimg progress. These are institu-
tons with high-quahty mstruenonal programs, highly quahihed faculy, and
well-run support units However, they have become statie, and the energy and
creanviy of the carly davs has largely disappeared.

The Adaptive Institution

Fhe strength of any orgamization is founded m sell-knowledge and a contimu-
ous process of analvsis and renewal Clariy of purpose myvigorates the nussion
ob annsttmnon and enconrages creatv iy and nisk takimg, An adaptive msu-
tution s one that knows aclot about iself through faculty and stafl who are
mvolved moadennhying challenges and nvereating, programs to meet changing,
needs.

Fo Tulfdl ther mission of service and tely response to local commuty
needs, community colleges mustanuerpate chimges i the environment. cope
with changimg educational needs, and be sensitive to fluctuatmg demograph-
tes and shilting pohucal imperatives A vigid lnerarchical organization does not
allow for the free flow of miormanon and dialogue among unis needed 1o
adapt 1o change Suceess s more likely m an orgacazacem whose cultwre
acknowledges that everyone must, at least occasiovally, be a fader,
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Woe can use trends m the emerging economy to illustrate the importance
of management structure in adapting to cnange To be m the jorefront of
change, community colleges must anticipate and respond 1o the needs of an
cconomy whose competitive edge 1s the skall level of its work foree. Traditon-
ally community colleges have provided access 1o education and wraining for
students who have been excluded by the selective and linear nature of fouwr-
year postsecondary programs. Today the mbormation age is here. Women will
make up 64 percent of the new entrants to the work foree by the year 2000
(Adelman, 1902, p. ). The United States is experiencing the greatest wave ot
immigration in a hundred years (Garreau, 1992). The fastest-growing segment
of the LS. labor force will soon be minorities The fastest-growang segment of
socicty will consist of those who are living below the poverty level. To com-
pete win the cconomy of a global village that offers limitless cheap labor and
tax meentives, the United States must counter with the intelligence and skill
ol an cducated and highly skilled work force.

The task hefore communty college leaders is 1o shape institutions that will
be comfortable with these new readines. Colleges must be prepared to adapt
curricula and support services to the changing marketplace and to the chang-
mg study body, not only offermg traditional transfer. technical, and develop-
mental programs but also markeung responsive packages of trainmg and skill
development. Alternate deivery systems for instructional programs will grow
in importance as the need o reach large audiences of students with shrinking
QU SLALIE TESOUTTesS TNCTCSes.

A management model that values continuous improvement and 1s sensi-
tuve o external pressures must be nurtured if community colleges are to deal
with the shitting demands of the global marketplace. This model is the core
feature of an orgamzation we know as the “adaptive community college™—a
college e which decentralized decision making and personal empowerment
along with shared vision of mstitational purpose and accountabihity for results
get things done Decentralized control is a risky venture that must be balanced
by the development of a common purpose and set of values. The challenge for
leaders is to promote a common culture that is imbued with the principles ol
teamwork. flexibility, and continuous improvement. Perhaps the most crtical
clement is the functioning ol cross-umt, task-centered teams commutted to stu-
dent sueeess,

Continuous Quality Improvement:
A Resource, Not a Panacea

Ihe concept of continuous quality improvement has gamed mereasing visibil-
iy as astrategy to <olve ahost of perceved concerns in modern organ:zations,
A focus on conumuous improvement can provide a useful framework tor

change it there 1s an orgamzational philosophy in place thatis open to change
and willing to adapt. Current definions focus on six facets that can transtorm
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an orgamzation (Tuttle, 1989, p. ), all with relevance to community colleges
n transion:

Muake constunt improvement the number one priority. Reframe the misston to
focus on assisting more students o achieve thewr educational goals successfully:

Focus on students und co-workers as service recervers. Build students’ per-
spectives mto every aspect of the college, with faculty and staff thinking of
themselves as part of internal service units where they are both the users and
providers of services.

Focus on prevention. Program caretully for appropriate assessment, advis-
mg, and placement designed to increase a students likelihood of suceess.

Manuage by datu Rely on assessment to determine the progress and goal
achicvement of entering students, and use mformation for planning and revis-
g programs.

Encowrage total emplovee ol ement. Foster an environment in which fac-
ulty and staff feel connected o the teaching/learning process. take ownership
and accountabulity, and feel that the orgamzation supports and appreciates their
etforts.

Establish a cross-funcoonal sdmmistration. Communicate frecly without
regard to the structure of the organization, with authority and decision niak-
mg based on expertise as close to the need as possible.

The prinaples and underlying values of continuous quality improvement
foster a workplace that allows people to grow, make usc of their abihities,
merease m self-esteem, and make a valued contribution. However, gquality
mipiovement principles should be viewed as a resource for change, not a
panacei. Adopting continuous quality improvemeat from a formulaie
approach will not work for communuty colleges. Adnunistrators and faculty
express anatural resistanee to the bottom-hne phitosophy of business that
cquates customer satistaction to increased profits. In addition, there are real
differences i measurnng outcomes according to product controlb rather than
service satisfaction. Although the principles and techniques of a continuous
quality improvement process apply equally well to services, busimess. and man-
ufacturmg. the ditference between services and products creates prohlems
when applymg a product-oriented approach 1o a service-oriented orgamization.

The coneept of contimuous quality improvement can nonetheless be inte-
grated into the culture of a community college Fach instructor and staff mem-

ber who makes a commitment 1o an ongomg assessment of personal
performance contributes personally to a dimate of excellence. Individual
accountabihty and a sense of shared responsibihty for student success must

take root as mstitwtional values. The refationship of rising customer satisfac-
ton o increasing profits validates the emphasts on excellence and service in
the private sector. But the rewards for educators are more elusive. They are
mtegrat: d into the grattfication that cach member of the college commumity
experiences through vicanous suceesses of students. In communuy colleges
we have always used matenals at hand to promote learnmyg and growth,
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Continuous quality improvement can be avehicle for organizatonal change if
the goal is to improve teaching and learning, not o evaluaie faculty or stafl

Are other options available 1o community college leaders as they attemypt
to adapt organizatonal structure to changimg student and community needs?
Do other remedies exist for community colleges experiencing a midlife cnsis?
Borrowing from the ideas of management pundits such as Peters and Water-
man (1982 and the tenets of contimuous quality management. but adapting
them to the culiure of communuy colleges. 1 suggest the following approach
to organizational change:

Recogmize the problem. Hicrarchies, Tormal communication systems, and
policics that encourage the status quo create a chmate of lethargy in which stu-
dent and community needs become problems o be addressed rather than
apportunitics for challenge or ereative problem solving. Imtiative and owner-
ship are discouraged. and existing practices remain intact, which thereby deters
innovation.

Preseribe remechies. 1t1s essential to refocus the college nussion on chang-
ing community cducational needs rather than existing programs and practices.
The following primaples should be promaoted.

Stress shared values. Insututional values such s the primacy of teachimg and
learmng, personal empowerment. mutual trust, openness, and dedicanon to
student development and excellence should be mternahized by the college
community.

FHave a bias lor acton® The mstitution should encourage a work ethic m which
mdinaduals are willing o take on problems and act rather than Took the other
way

Personalize the “customer™ student): The concept of meeting stadent needs
should become the orentation of evary college othee

Encourage autonomy and entreprencurship: Every member of the college com-
muniy should take ownership for mdividual professional contributions.
become informed. and be ready to make changes as needed.

Foster productivity through peaples Dynamie change should become an hon-
ored value that 1 anuapated vather than teared.

Keep the approach simple and stalt lean: Burcaucrane procedures and admm-
istrtive lavers ol review should be kept to a mmmum.

Balance control and lastude: The development of judgment and decision-mak-
g skills should be encouraged at every level of the msutunion.

Equate orgamzatonal change with growth. Elatening the hierarchy and push-
mg authory toward the student and service user will sumudate the mstitution.
Build a shared vision around common values Especally mportant are the fol-

lowmg values: student needs st commumity assessient and feedback. pro-

aram assessment for quality and efhicacy, free-tlowing mtormanon. deasion
making mvolving those alfected and at the most practical Tevel s accountability
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Table 2.1. Decision-Making Processes in Community Colleges

Processes

Hicrarchieal Model

Decentrabized Model

Faerase of authonty
Leadershup and management
Monntoring

Regulanion
Accountabidiny
Plannmg

Centrahzed

Comrelling

External supervision
teeniral dat review?

Prescipuive
IProcess onented

Long term. centnahized

Delegated

Facthraung

Iternal ownership daa

wathering, reviewing,
iwpotting)

Personal cmpowerment

Resulis orenied

Uit based, opportunty

oricnted. ad hoc, Tong term
Conunaous Improvenent
\(| hog
Proactive

Minmum standard
therarchical
Conlrontation

Outconmes

Communication

[ sternal onematon
ostudents, commning

Internal onentation
tCa-workera

{ l‘lll]\‘llll\'(' 8 vopeninve

[or improved results accompanying deaision makimg, self-actualization facili-
tted by sapervisors. and student feedback driving mnovaton and improve-
ment,

Certun operational functiions are intrmsic i any orge nization; the ertical
dilference 1s in how these are handled. By recastimg ther administrative
processes, commumty colleges can change thenw orgamzationat culture For
example. a magor departure from traditional management 1s the movement
frony centralized 1o decentralized control, T the Tuerarchical organization char-
actentstic of many of our colleges, mlormaton goes up. and a decision comes
down. Decentralization distributes authority throughout the insutution by del-
cgating vesponsthihity lov decision-making. Table 2.1 reviews important dif-
ferences i the approach 1o decision-making,

I adecentrahzed model. feadership facilitates change rather than con-
trolling hehavior Accountahility is based on results and responsiveness rather
than foilowmg aseries of procedures. Output 1= measured by contmuous eval-
uation rather than mmmmum standards nculcating 4 new managenent vision
comies slowly but the process 15 an mvigorating and ermpowering experience
for acollege communmity: Ouee faculty and stalf begm o helieve in therr own
creative potenidl lor contmuasus myprovement, the course 1s ~et. The organi-
zanon will conte to develop, a revitahzaton of spimand commitment will
have taken root

A Casc Study in Revitalization

Montgomery College e NMarviand may be seen as an example of the dithauhy
mvolved mmoving a well ran. solud, and scasoned mstiation hevond “very
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goad” to “outstanding,” The college. founded in 1946, has grown from a small
tightly kit academic community of fifteen faculty to a complex three-campus
svstem with more than cleven hundred full-time employees. Over time, a
structured hierarchy of administrators and supervisors evolved that controlled
operations through highly formalized rules that governed every corner of oper-
ations and were compiled into an institutional bible known as the Policies and
Procedures Manual. Communication was controlled by a strictly enforced pro-
tocol of signatures. Each campus was tightly administered by a provost, who
reported to an academic vice president. This officer, along with a vice presi-
dent lor admuustrative services and a vice president for planning, made up a
central admimistration that included directors of support functions and
reported directly to the president.

As Montgomery College entered its fifth decade. the institution had grown
to over 460 full-time faculty, 130 acadenue programs, 23,000 credit students,
and 22,000 noncredut students managed through 2 burcaucratic structure as
shown n Figure 2 1. Externally the college enjoyed awell-deserved reputation
for quality. Nevertheless, response time to outside initiatives was slow. Inter-
nally the system had come to lack spontaneity and the mutually supportive
culture that characterized the carly days of the institution.

By 1987 stresses were hecoming apparent. “Turf” issucs among, the cam-
puses were becoming more acrimoenious, and stafl were increasingly isolated
by narrowly interpreted parameters of responsibility and specialization. Duir-
mg 1985-86 the president had dozens of meetings with small groups tfive to
cight peopleY of employees to discuss the college and its potential. These meet-
mgs revealed that faculty and staff felt that Montgomery College was an insti-
tution of high quality: a place where they Tiked to work but felt sufied by policy.
lack of recognition. and limited understanding of their work.

An acereditation self-study completed in 1987 confirmed this underlying
sense of dissatisfacton and lowered morale. While these issucs were not seen
as threatening to the life of the institution, they were indicative of a general
malaise that was keeping the college from achieving its potential Urged hy the
board of trustees, the president began asix-month sabbatical to reflect on the
present needs and future direction of the college.

After a great deal of reading, contemplanion, and discussion, the president
returned to the college and launched an mutative dubbed “revitahization.” Revi-
tahzation (with philosophical roots in the writing of Tom Peters, John Kotter,
John Gardner, and others, as well as the literature of total quality management)
was spectiically talored 1o the wmque cireumstances of Montgomery College.
It was destgned to reaffirm the commitment of the college to teaching and
learmng within a work cthie of personal imtiative and enipowerment, mei-
vidualized recogmition, teamwork, risk waking, and high-quality performance.

Ihe central goal, simply stated, was to revitalize a large complex college

that by most standards was doing a good job but was plagued by problems of
communication, bureaucracy, mdividual solation. and too much structure: All
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of these factors made it cumbecsome for mdividuals to accomplish routine pro-
cedures, let alone to look for new opportunities to be innovative.

The first step was to flatten the organization. The vice-presidential level of
the hicrarchy was climinated. and a chiel administrative officer (CAOY was
appomnted 1o be a part of the office of the president. Burcaucratic barriers were
climinated, and the whole college community was called on to participate in
an clfort 1o reshape the institution through a personal commitment to contin-
uous improvement. The major objective was to galvanize the college commu-
nity and infuse the institution, once again, with some of the excitement.
creativity, teamwork, and shared purpose of serving the communitys educa-
tional and training needs.

The first reaction of the college community was shock, as the organiza-
tional structure fMlattened out and the hierarchy crumbled. Communication was
opened up throughout the system and decision making pushed close to the
level of service, as shown m Figure 2.1. The admimstrative level ¢Cosest to the
teaching and learning process, the deans, was given significantly more author-
ity They were charged with facilitaung change and engaging the talents of fac-
ulty 1 a new approach to their responsibilities.

The sixteen deans represented the erucial communication link to 460 fuli-
ume faculty and, through the faculty; to students and the community. Formerly
these deans had been msulated from the president by three administrative lay-
ers; now they met direetly to surface and review issues. The provosts, previ-
oushy the controlling admmistrators en campus, were asked to function as
tacilitators. coaches, and mentors. The former role of the cabinet as a sound-
me board on legalssues, public relations, and other topreal concerns was
altered The reconfigured cabinet, composed of the CAQO. the provosts of the
campuses and continuing education, the chair of the faculty assembly, and the
chanr of the staft senate now functioned as a team to consider the college’s
major educational issues and artculate them to the rest of the institution.

several issues rapidly emerged. The culture of control was deeply embed-
ded in the orgamzation. The roles and the expectations were new, but the play-
ers were not Many administrators bitterly regretted what they percecived as a
loss of control in the new culture of shared power. Others felt unprepared for
their new responsibilities. The human resources staff, for example, had an
exquisitely honed hierarchy of trainmg opportumitics for specific needs—
supervisory skills, professional development, and so on. They were not pre-
pared to hear that they would play a entical role in building and nurturing a
new culture of contimuous improvement, personal clpowerment. and team
ctfort.

Although 1t was anticipated that the process of change would he slow and
incremental, resistance and misunderstanding among the administrative team
were surprising. The constituenceies of the mstitution reacted to revitahzation
m different wavs The Board of trustees, for example, supported the idea. Some
admimistrators were excried and energized by the change: others were petr-

o
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ficd. Faculty were skeptical but enthusiastic about the coneept. Staff members,
baffled by hearirg that they were to use imuative and personal judgment after
years of rigid control by supervisors, were mostly confused. Students, major
potential beneficiaries of revitalization, were oblivious.

Nurturing a New Culture. Providing a ravionale for change was the most
critical clement in the early stages of revitahzation. Montgomery College had
become a comfortable, predictable environment—one in which most instruc-
tars and stalf believed they were contributing to quality rather than impeding
change. A series of intensive training sessions was begun, using external and
internal trainers to raise the consciousniess of the college commuiity, Anthony
Carnevale (1982), a widcly respected cconomist, spoke to faculty leaders about
the changing world cconomy and the emerging necds of the United States. He
pomted out that to be competitive, workers must be able to think quickly, take
authonty, and make rapid judgments. The same gqualities that will prepare stu-
dents for this lnghly skilled work foree need to be valued m the educational
mstituttons that prepare them. In the dynamic, swiftly shifting requirements
of the new ecconomy; mstitutions have an obhigation to exanune their prionues
and process.

Several additonal straiegics for creating @ dynamic culture of continuous
improvement were identfied and implemented over several months to sup-
port the conception of revitalization. A senior administrator was designated as
a change agent fora period of two vears, to work with administrators and fac-
ulty. A respected staff member was reassigned 1o worlowath stalf concerns. The
human resources department developed a comprehensive raming plan. A
series of awards lor personal and team accomplishment was established. Each
umt was asked to determine improvements in their service and/or product.
Frequent mectings between groups of admimistrators and the president were
scheduled. Faculty, stadl, and admnmstrators were encouraged to communicate
by clectronic mail. so that everyone, including the president, was clectromeally
accessible. Discussions of a new governance system started with faculty, and
discussions lor a new planning provess were opened. A committee began to
explore a new admumstrative evaluation system. Retreats were held for learn-
ing and sharing experiences Finally, senior administrators were remmded 1o
model the behaviors of continueus improvement: flexibily, coaching, nsk tak-
g, and team-centered acuvities.

Commitment to Quality: Testing the New Culture. These strategies
were in place for only cighteen months when hiscal disaster struck: The state
and local county governments announced major revenue shorialls and a series
of budgetary reductions to the Montgomery College. Dire possibilities were
discussed, from severely cutting programs to furloughs and termination ol fac-
ulty and stadf. In fiscal year 1991, the college was foreed 1o reduce or defer over
a milhon dollars worth ol capital projects and absorh another nullion dollars
ol state reductions 1o the operanng budget Some members of the college com-
munity who had previously been silent crines of revitahzatuon now openly
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questioned the wisdom of committing resources to a “management fad”™ when
dollars were short.

As the cconomie sittation worsened. it became clear that the fiscai crisis
at the college provided hoth danger and opportunity. The new participatory
culture of personal empowerment and shared decision making allowed the
instiution to confront the reality of possible downsizing and reassessment of
resources as a community. The president and the board ol trustees begain a
process of cohaborauve review and analysis to alfirm priortics, idenuty appro-
priate changes. and recommend reallocation of current and projected
resourees.

[is process. which eventually spanned two vears, began with across-the-
board budget cuts of 1O pereent 1o cach college unit Umits were mstructed 1o
idenuty cuts wlule safeguarding the central mission of the college: the teach-
img/learnmyg process. Each wnt evatuated budgets and volunteered reductions
of umit chowee up to 1O percent Posinons. equipment, travel, professional
development. traiming, and other activites were evaluated for reduction.

the board ol rrustees held a dav-long open hicaring 1o histen 1o the college
and community as they brought forth concerns about the reduchons and sug-
gestions for lowering expenditures and enhancing revenues. The ente college
conmunity as well as groups such as the faculty congress, the stalf senate, and
the adimmustranve tean were asked 1o provide suggestions erther at the hear-
g or mwriing to the board. Over one hundred suggestions were eventually
recenved reviewed. and distilled miro forty-five distinet alternatives The pres-
dent and the cabinet developed work groups to rescarch the suggestions and
Ve dataposttion statement o address cach one.An all-day retreat of 130 fae-
ulty and statf Teaders was called 1o obtan teedback on these posinons The
posion statements, ds well as the group comments, were distnbuted for addi-
nonal feedhack o the entire college

Ihe cabinet then reviewed the pesinons and college-wide mput and ree-
ommended a course of action on cach alternative 1o the board of trustees. AL
shmal open heanmg. the board aceepted lourteen suggestions for mmediate
implementanon and another cighteen for further study, and it decided agaimst
thirteen. The new culture of open commumecation. cooperation, and shared
values had made it possible for the mstitunon o make changes wihich would
have been divisive and Toudly denounced m another cra. The crisis had pro-

vided the opportunity to assess priorities and make changes in statfing, pro-
arams, and procedures

Out of cleven hundred sttt posions, sixteen weie elinunated and another
thirty were reallocated. Programs ad services were evaluated, fees mstituted,
henehits adjusted. and support systenis downsized However, not one faculty
posttion was elimunated. not one healthy academie program was suspended,
and not one cmplovee was ternnated - The college conumumity had partier-
pated mrensivelym astresstul process that ulimately lefe the college lean,
lhealthy, and rededicaed o the nussion of reachmg, leamimg, and student suceess.
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The Mission Is the Message

Growth is inevitable: the aliernative is death or atrophy. Aninstitution con-
ceived 1o meet community needs must continue to change as the environment
changes. To understand the impact of growth and structure on the organiza-
ton, it 1s necessary o relate both process and stracture o an underlying phi-
losophy. Each community college has a vision and mission. The mission 1s
successtul il information 1s developed to determme refative suceess and the
basis for improvement.

Misston, vision, and directom must be i congruence to achieve continu-
ous mprovement Only the people who miake up the organization can bring
these nto harmony: Individual emplovees need o feel that their contnbutions
are important and make a difference. True empowerment oceurs when instrue-
tors and stall take full ownership of their jobs and begm to evaluate themselves
and thaw performance. 1 the prevailing ethic promotes a eycle of self-knowl-
cdge. sell-evaluaton, and personal responsibility. improvement will oceur. In
such a svslenm., L‘mpln)'cc.\ use evaluanon and review to determine suceess teon-
grucnce of mussion. viston, direction) and redirect d necessary. Evaluaton s
used 1o faclitate contmuous improvement This 1s true quahity management,
and 1t can be aclieved only when people are made to fect thew power within
the orgamization and then use this power to further the vision and mission ol
the institution

Fhese Lactors can give commumity colleges a competiive edge mtraming

warkers for a worldwide econamy: An enhghtened stdf consistng, of people
committed to contmuous improvement and excellence will make the difter-
cnee momstiutional winners and fosers. Continuous improvemene, ownership.
cmpowerment, and constarii self-evaluaton witl huld a evdde of success for
cammunity colleges and replemsh the eneray and optimusm of then carly days
of development.
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Canadore Colleges Associates Model of Governance views hicrarchy
as a value-added process rather than a compliance contiol structure.

From Boxing to Ballet:
Remaking a Community College

Garth Jackson, Nancy Moulton

The mid 1980s were atime of growth and development in the provinee ol
Ontario. As the decade came 1o close, the federal government concluded 1s
[ree trade discussions with the United States with the sigming of the Free Trade
Agreement. Signilicant cconomic adjustment oceurred, with offices closing and
hundreds of people beconing unemploved. shortly thereafier. the federal gov-
crnment imposed ageneral sades tax on most goods and services in Canada.
With the appheation of this new federal tax and the Free Trade Agreement, a
number of businesses, particularly i manufacturnng, closed otfices m Canada
and relocated in the United States where labor and transportatdon were per-
cenved to be cheaper. Ontario, as the major manufacturing center for the coun-
trv. was significantly affected by these events. As businesses closed and
thousands of people jomed the ranks of the unemployed, the costs for social
support systems rose dramatically, provinaal expenditures mcreased signifi-
cantly, and provincial tax revenue decercased dramanically:

In two-year colleges, semor administrators were attempting to cope with
entirely new problems: Government support in the form of transfer payments,
which had previously increased at a nominal rate, were dramancally reduced.,
whereas expenditures continued to increase as a result of new social legisla-
tion, farger benehit and pension contributions, and escalatmg demands for
postsccondary and skill traimmg. The real dollar value of the transter payments
was quickly decreasimg. As government became more aware of its financial
realitics, colleges were nformed that transler payments would be frozen and.
mdeed, current funding levels would be reduced.

This crisis of reduced funding and mereased demand left colleges with no
choice but to make deep expenditure reductions in an alamingly short perod

SEW PN G TR ol ComA gy C s nee &4 N nrer 1903 ¢ Jossey Bass Fablishees ))7
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of time. Cuts of this type defy all normal rules of consultation and leave m thewr
wake admmmstrators harbormg concerns about the quality of education and
stress 1 the work enviromment and faculty and support staff feehng removed
from decision makimg Over tme, it becotes obvious that the old way of doing,
business must change. ¢ reative sotutions require mput fronesupport staf! and
faculty as well as the consumers—the students.

Governance in Transition

Nineteen Colleges of Apphed Arts and Technology (CAATS) were estabhshed
twenty-hve vears ago m Ontaro “to provide cowrses of types and levels
heyond, or not swited o, the secondary school settmg: to meet the needs ol
graduates frontany secondary school program. apart from those wishing to
attend universiy: and, 1o meet the educational needs of adults and out-of-
school youth, whether or not they are secondary school graduates™ (Ontario
Department of Education, p 13). At the nme, North Bay, a aiy o approxi-
mately fifty thousand people. became home to one of the Northern Ontario
satellite campuses Within hive years, the campus separated from s parent
hstituton, and Canadore College becane an independent CAA

The CAATs were wnique 1 that cach was governed by its own board of
governors consisting of twelve appomted volunteers, and every academic pro-
gram had an advisory comnntiee of career practitioners appomted by and
reporting to the board T turn, the advisory body to government. the Ontaro
Counctl of Regents. provided recommendations to the appropriate provineial
mmister and recommended the appomument of all members of boards. [n
addition to other responsibilities, the Counal of Regents maintuined a central
negotiating role m collective bargaining with the acadenie and support staff
umons of cach college and m the creation and terms and conditions for
employment of admimstrative staff.

Canadore. ke most other colleges estabhished during the late 1960s and
carly 1970s, operated with a normal top-down hierarchical structure common
to the "growth™ businesses of the thue. Early in the colleges devddopment. the
founding, president reahzed that these new postsecondary institutions must
establish ther legrimacy within the community and provinee. Under his gaid-
ance and direction, Tughly skilled faculty and staft were hired; students
acquired a gl level of skill and knowledge and quickly found employment
after graduation; attractive facilities were built, instilling a ~cnse of pride in
the mstitation: and a strong camaraderie developed as stalf fTouwrished in this
environment and worked collecnively for the good of students. Enrollment
grew and resulted m two major additions to the mam campus and the acqui-
siion of afarge cenmratly located facihty that would later become the tech-
nology center.

In 1990, the clection of a new government in Ontario provided the oppor-
ity to develop a new agenda for faculty and stafl. The new government
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focused onsocial issues such as equity and diversity while deahing wath the
demand for a restructured cconomy: shifing employiment patterns m Ontario
made hlefong learnmg and college aceess a lgh priony with government As
the population became more mobile s search for employment. the need for
recogmzed standards withuy the colleges became apparent. Immigrant popu-
lanon inereased and a large number of mature adults enrolled m the colleges,
causmyg the need for prior learning assessment 1o be addressed. To ensure that
all within the populanon had the opportumity to become contributng mem-
bers of society. underepresented groups were tigeted. The government’s focus
on these groups—women. natives, lrancophones. those with speaial needs,
and visible mimorties—provided the impetus for arevisioning of the colleges
future: The CAATs were to hecome mstruments of pubhe pohiey, as poliey
shilted. colleges were to respond accordingly:

At Canadore College this change signaled aneed tomove mnew divec-

tons 1t become apparent that the board ol governors had 1o become more
mvohved with shapig the college vision: In the late TORO< four miernally
clected candidates were added o the college board, mcreasing member<hip to

sixteen As the college altered the contest for goverrance, the board enhaneed
1> epportunities to meet with the students and staft stall hegan to atend
hoard committee mectimgs regularhy. and a variety of conmitiees, consisting, of
representatives frone all constituent groups. started 1o meet with the boad
prion to s regular monthly mectimy,

Legacies of Top-Down Management

Iernally. faculty and <upport stadl had o be prepared lor the opportunuy
and responsibihnies of shared governance: Durmg, Lall 1990 senor admniss.
trators of the college mer with approximately one-third of the cotlege emiploy-
ces small groups ot ten to hfteens representing all constituent groups,
mlormaliy provided ther thoughts on the colleges future. During this process
of mlornnation gathering, many comments about mput by stalf and the lack
ol direct response by adnimistraton were heard 1t was decuded that three
representatives from cach group would meet with semor admumstrators 1o
recenve and discuss results of the mectimgs. A brel sumnuy of the results
follows,

Organizatien The college was perceved 1o be dismtegrated. competiive,
terrtorial. and solated. Mandates Tor commitices were often inknown or
unclear. The need for s forwm for corporate information sharnmg and decision
makimg. other than the Executive Management Commitiee. was wdenuficd . It
was suggested that the college remove mvisible walls inan attempt 1o work
beuer rogether

Franaidd resowrces Concern was expressed that budget decsions were
made witl: htde or no consultanion with appropriate groups and that m some
cases hinanaal mformation was not shared even among numagers: Suggeesttons
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for new minatves appeared 1o be sufled or hted i a vblack hole.™ Stall
cxpressed mterest in participating - budget creation and becomig more
mlormed regarding the linancial realinies ol the college.

Marketing and reerunment. While admnustrators had developed a narket-
mg plan, this mformaten had not been discussed with the college as awhole.
Those who were aware of the plan felt that it was not focused on college pro-
arams. In cases where administrators had denuhied targets. many were not
communicated to the appropriate personnel. Faculty expressed keen interest
and destre i becomimg more mvelved m student reeruntment

Community It became apparent that the college did not have a dear plan
with respect 1o s relavonship with the external community. Tt was highly
regarded but needed to miegrare s elfons with those of the conmauniy:

Commumcaton. Stall did ot ariculate asense ol shared mission or diree-
ton Many clumed solationyfrom one another A need fora coordmated effort
to share mlormanon as well as msntatonal goals and values was wdenulicd.

service Wlnle mostAt the service areas were providing ¢uality serviee,
nmany persens felt thay’ ‘the service they receved was madequate and not
aigned with user needs Generally, serviee areas wanted to provide good ser-
vice, however, they tehded to be diven by the availabily of resoutees. A num-
ber ol arcas had not Been challenged 1o danty therr service locus

C ollege nission. Hiasware of the colleges mission staterment, any stll ere-
dicd a personal llll\\l(\(l lor then wea ol expertise Although these personal
misstons supported the Colleges mission and goals, A clear need arose 1o revit
the nusston and commumcate 11 1o the college as a whole,

Human resourees Some suggested that the colleges approach to proles-
swoad development, onentation, and tranimg lorall college sl needed 1o be
reviewed There appeated o be alack of recogmuon fora job well done Stall
also expressed aneed for a college-wide pohey for prolessional and personal
growth for all employees.

Curncdum. A number of carnealum issues were raised - Needs such as the
granting ol credit for prior learnimg experience, mereasing, the number of coop-
eratve cducation programs, and developmg a hamework for ilelong learning
were entlied.

i summary. a number of common themes were voreed by facalty and
stalt A Tack of ttust on the part of college eniployees was evident, as were a
sense of isolation and a leelmyg that work was not valued and creatvity nol
cticouraged or rewarded  Most emplovees had hutle or no concept of who ther
customers really were.

From Boxing to Ballet

fnstudyig laculty and stafl perceptions of work lite in Canadore College and
sharing mformanon widely, our goal was to reduce the size of the black hole”
m governainee. We wanted to dance rather than box The College Council was
restructured 1o provide acadennc advice to the Office of the President While

40
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the original College Council had 2 membership of approximately seventy peo-
ple and met three times a year, the newly structured council consisted ol
twenty-four members—eight students, cight faculty. four administrators, and
four support staff. cach elected by his or her constituent group. The council
now meets a minimum of ten times during the year.

In response to the ssues raised by staff, we presented an Associates
Model for Governance to the board of governors for consideration. The goal
of this model was 1o move the college, as our stalf perceived the challenge,
from one of anxicty. adolescence, compliance, and control 1o that of adven-
ture, adulthood, accountabily, and partnership. Organization development
theorists helped provide the foundation through writings that showed posi-
tve linkages between people and business when people feel involved in the
husiness.

Canadore College. in many ways. is a collection of people who have cho-
sen to work i the business of education as opposed to other businesses where
therr skills are equally applicable. The most important hink s the link between
people and husiness. To this, people bring qualifications, experience. profes-
stonal skill, capacity, potennial, and most of all motvation. Bu a reality that
profoundly impacts this connection or link 1s the fact that the business does
not remain static. Because business changes as cconomic and social vanables
dlectt, itis importait to constantly monitor 1, reline 1w, and adjust i1, Com-
munity college business is different from secondary, university. or private trade
school education. As an instrument of public policy, commumity college bust-
ness by dehmion will change as public poliey shits.

The purpose of orgamzation 1s to create a positive working environment.,
reflect the changing nature of business for all stalf. and feed, nurture and
cncourage cach of us so that the people-business link 1s the strongest possi-
Dle. In this view, orgamization s clearly organic rather than state. and the aim
ol the organization is to create opportuniuies for achieving greater staft poten-
ual, encourage motale. and then get out of the way.

The top-down hicrarchical organization that Canadore College used 1o
make deasions and get work done was an orgamization that got in the way ol
stafl. Because of obvious problems assoctated with an organization of this
type—once that precludes or denies stall mvolvement—a natural temptation
arises to choose a different hicrarchical configuration—that is, 1o move boxes
around to solve the problem. We resisted this temptation on the hasis that
changmg the number of boxes or incumbents would have short-term value but

no long-term clfects. Regardless of the number of boxes and layers i an orga-
nization’s ierardhy;, @ comphancee control structure persists.

The Assoctates Model for Governance we presented to the board of gov-
crnance s 4 signiheant and very different way of viewing the orgamzanon.

Canadore has moved toward a view of lnerarchy as a value-added process
rather than a compliance control structure. Reflectng on our realiy, we
dearded o avoid hrerarchy and use nstead a template claborated by Ricardo
semler i s arncle “Managing Without Managers™ (1989 (see Figuae 500,
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Figure 3.1. The Associates’ Model for Governance

Associates

Partners

Counselors

[
I;I

tn tlus view. the role of partners tadmmistrators) s to add value to the
work of the institution. which s rally the work of the assoctates (faculty and
stafD. The role of the counselors thoard and president) is to add value through
high-performance counselmg of all wathin the college. Essentially this model
moves bevond organizational values of the past—comphiance, control, and loy-
alty —to orgamzational values of the future—trust, parucipation, partnership,
recogniion, innovation, creativity, client service, and student suceess.

some changes are immediately apparent when the orgamzation s viewed
thus way. Poliey work, proposals, projects, and so on cannot proceed to com-
pleton without nmayortty impact fron associates. Hiring and reeruitment can-
not he undertaken without magority mpact ont dectstons from the appropriate
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constituent group. Planning the academic year becomes an associate-hased
activuy facilitated by partners. Professional development, skills trammy for
staff, and orgamzational devetopment assume a high priority.

To make this change work, three principles must be recognized: (1) the
mission must be clear, (2) the values on wlhich performance 1s based must he
clear. and (3Y mformanon critical to decision making must be timely and fully
shared.

Testing the Model

While this model was substantially different trom that which had been used
mstorically at Canadore College. staffl expressed mierest in partcipating and

becomimg more involved. The chatlenge 1o change the culture of the institu-
ton rather than the “hoxes on an orgamzational chart”™ was gencrally agreed 1o
be warth everyones eftort.

Testing the model. in the real world of dmmnishing himances. changing
government pohictes, and mereasing consumer demiands s another story. The
new madel was immediately put 10 work through a number of partnering
actvities:

* To respond 1o pressing financial concerns. a Uion—Management
Finance Comnuuee, consisting of equal representation from hoth unions and
management, was created. While participating m current budget decisions, this
committee began planning 1ts activiuies 1o respond Lo significant budget reduc-
tons m the following vear. As part of its plannimg strategy, the commutiee
mvited input from the college communuty A total of 142 expendnture reduc-
von recommendations were provided by staff All recommendations w ere
recorded, reviewed, and the vast magonty impiemented.

* A Partners” Forum, consisung ol deans. directors. and senior adminis-
trators and those having institutional responsibilities .e.. the chairs of the Col-
lege Counail and the Education and Employment Equity Committee), was
formed and convenes twice a month. This forum provides an opportunity to
share informanon mformatly and review options for addressing corporate
IasUes

© A Student Success Commiitiee. composcd of representatives from all
consttuent groups. wis established 1o respond o the colleges high rate of atri-
ton: The committee meets regularly and reports to the Office of the President
on-a continual basis. As might be expected. one of therr major fimdings was
that students were leaving college because of financial problems. As a result,
the Emergeney Student Loan Fund was mmmediately doubled 1o respond 1o
this short-term financial need.

* Service Advisory Commuttees were estabhshed for all service arcas m
the college These committees, consisting of representatives from all constituent
groups.mecta minmum of three umes avear Members provide advice and
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assistance to the service area, helping to locus acton, and provide feedback on
guality performance.

« Professional development at the college has become a strategic prioriy
as demonstrated by an merease in the allocation of resources. Departments
have assumed responsibility for the activity within their own arcas, and a Cen-
tral Professional Development Committee was formed 1o ensure that college-
wide activities occur regularly.

« The weekly Exccutive Management Commiltee Mectings were sus-
pended. and short daily meetings are held instead with the vice presidents
This nucteus has become known as the Office of the President. staff members
are invited to meet with the Olfice of the President mformally atany time to
discuss any topic requiring immediate action

During the past three years, a number of position papers have been for-
warded to the college tor its review and comment. Fapers that may have a sig-

nihicant effect on the college as a whole are reviewed by task groups consisting,
of members from all constituent groups. While this becomes a ime-consum-
myg task, m subsequent discussions and policy development. the college 13
more mlormed, aware of the 1ssues, and can draw from a pool ol in-house
eNperts.

On a broader scale. the college has acted as a broker for the community
m developmyg and submitting proposals for community projects. While there
may e limited inancial contnbution te the college m orgamzimg and partici-
paung in these projects, the resultant goodwill and networking are significant.
The college has taken on a legumate role as a community partnerin local
soctal and cconomie development.

The college 1s attempung to deternune its clfectiveness ds it begis the
sccond phase of a three-year ope rattonal review. Rather than aspecial team
destgnated to conduct operational review, the majority ol the review will be
done by in-house Service Advisory Commitiecs. The theme Tor the revies,
-Customer Service.” was selected by the entire college comunty. Ihe oper-
tonal review steering commitiee, consisting of representatives from all con-
~utuent groups as well as an external adsvisory group, wdentbied four arcas of
concern assoctated with customer service: access, plamng, mnovation and
creativity, and evaluationtand monmtorng Questions for rey tew were formu-
lated by the steermg commitiee: A spectal review team, consisting of a mem-
her of the Board of Governors. the presidents of bothowmons, the Student
Representative Councl, and the Adnimistrative Assoctation, as well as the
operational review steering commitiees external advisor, will review the per-
formance of the Board of Governors and the Othee of the President. The pres-
ident particpates as a resource person on the team The College Councl will
be a prume participant m the academic review. Whle this review differs from
previous ones, it reflects the current chimate ol the college and nvolves all
constituent groups.
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Looking at the Bottom Line

As the college has moved forward with its Associates Model for Governance, a
number of bottom lines have surfaced that may be useful to institutions con-
sidering a similar change in thetr approach to governance. The role of the Gov-
erning Board will need to change from monitoring to policy setting, playing
the advocate role, and creating a vision for the college in service of the com-
munity. Institutions considering implementing such a model should recognize
that, in their efforts 1o include faculty and support staff, they must not forget
the contribution of administrators must not be forgotten. Recently, an admm-
istrative association was created at our college: it should have heen considered
much carlier in the process. While both unions and the students selected
members to sit on various committees. administrators, who may have attended
meetings as resource individuals, often also assume.d the role of representing
the administrative staff. Little accountability to the remaining administrative
group was the result.

Unlike faculty, participation m commitiees 1s a new experience for staff
and students. There is a need to provide training to all participants on chair-
ing meetigs, sharing informanon, and becoming effective committee mem-
hers. A review of the committee membership indicates that a limited number
of people sit on numerous committees and actvely participate in the decision
making of the college. Others need to be encouraged to participate so that they
can add value to the decistons being made. While students undertake to rep-
resent their constituent group on various committecs. they often find they are
unable to attend because of onerous academic and work commitments. if stu-
dents are to become full participants in the governance of the college. then
ssues of learmg, apphicauon, and credit for involvement must he addressed.
Members of the Board of Governors also need 1o acquire skills in mecting with
other boards. This effort takes time and planning but 1s of wtmost importance
if the mvited guests are to feel that their contribution is valued

When shifts occur m the culture of the institution, staff should be made
aware of these changes. Historeally, many Canadore employees felt that 1o
idenufy onesclt with fabor meant that one was anumanagement. Conversely,
many felt that a lack of mvolvement in the umon demonstrated one’s support
for management. However, in the current environment, active involvement in
untons leads to participation in the decision making of the college. This cul-
tural change must be clearly commuracated carly m the process. The oppor-
tunuy for umon members 1o become more mvolved in the decision making of
the college chcited mixed feclings by asignificant number of union members.
Those who were acuively involved were generally pleased and excited: those
who tended to be nonparticipants appeared skeptical and concerned. The
mportant lesson s that open communication carly i the process would have
led to mvelvement ol more people.
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To provide support and encourage participation. goodwill ambassadors
should be culuvated within cach department or division These ambassadors,
while having the support of their union or association, should be comfortable
communicating with all constituent groups. Even though an emplovec assis-
tance plan 1s in place at the college. many employees and students feet the need
to meet with someone with whom they can quickly confide and seck advice.
The goodwall ambassadors can encourage fellow employees to play a larger role
m the decision making of the college. These ambassadors could provide a
much-needed short-term service and facilitate mereased trust and respect
among faculty and stafl, They would not deter from the umon’s participation
but act as mentors within the college and a support for the union.

How stceessiul has Canadore College been with the Associates Madel of
Governance? During the past three years. the college has reduced its budget
by alimost $6 mullion and mcreased s enrollment by 22 10 25 pereent. Mem-
bers of the college are more active m their untons, and administrators have
formed an association to address issues related to therr management role. Stu-
dents are parnapating m deasions affecting their future, and governors are
setting policies for the college and determining its future diection. Two pro-
bationary faculty members won excellent teacher awards for thewr divisions
during the past vear. The students, in consultaton with the college’s alumni,
have recerved board approval to begim construction of a student center. The
most recent evidence of the models success can be seen m the colleges opet-
aung, budget—the staft complement was decreased by a total of seventy-four
full-tnae equuvalent positions without any imposed layols.

fLappears that the Associates Model is bang aceepted and becoming more
eftective and elficient. However, we, as participants. must be cautious that we
do not hecome complacent and accept the model without exanmiming its effec-
tveness or trving to improve 1t This model takes time commitment, energy,
and partcipation. makwng for a challenging. exciting, and productive under-
taking. With strong commiutment demonstrated daily by all constituent groups,
we are confrdent that the Associates Model will contimue to move Canadore
College torward as 1t endeavors to achieve excellence
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If managing cffectively in an age of uncertainty will require plan-

ning and leading fundamental change. then change should begin
with the development of a new planning modcl.

Managing Uncertainty:
Thinking and Planning Strategically

Albert L. Loyenzo

As the end of the twentieth century approaches. we are being told to expectan
cnvironment of extreme uncertamty In fact. "organmizational environments are
now <o turbulent that the notion that an organization can do in the future what
it has done in the past makes sense o very few peopleat anyat all” (Ziegen-
fuss. 1989, p. 179, What we do know, however, is that the growmg tarbu-
lence 1< a dhirect result of the contmual mteraction of forees of rapid and racheal
change

Rapid change refers to the ever-mereasing pace of change. Even though the
direction of rapid change s somewhat predictable, s speed is sometimes over-
w helmimg, n order to accommodate rapid change. organizations are tvpically
challenged 1o run faster and work harder. While this strategy works for awlnle.
an organization will ulumately veach the upper limit of its ablity to move more
quickly:

Rudical change 1s much more draniatic. T is less lincar, more abrupt. and
less predictable It frequently brings about a change in the rules or the way m
which thimgs are bemg done. Moving faster will not accommodate radical
change. Rather, it requures an organization to work smarter by continualtly
learning and developing new methods and models.

Based on what 1= known about the nature of these two lorees it would
appear that the best strategy for accommuodating the turbulence caused by
rapud and rachcal change is aform of change iself—fundamental change. The
term fundamental change refers to a modification of the organizations founda-
ton or core practices and behels. Fundamental change lays tiew groundwork
and produces new guiding principles. 1t actually changes the essence of the
organization
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Perhaps not coincidentally, the Teading management and orgazational
theorists of the day have chosen an atmospheric metaphor to convey therr
thinkimg, The charactensiics of massive weather systems, for example, provide
a good way of deseribing the current organizational context.

Consider a hurricane. Forecasters can know that condinons are right for
such astorm but may not he able 1o predict its tining. Even alier the storm
develops, i is not ahways possible to predict its ultimate wind velocity, much
less its direction. Sometimes storms turn inland. causing massive destruction.
Other tmes, they move out to sea and are barely remembered.

Tornadoes provide another msight. They develop suddenly, sometimes fol-
lowing conditions that might cause us o expect a different outcome, Their
direction and duranion are unpredictable. They also have a strange tendency
to touch down in random patterns, destroying several homes yeUsparing niny
others i the same neighborhood

Whether the anticipated disturhance is a stornt in the Umospheric envi-
ronnent or growing turbulence in the orgamizanonal environment. the strat -
cgy of chotee 1s sound plannmng, But il managing cllectively m an environment
of trbulence and uncertamy requires leading and mplemenung tundamen-
tal change. then the fist fundamental change orgamzations should make s in
the way they plan

This chapter will focus on identifying the cmerging requirements for orga-
mzational planning - an age of uncertamiy, parttcularly as they relate o ow
natons twelve hundred communny colleges. [t will use the coneept of systems
theory as aframework for developimg a new perspective on an organization,
andat will propose a new model designed 1o guide two-vear colleges m thimk-
mg and plinning strategically:

Evolution of Planning Models

Fhe ways m whicl orgomizations plan have typreally reflected the conditions
of the times. Following World War 11 for example. corporate plannimg was pri-
marthy an mernally focused process The orgamzation Tooked almost exclu-
sively at tsell—its products, people, resources. and markets—and then made
tdeciston as to which course of action 1o pursue.

His mswde-out approach worked well primanly beeause the Uhned States
was i arather wngue ccononie posttion. The war had dest roved or seriously
damaged the productive capacity of most of the rest of the mdustralized
world There were pent-up consumer demands, espectally for capital goods,
and a birthrate unparalleled m U.Shistory: Eeonomie activity was brisk, nai-
ural resources were plenuful, demand was strong. and the potential for growth
scemed unhimed. The only constraimts on organizational action appeared 10
be those that an organmization chose (o place onitself.

By the 1900, however, things began to change Other nations had rebuilt
then producuve capaciy and were bringing products to market in direct com
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pettien with Amercan goods. Demographically, the postwar baby hoom came
to an end i 1964 The regulatory practices of governmental units began to
escalate, and the first of many avil and human nights laws were enacted  In
short, the 1960s marked an end 1o the era of organizational sell-determination,
as factors external o the organization began o mandate change.

Ihe growmg impact of conditions external to the orgamzation meant that
the models previously used for planning had to change. No Tonger could a
company look exclusively inside itsell 1o choose a direction. The challenge was
simultancously to assess both mternal and external conditions and merge the
(mdings mto a single set of aptions. The madel that whmately accommodlated
this need came o be known as strategie planning,

The shift to astrategic plannimg model brought numerous benefits. Orga-
nizations were able to ensure a better (it between themselves and therr mar-
kets. Mare busimess apportunities were uncovered, and external threats could
be anncipated further m advance More importantiy: the organization was bet-
ter posttioned o assess the need for change and monitor the potential for
resouree Huctuations.

Although the concept of strategie planmng is widely assumed to have
Jarted in the business community durmg the 1960, it took until the carly
10805 tor the practice to be used m higher education (Cope, 1987). The lag s
prohably explamed by the fact that colleges and universities, by design, were
mitended o operate somewhat more removed from their external environ-
ments. But as harsh cconomic, demographic, and political realities began to
permeate the acadene verl, the majonty of collegiate mstituticns began mak-
mg the shift to a strategie planning approa

The strategic planming models typicaoy used in higher education have
been virtually identical to those used i business. Both begm with a predeter-
mumed statemient of nussion and then proceed 1o a simultancous assessment ol
mtemal and external condinions Internally, the entity assesses 1ts major
stengths and weaknesses. Externally. it scans for environmental opperianities
and threats, Evaluating the merrelationship of strengths, weaknesses. oppor-
tnties, and threats produces aset of strategie alternatives, from among which
£ fmal set of orgamzational directions are selected.

Raldridge and Okimi (1982) suggest that the central focus ol strategic
planning m higher education 15 developing a goad hitbetween the organiza-
ton's activities and the demands of surroundimg environments. They further
suygzest that strategie planming must look at the g picture. the long-range des-
tny of the mstitution, the competition with other orgamzations m its service
environment. the markets lor organizatonal products and services, and the
mix of mternal resources to accomphsh the msutution’s purpose.

Although the benefits of using a strategic planning model are sull appar-
ent. mountg evidence suggests that this approach s begmnmg to fall short
of expectations. Noted nianagement scienust Peter Dracker (19923 has said
that uncertamty ——in the cconomy. socety, pohitics—has beconie so great as to
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render futile, 1f not counterproductive, the kind of planning most organiza-
nons sull practice: forecasting based on probabihtics,

Druckers comments echo those of many corporate CEOs A survey ol cor-
porate executives conducted by the management consulting firm of Harbridge
House s American socicty of Trainmg and Development, 1990) reports that
CEOs sall consider strategic planning valuable, but it is no longer the number
one management issue. Keeping plans flexible and putting plans into action
have become higher priorites.

The Harbndge House survey concludes that fully 81 percent of the exec-
ttives polled said “increasing flexibility to respond to unforeseen develop-
ments” is a major or important orgamzational prionity: Also, 80 percent of the
respondents cited a need lor “hetter mipletientation planning” as a priority,
while 71 percent wanted more “huilt-in flextbihty for future conditons.”™ In
short. executives agree that “long-range thinking 1 important, but fong-range
planming can be atrap™ (p 1O

Given this growmg concern about the viabulity of carrent planning mod-
cls man age of uncertamty, the tme may be right for another evolution m
madel design. But just what changes are needed?

Requirements of a New Age

Drucker (199, with eloquent simphicity, charactenzes one necded change as
a shilt from basmg decisions on “\What 15 most likely to happen?” to asking,
mstead, "What has already happened that will create the luture?”

[N a more extensive analvsis, senior management consultant lan Wilson
(19901 examines the historic underpinnngs of the move to strategie plannmg,
and how the concept has evolved m the past twenty sears Then, lookig to
the Tuture, Wilson suggests that to remain effective, strategie plannimg models
must hecome more hohistie by encompassing and mtegrating more clements.
He also behieves that they should become more issues oriented  Finallv, Wil
son states that a new model must mcorporate avision. but ina very pragmatic
SCNSe.

Peter Vaill (1989 ofters addittonal msight and explains that the reason
some taditional plnnimg models are beconmimg owtmoded 15 because the con-
texts surroundimg a sitwation will not hiold sull long enough to make a planned
cowse of actton feasible. He argues that divections and policies can only be
temporary and ad hoc, that they can no longer be the tmeless henchmarks
they once were. Vaill suggests that when it comes to planning in an age of
uncertainty and mstability, some kind of “guidance system™ is needed that
might be equally flexible. or at least have the potential of beconing equally
flexible.

Another requurenient 1s related to organizational maturity. Orginzational
hfe cyele theory suggests that as orgamzations develop, they pass through a

ol
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series of readily identifiable phases or fife eyele stages: Fach stage brings with

i a different set ol orgamzational charactenstics and needs. Management sci-
entists penerally agiee on lour donimant hile eyele phases: birth, growth. matu-
iy, and decline wWQumn and Cameron, 1983). some dentily a hith stage.
renewal. positioned ater matanity; that postpones the period of dechine.

Durmg cach hife evele stage. ongoing orgamzational viabihty s pursued
through the didfermg “foundation strategies™ lustrated here.

Lite Cyele Stage Foundauon Strategy

Birth Aceeptance and recognition

Growth Accommodating demand

AMatunty and renewal Continuous mprovement and
contimuous adaptation

Decme Kedetmmon and restructuneg,

An eflectuve planmmg model wall provide mdormation and feedback that sup-
port the appropriate foundation strategles For mature orgamzatons, tha
means Lcihitating coninuous improveent and continuous adaptation.

I summary, then, based on the msights of these orgamzational theorists
and theories, a planmng model designed for community colleges nan age ol
ancertamiv will provide a pragmatic vision for the institution and an under-
standing, ol the factors creanmg the future, It will generate aset ol strategic
tssues as well as more tradional strategie options fewill consider the institu-
ton both as @ system i tselland as a part ol Teger systems. e will facilitate
contimuous improvement miernally and contmuous adaptation to changes
oceurring externally And it will do all of this oncan ongomg basis.

Shifts in the Strategic Context

Addmonal requiements for a redefined planning model can be identilied by
exanimg certam shifts oceurring m the strategie operatng context of many
community colleges. Four ol the more dramatic shifts are summarized next
(Banach and Lorenzo, 1093).

Public opinion is having an mereasing impact on institntional suceess. More fre-
quently than ever before, community colleges are beng judged m the court ol
public opinton Perhaps more than any other contextual factor, the porenual
mpact of adverse public opinion drives the need for anew planning approach.
The reason 1s simple: advanced communication technologics can reinforee or
alier pubhe opimon in mimutes. Without an cffective means to monitor and
shape public sentment, our colleges can find themsclves working contrary to
the wishes of this wlimate court. Nothing can succeed for long without the
sanction of public opimon. espeaially m the public sector.
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Quahty and effectiveness are replacmg quantity and elficiency as the primary
measures of nsttutonal performance. There 1s more and better competition
the marketplace, and less consumer loyalty: The primary concern today should
be to work at getting betier betore one worries ahowt getting bigger. Much the
same 1s true for cost and price. Qffering the cheapest price 1s no longer any
assurance of market share. People are more willing to pay a higher price il it
guarantees quality, performance, and convenience.

Employcc attitudes are I)L‘L‘oming more critical o mstitutional success. Com-
munity colleges will have to help stafl appreciate the vision and mission of the
mstitution, and they will have o create a process that allows faculty and stalf
to express their feeliv zs about the insttution. In short, as employees get harder
to hire (and fire), effective colleges wali work to build staft ownership into the

well-being ol the organization. They will also mvest energy in rasing, the

agenda and broadening the knowledge and skills ol employees in an eftort 1o
help them become advocates of productive change.

Instiutional constituencies are becommg Lurger m namber and more diverse m
composition. United Wavs issue identification progiam points to the " mosiue
soviety” as one of the change divers of the 1990s, As the ULs. population con-
tmues o subdivide into smaller clusters, demands for responsive programs and
serviees are Tkely to escalate. The new mosaie society will also loree more com-
muntty colleges to engage m highly targeted miche marketing.

Requirements for a New Model

suceessiul approaches to strategic plarnmg and thinking should reflect con-
cepts that are emerging morgamzational theory and shilts that are oceurring,
m the strategic context. They should also retam the hest of current planning,
models. Followmg are some spectlic requirements for a new model of strate-
gic planming in commumity colleges.

The plnning model should emphasize process over product. Leaders sull view
planning as 4 termnal, product-oriented task. Process. however, connotes
adaptability and the continual reassessment of orgamizational direction. In
cllect, processing hecomes a colleges ongoing means of monitormg, mternal
operating conditions ~canning for twrbulence n the environment, and signal-
mg the need for mideourse corrections. It can also provide assurance that
thimgs are on course and going well.

The model must produce a clear sense of purpose and an understanchng of rela-
tonship to the larger environment. Further, this purpose must be closely aligned
with the public mterest, espectally for public sector organizations such as com-
mumity colleges. The greater the degree of alignment is between publhic inter-
estand institwtional purpose. the more successtul the institution will be m
garmerg the resources required to pursue its nmission and viston.

The model must devote greater atrention to measurmg effectiveness and improv-
ing quality. Once a communy college has established a clear understandimg,
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of its purpose and instilled in its stakehalders a vision of how that purpose can
be achieved. it must have a reality test. Temust be able to answer quantuatvely
whether us performance matches 1ts purpose and whether that purpose is
addressing some public need. o the extent that the institution 1s able to doc-
ument supertor performance in relanonship todentified needs, the greater the
hikelthood that it will conunually be able o improve quality and capitalize on
radical change.

Faculty and stalf aititudes must be monitored systematically and objectively
mstitutional chmate 15 an aggregate of employee attudes, and it can be
assessed by measuring factors such as communication, satisfaction, coopera-
ton. deciston making, trust, leadership. and collaboration. By acuing on the
findings of such assessments and monitoring improvements, communiy col-
lege leaders can foster lngher levels of employee commitment and enthusiasm,
which s central o mproving mstitutional performance.

To determme more accurately the external forees triggering the need for change,
communty colleges must strengthen their abnlity to scan both the local and extended
cnvironments The reason. of course, is 1o wdently potential opportunities and
threats as carly and accurately as possible. The extended scan will idenufy fac-
tors that are having an nupact on most orgamzations, while the local scan will
[ocus on change drivers more unique to the mstnution itself.

The environmental scan must be designed to reflect the expectations of mulu-
ple and diverse constituencies. \When assessing necds, community colleges must
he sure 1o include the needs of multiple constituencies. That does not mean
that all needs will ulumately be addressed. On the contrary, few colleges will
have the capacity i today’s economie environment to be all things to all peo-
ple. But the decsion to address certam needs over others must be @ conscious
decision, one made after considermg all of the competing options and oppor-
tunities.

the plannmg model must include a means 1o monitor and influence public
opmion. Regardless ol how positive a colleges mternal clfectiveness indica-
tors are, the institwtion will sufter if the public sees things differently. More
than ever hefore, the perception is the reality. Effective organizations have
always monitored public opmion. Now communuty colleges will need to take
the next step and establish a formal process designed to help shape public
opimion, ,

For mature communny colleges, the planning model must provide a basis for
contmuons mprovement and contmuous adaptation. Mature stitutions must con-
tmually evolve and improve if they want 1o avoid drifting into the more nisky
life cydle stage of dechine Phstorieally, planning processes have emphasized the
new, sometimes at the expense of the old. A more contemporary approach
wouid balance mnovation with improvement and replacement with adapia-
tion. This more comprehensive view can provide an expanded hst of strategic
opuons, and it will help guide a mature college to subsequent periods of
renewal mstead of dedhine.
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Framing the Planning Model

Although the owtward thrust of strategic planning has been a significant
improvement over the more lincar, internally-focused practice of long-range
planming, both approaches have tended 1o view an organization primarily as
an independent. scmiawonomous entity. One of the fessons leaders have been
taught by the forces of chauge affecting our institutions is how interrelated and
mterdependent organizations really arc.

This connectedness is being observed on two levels simultaneously: Inter-
nally, a change m one division or unit can have broad impheations throughout
the mstitution. Externally, even a change oceurring halfway around the world
can ulumately force change in a community college in a particular service
region. These conditions challenge a fundamental assumption used in previ-
ous planning models: the independence and awonomy of the college. This sit-
wation is probably what has prompted Wilsons call for a "more holistic”
approach to strategic planning

A body of knowledge that can aid in understanding interrelarionships 1s
systems theory. Myers (1992) defines systems theory quite succinetly by stat-
ing. "Every level of our cxistence 1s composed of subsystems and 1s itself a sub-
compaonent of a larger system™ (p. 31D, Myers concludes that n order to
understand one system, one must know how it interacts with other systems
and subsystems.

Recently, a number of orgamzational theonists have suggested the use of
systems theory and its denvatve, systems thinking, in organizational planning
[n onc of the more promment works on the subject of systems thinking. The
Filth Disapline. MITs Peter Senge (1990) laments, “From a very carly age we
are taught to break apart problets, to fragment the world. This apparently
makes complex tasks and subjects more manageable. but we pay a hidden
enormous price. \We can no longer see the consequences of our actions: we lose
our intrinste sense of connection to a larger swhole™ (p. 3.

Senge defines systems thinking as a disaiphne for scemg wheles. He pre-
sents it as a framework for scemg interrelationships among, things and patterns
of change rather than statie “snapshots.” He argues, “Today. systems thinking
15 needed more than ever because we are being overwhelmed by complesity.
Systems thinking 15 a disciplne for seeing the “structures” that underlie com-
plex stuations™ (p. 69,

Two of the most recent works to echo Senges ideas are from Miroffand
Linstone (1993) and Lynch (1693 Mirott and Linstone desertbe “New Think-
mg.” which involves unbounded systems thinking in which every one of the
sciences and prolessions 15 considered fundamental w planning and problem
solving. They believe that planners will have made the ultimate ransition n
perspective when they see the world as an interconnected whole.

Lyneh locuses more directly on leadership m the public and nonproht scc-
tors He stggests that morder to brng out the best m thar ergamzations, lead-
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ers witl have to see the futare as something to ereate, that only through peo-
ple will new things happen, and that leaders must proactively think in terms
of the whole system.

Given such high praise for the value of systems thinking in planning orga-
nizattonal futures, it would logically follow that any new planning model
should at least consider this emerging discipline. Possibly the basic principles
of systems theory might be helpful in framing a new planning model.

In the broadest terms. all systems are classificd mto two categories: open
systems and closed systems. According to Waddington (1978), "A closed sys-
tem consists of aseries of mieracting processes which operate inside an mpen-
ctrable envelope. Nothmg relevant to the operauon of the processes can come
inta the system fram the outside, or go from the system to the outside through
the envelope™ (p. 333). He notes that such systems are rare in practice.

Waddimgton pomts out that n contrast to closed systems, “In an open sys-
tem there is no mmpencetrable envelope: things important to the actions of the
system can come m and go out agam”™ (P, 3330 According to these defimuons,
communuy colleges should be viewed as open systems,

here are also three separate tvpes of systems. According to Waddington, a
mechastic sysiem is one m which the rules of operation are lad down from the
hegmning and are not altered regardless of the change in external circumstances.
Anadaptive system 1s one that possesses some way of altering s internal behav-
101 in response ta the environment in which it exists Finally: there is a purposive
svstem involving enuities that can formulate purposes and act to achieve them.
Given these distnenons, commumiy colleges operating in the public or non-
prolit sector should be viewed as both adaptive and purposive systems.

Afinal msight trom systems theory to help trame a new perspective for
community callege planning is the relauve position of orgunzations among the
vanous levels of systems. While theorists disagree as to the ability to define
precisely and defend a specific number of systemie levels, the framework for
living sy stems proposed by James Mller (1978Vis parucularly valuable in orga-
mzatonal understandimg,.

Miller proposces a hicrarchy of seven levels, wath cach mgher level con-
s1sung of assemblies of svstems at the nest lower fevel. The seven levels are the
cell the organ, the orgamsm . the group. the orgamzanen. society, and the
supranational system: Miflers central thesis s that systems at all fevels are open
systems, composed of subsystemis that process mputs, throughpus. and owt-
puts of vanous forms of matter, energy, and mformation

sinee systems will he mteracting most frequently wth the svstems mme-
diately above and below them. by applying Mllers hierarchy to orgamizanonal
activity, we shoubd view a commumity college st as an assembly of avarsimg,
number ol groups and ~sceond as asubsysten ol a particulan service aea soct-
ety An extension ol Matters thesis would stggest that the svstent at cach level
ol the hnerarchy s dependent on the ssstems below Ton s funcuonmg and that
1t esist o serve the needs of the DRUSEN dhove n
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By merging the insights gained from systems theory, we can reframe our
perspective of an organization from that of an independent. semiautonomous
enuty to one of an apen, adaptive, and purposive system. dependent on the
performance of 1ts subgroups for cffective functioning, and exisdng to further
the purposcs of the socicty of which it is a part. Apphed to community col-
leges. we can view the institwtion as a {lexible, adaptive organization depen-
dent on the commitment of its faculty and staff for effective performance and
existing to meet the needs of constituencies m its scrvice region.

Strategic Guidance Model for Planning and Thinking

Having reframed the concept of an orgamzanon from that of an entity to a sys-
tem, Vaulls carher reference o a~guidance system™ hints atan analogy that may
be helplul m visualizing the charactenstics of the model being sought. Prior to
take-oft, a commeraal pilotis expected to tile a rather detaled Might plan. The
plan indicates the destination and outlines anticipated aspects of the trp. such
as course headings, speed. and alutude. The theht plan considers the charac-
terstics of the ireralt as well as the condition of the environment through
which the plane is expected to travel

But regardless of the level of detal considered i the prefhght planning,
once arborne, the original plan will probably not be followed to the letter. On-
board guidance systems constantly monitor the condivon of the areralt tmter-
nal factorsY and the nature of the environment texternal faciors): they provide
the prlot with mndications of whena devianion from the original plan should he
mitiated - Guidanee systems are also process-oriented: that is. mformation and
feedback are provided contimually, not just perodically.

i todays turbulent and ever-changimg environment. it 1s no more hikely
that a community college will achieve 1ts long-term goals than an archiner will
arrive at its predeternmned destimanion, unless Irequent mideourse corrections
are made. Accordmgly. a plannimg model destgned for community cotleges m
an age ol uncertamty should notonly provide a specthe il plan of action
but also contunually momitor the need to update and correct it

Figure 4 Dillustrates @ proposed Strategie Guidanee Model. teblends both
old and new coneepts to accommodate an environment of uncertamty and the
mpacts of rapid and radical hange. AWhen the modelis apphied maccommu-
mity college. the process begms with the lormation ol strategie viston The
viston must sct forth and danly the tundamental purpose of the msatution,
[hat purpose, in turn, is reexpressed m the form o aspealic mission state-
ment From s central pomt, the stiategie gudance model sphisanto simul-
tancous micrnal and external assessment compenents

Questions of gualiny, emplovee atttudes cehmareyand overadl pertor-
nunee are addressed on the orgamizational assessment cnuernab side ol the
model The assessment pracess should mclude subjective measares dhor exam-
ple. mdidual perceptionstas well s more objecove mdicators dor example.
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Figure +.1. Strategic Guidance Model
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student outcomes. cost.and so om) of actual performance. The goals assocr-
ated with this side of the model imclude creaung an ongoing process for assess-
me msttutional effectn eness, idenuiving the speaific strengths and weaknesses
ol the enterprise, assessing organizational chmate, and facihitating the tounda-
von strategy of continuous improvement.

Questions of contextual change, public opmion. and programmane need
areaddiessed on the environmental scannimg vexternal) side ol the model. The
scan should melude mdicators of momentum i both the global and local oper-
atng contests, sice both can ingger the need for change m mstatonal strat-
cav the scan must also be designed o rellect the needs of diverse constituen-
aes The goais assoaated swath s side ol the model mclude aeatmg a process
that sienals the need 1o adpust programs and services, dentilving speaihic
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opportunities and threats to the mstitution, monitoring and influencng public
opion, and faalitating the foundation strategy of contiuous adaptation.

Careful analysis and comparison of institutional strengths and weaknesses
with environmental oppartunitics and threats will generate a serics of strate-
@ic issues and options. Strategic options are definea as those alternatives that
hold potential for mstitwtional advancement and can be inttiated quickly: They
are usually characterized by an immediate match between an environmental
opportunity and an mstitutional strength. Deaision makmg is generally hm-
ited to questions of whether or when to move ahead.

Strategic 1ssues, on the other hand, are matters that warrant institutional
attention but typically come to the forefront without the benehit ofa clear strat-
cay or direction. In fact. strategic issues will hkely be surrounded by widely
ditfering opmions as to their relevaney and mtensity and. most frequently. by
disagreement as to the appropriate actions 1o be taken. Unlike the more visi-
ble chotees associated withy strategic opions, responses 10 sUalcgie Isstes st
generally be developed through dialogue and consensus among key stake-
holders Durmg tmes of radical change, the Strategic Guidance Model wall
hkelv generate far more strategic issucs than options.

Once a strategic tssue or option has been wdentihed. three alternative
actions can be taken: launch a strategie imuanve, strengthen the institunion
through a process of quahty or chmate maprovement, and/or improve the
external operating contest through a process of environmental enhancement.
Regardless ol the strategy selected, a front-end commument 1o evaluation ol
the decision must be made

Finally, the mformaton and feedback produced on both sides of the model
Should ulimately lead 1o a redetmed vision for the mstitanion. Refmements in
that vision will provide the basis tor msututional renewal and will Taunch a
subsequent wave o process activity through the model

Looked at i its entrety: the proposed Strategie Guidanee Model s actu
ally @ systemt consisting of iive magor subprocesses that ueed to be imple-
mented i a community college:

A strategie vistoning, process that produces a realistic, attractive and future-or-
ented preture for the college and dearly ariiculates the social purposes for
which the college exists and the specthe mission it mtends o fulhll

Anorgamzatond assessment process designed to determme the mstitution's over-
all performance by assessing objecuve and subjective mdicators ol
strengths and weaknesses i levels of quahty, clfecuveness.and humian
resource chmate

An environmental scamung, process designed to suggest the optimunm program-
service mix by monitormy changes w both the Tocal and glohal operating

contexts. dssesstny, prbhe opmion. and dentfving as carly as posstble any
oppertunities or tuedats to the mshtation
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A quality or climate improvement process intended to facilitate the foundation
strategy of continuous improvement, rectify any identified weaknesses.
and enhance the institution’s ability to capitalize on environmental oppor-
tunities

An environmental enhancement process designed to mimmize external threats o
the institunion, showcase the inherent strengths of the enterprise. and facil-
iate the foundanon strategy of continuous adaptation

Whle tradinional long-range and strategic planning models have provided
orgamizational direction. both were designed to end with a product—the plan.
Once the product was developed, the process typically stopped. But in an age
characterized by raprd and radical change . the emphasis must shift to an ongo-
mg process in community colleges—planning and thinking strategically.

The move to a new model for thinking and planning might help .change
our perspective of communuy colleges as independent and semmuwonomous
organizations 1o open, adaptive. and purposive systems. Just as the strategic
plannmg model improved on the former long-range planning models by con-
stdering factors external 1o the orgamzation, the Strategic Guidance Model
mproves on straiegic planning by considering connections and interrelation-
ships.

I managing cifectively in an age of uncertainty will require planning and
leading fundament:! change. then change should begin with the development
of a new planning modcl.
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The system of quality-focused management (QFM) is presented,
followed by an explanation of the departure it makes from estab-
lished community college management practices. The utility of
QFM for faculty, staff, and administrators is described.

Quality-Focused Management

Robbie Lee Needham

Managing for quality has many names: strategic quality management (SQM),
continuous quality improvement (CQD, Kuizen, service quality (SQ). and total
quality management (TQM). Regardless of the label, quality-focused manage-
ment (QFM) is a management system—a philasophy, a set of tools, and « port-
folio of organizational models.

The basie principles of this management system have been articulated by
its originators (Deming, 1986; Juran, 1989; Croshy, 1983). Advocated by man-
agement professors, consultants, and practitioners, these principles are mcreas-
ingly familiar to managers in the public and private sectors. Exposure to them
has been so heavy in recent years that administrators are heginning to look
beyond tie basic concepts to long-term implications for management.

QFM Is a Management System

The following discussion describes the philosophy, tools, and management
roles inherent to quahty-focused management.

Phitosophy. The foundatiens of QFM are customer saustaction, contin-
uous improvement of quality, and constancy of purpose, which is defining the
business of an organization and concentrating on it. The customer, internal or
external, defines quality for the provider, whose job it 1s to meet or exceed the
customers’ needs or expectations. Continuous improvement is the mental atu-
tude that sustains individuals and orgamizations in the quest for quality.

The practices that enable institutions to implement QFM are process
improvement, human resource development, and the use of the scientific
method. Focusing on facts rather than intuition encourages staff to separate
process problems from random errors made by individuals. Random crrors are
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responsible for only 15 percent of the poor performance of organizations,
pracess problems account for the rest. Thus, QFM directs the focus of
improvement efforts to root causes within processes. Process improvement
enables an institution to be more productive, often without increasing its work
force.

The structures that drive QFM are quality teams, usually five to eight peo-
ple, who focus on improving a process such as registration, purchasing. order-
ing texthooks, or student tracking. The people on the teams are selected from
the process “owners ™ —those who work in the process and who supervise it,
its suppliers, and 1ts customers. Quality teams may be ad hoc, with a one-time
goal, or standing, with ongoing responsibility:

Tools. Process improvement teams use the tools of QFM to identify and
understand root causces of process problems as well as to collect and display
information that dirccts thewr decisions. The standard tools for identifying a
problem include brainstorming. nominal group technique, checksheet, and
flowchart. For analyzing a problem there are tools such as the histogram. scat-
ter diagram, conurol chart, and force field analysis. Additional tools can be used
to identify and analyze problems: parcto chart, run chart, and cause and cffect
(fishbone) diagram (Brassard, 1991). Training in tcam building, conflict man-
agement, and group communications enables groups to usc these technical
tools. The tools are not difficult to learn and use; the people processes are the
higger challenge.

According to Harrington (1991, the work of process improvement teams
usually results in streamlining operations by reducing or climinating steps in
the process that do not add value. Rework (correction of errors in document
completion), repetition (transfer of a telephone call several times), waste (more
phatocopies than needed), breakdowns (incomplete distribution of informa-
tion), and unnecessary complexity (multiple signatures of approval on a doc-
ument) are some of the more common problems that make processes
inefficient. Registration is a good example of a process in community colleges
that can be improved through the work of teams. Consider the lines, excess
paperwark, staff to process paperwork, repetition of tasks, and rework to cor-
rect errors. In what way(s) can registration be streamlined by reducing or clim-
inating steps that slow the process, create paperwork, or require staff attention?

Team members expect that the improvements that prove effective will be
mplemented  They also expect to keep monitoring the process to ensure that
it remains within the improved parameters and to he alert to new opportuni-
ties for improvement. Teams need structure, resources, training, and coaching,
Usually a steering committee, led by senior management, designates the teams,
charters them, defines goals, and sets boundanes. The steering committee pro-
vides resources needed by the teams and removes barriers to their progress.

Management Roles. Under the QFM plulosophy. roles and relationships
change throughout the orgamzation, perhaps most for managers. who become
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pilgrims on the journey of quahty. They are vision givers and strategic thinkers
and planners committed to meeting customer needs through continuous
improvement. They manage processes rather than discrete tasks or functions
and they orchestrate people-driven improvements. They are catalysts. coaches,
team members, and teachers within the organmization.

Departure from Current Practice

To say that QFM represents a departure from current management and gover-
nance practices m community colleges is an understatement. Quality-focused
managers say that it is a dramatic change, once that requures a cultural change,
a paradigm shift.

The established management paradigms are labeled “centralized ™ “author-
itartan,” “burcaucratic™; the emerging paradigms include the “Ingh-performance
work organization,” the “commutment model,” and the “learming organization.”
some differences between these two approaches can be listed as follows:

Current Practice Emergmg Focus
Driven by the bottom line Driven by the customer
Crisis management Long-term commitment
Inversely related quality and Directly related quality and
costs Costs
Quality can be assigned to one Quality 1s built-in: it 1s everyone’s

departiment. job.

Management Orientation. All components of the emerging focus are
departures, m varying degreces, from established community college manage-
ment perspectives and practices. A significant departure is the focus on cus-
tomers and their central role in detining quality in programs and scrvices. It is
difficult for some instructors and staff 1o acknowledge that programs and ser-
vices have customers who know a lot about gquality. Having thought that other
peoples opinions about quality really do not matter. staff must change per-
spectives to see “outsiders™—students, legislators, citizens. and employers—
as customers and believe that their opiions about quality matter (Seymour,
1992,

The next challenge s even more difficult: denuly internat and external
customers, research their needs and expectations for quahity, then set customer
satisfaction as the standard for quality. Identlyimg customers and their expec-
tations 1s not so mtimidating as is accepung that the customer’ defimtion of
quality is paramount,

Havimg tradinonally defimed qualiny interms of the resources applicd 1o
cducation, staff will find 1t a real change to define quality in terms of the use
and results of resources. The results deemed important vary from college to
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college. They can include factors such as evidence of student learning and
development, student goal achicvement, student satisfaction with the college
experience. employer satisfaction with graduates, transfer success of students,
staff satisfaction with work, and the public image of the college.

Accustemed to defining quality through periodic inspections such as pro-
gram review or acereditation, community colleges now must define quality as
the results of individual and collective work, subject to continueus improve-
ment. Colleges that choose this departure are freed from minimum standards
of quality to set their own critenia. Further, they keep quahty on the fromt
burner, getling attention every day in every program. Choosing QFM thus
enables colleges to be engaged in sell-study daily, preparing for external review,
so that 1t is not a monumental cvent occurring every so often.

Another real departure for community college management is relating the
costs of education to quality (the costs of domg things right) or nonquality (the
cost of doing things wrong). Fox Valley Technical College in Wisconsin has
analyzed the costs of quality and has leamed that costs and quality are directly
related and that guality costs less than nonguality. ln 198788 the college
found that the cost of supporting the quality improvement thrust was
$172.059. while the costs of nonconformance was $8.124.270 (Spanbaucr,
199,

The bottora-line and ¢nsis management focus characteristic of many com-
munity colleges diverts management attention from the orgamzation's long-
term vitaliy, A transition to the long-term view of the emerging models is
fundamental to improving quality. Quahty: hke perfection, 1s an clusive goal
[mprovement is a continuous process. one that 1s supported by decisions to
improve processes rather than fix problems, to find a solunion to the root cause
of a problem. Community college administrators often deseribe this change ol
perspective from short-term to long-tetm and the shilt from fixing problems
to Improving processes as 4 departure, sometimes a rupture, from their estab-
lished ways of doing things.

Current Practice Fmergmg Focus

Who made the error? What allowed the error to
oceur?

Employees are the problem. Processes or systems are the
problem.

Measure and change individuals Measure and change the
ProCesses.

Emphasts on tasks within Emphasis on processes across

functional units funcuional units

Manage Processes  (urrent management perspectives focus on people,
espedally when looking for errors or solving problems Statistictans, nctud-

R4
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ing Deming, have demonstrated that people are responsible for only 15 per-
cent of the errors that occur in a work process. Thus, the results of individual
efforts—the services delivered to customers—are controlled by processes. 1t is
areal departure from estabhished practice in community college nanagement
to attend to processes rather than manage discrete tasks or separate organiza-
tional units.

In the new paradigm, managers learn first 1o understand work as pro-
cesses, then to idenufy the major college processes and their managers. mis-
sions, and customers, both internal and cxternal. Managers become respon-
sible for understanding processes by flowchartmg them. then for managing
them so that cach step adds value, variation is reduced, and staff working
within the processes are encouraged 1o improve them continually. This is an
ongoing cffort since processes, left (o themselves, tend o deteriorate and adapt
continuatly for comfort, not efficiency.

Attending to processes usually results in management realizing that major
processes cut across orgamizational boundaries. To manage them, managers
must hecome ateam, faalitating connectiens of staff across unus, This, 1oo. 18
a departure for many in community college management.

Current Practice Emerging Focus

Uinderstanding my job Knowing how my job fits inte
the 1otal process

Doing my joh Helping get things done

Indwidual effort Teamwork

Teamwork. For QF\ 1o work, managers must become committed to cal-
laborative work throughouwt the instnution. Collaboration does not mean more
committees; rather, it means developing departments and service units imto
teams that become self-directed. For many administrators, giving up control
15 an unsetthing departure from current practice. However, empowering oth-
ers, allowing them to control their work, is the only way to get staff 1o work
together for continuous improvenient as a way of life (Byham, 1988). Sharing
authority for decision making can be accomphshed systematically and
smoothly as managers and team members learn new roles.

Ongomg guality teams progress through four developmental stages. Fach
stage requires managers to e mvolved differently: In the form stage, managers
are dhirective, presenung the institutional mission and goals and setting bound-
aries In the storm phase. managers are delegative, helping tecam members il
team roles. Team members develop their own “rales™ and proceduses in the
norm stage. Managers are mn the roomy, but not at the team table. Moving 1o the
perform stage, teams become self-directed work groups that are fully empow-
cred, working toward college goals and objectives without superviston but with
management support.

66
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Community college teams, within depariments and across functions, can
become self-managing teams. So long as team membership remains stable,
support 1s needed from management only in providing resources and remov-
ing barriers. Any time membership on the team changes, the team retumns to
stage one of its development and must work through cach of the stages to
become self-managing,

Current Practice Emerging lFocus

Stafl People

Control stalf; motivate them. emove barriers; develop
people.

You cnot trust anyone. \We are all in this together.

Perceptions of Staff. Current management models m community col-
leges 1solate stalff, build barriers drive out trust, rob staff of satusfaction 1 their
work. and respect the thinking of only a tew. The emerging models respeat
cach individual and stress orgamzmg to utlize people in the institution fully.
These models are destgned to drve out fear, build trust, and emphasize that
peaple want to act responsibly. do a good job. and fecl good about therr work-
place.

The emergig models present three departures from current practice m
community college management. The first departure involves the personnel
function of the college. In addition to making sure that sclection processes
result in hiring the best person for the job. the personnel function i an insu-
tution mvolved with QEM ensures that orientation to the college and specitic
positions adequately prepares individuals to be successful on the job. Person-
nel evaluation systems and pracuees are reviewed and adjusted as necessary to
support the focus on quality and the use of teams throughout the college. The
personnel function also assists in recogmzing and rewarding guality improve-
ments.

Another departure is a new focus on stalf development. Programs require
redestgn 1o support the development of quahty-related skills. Resourees for
staff development are increased to 410 6 percent of the personnel budgets m
the new models and may be redistributed. with staif receiving more than they
have traditionally.

The third departue is in the orgamzational structure of the college. Most
estabhshed community college structures come from twao different models: the
machine burcaucracy for support units and the professtonal burcaucracy for
istruction (Mmtzberg, 1983). The former separates funcuonal umts and man-
ages them vertically, often with very close supervision. The latte s @ more hor-
izontal structure, separated nto departments and disciphines. with taculty
having constderable freedom o carry out their responsthilities
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The emerging management models represent a departure for community
college management in both patterns. Management will become more hori-
zontal, in practice if not in structure. The most significant departure will be
in the management of support units. where decisions about quality and
process improvement will be pushed low in the organization, thus decentral-
izing decisions about the ways in which goals and objectives are approached
and work is accomplished. Many of the decisions will he made by sclf-
directed cross-functional teams. These changes will require different manage-
meent roles, attitudes. and behaviors to develop among leaders in order to
empower staff who in the past have been told what to do, how to do it, and
when it must be done.

In the instructional departments, management for quality will requure
change too. Identitying and managing instructional processes, as well as
developing teams, many of which will be cross-disciplinary and become
sclf-divected. will require a new kind of leadership and support from
instructional admimstrators. With encouragement and support from admin-
istrators, faculty members will do more than teach. They will scan external
muarkets, survey employers, conduct follow-up rescarch with students. and
assess customer needs—all in the name of improving quality. The instruc-
ttonal department of tomorrow will be a self-directed work team perform-
ing strategic management functions similar to those performed by senior
administrators.

Using teams, respecting internal customers and suppliers, and engaging
in continuous process improvement will require community college managers
to adopt a favorable atntude toward staff as “people in the ovganization.” Xerox
has acknowledged the importance of people processes m implementing qual-
iy-focused management through the cause-cffect (fishbone) chagram presented
in Figure 5.1.

‘Five of the six bones ou the fish relate to people. and of these five, senior
management behavior is both central to changing the culture for quality, and
one of the most challenging,” according to Rene Ewing, quahty consultant of
Xerox Corporation, Northwest Area (Ewing, 1992),

Governance. Invoiving people throughout the mmstitution produc-
uvely and creatively in decisions about their work affects governance.
Rescarch shows that fewer people teel disenfranchised. ignored. or dis-
trustful as they break out of burcaucratic raradigms and behaviors.
Instructors and staff become energized and excited by working with tcam
members: they experience mcereasing satistaction with their jobs and with
the college. Even committee meetings become more productive for therr
members when the tools tor deciston making and teamwork are brought
into meetings. Indeed, the emergmg QFM models help develop and nur-
ture participatory management as well as @ win-win attitude throughout
the college
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Figure 5.1. Supporting Elements for Transforming Xerox Corporation
to a Quality Culture

Recog&nltlon TOE'S Transition

Reward @ Processes

Team

Xerox is a
Total Quality
Company

Senior
Training Communication f§ Management

Behavior

With QFM requiring such a departure from current management practices,
what does 1t offer community colleges that makes it worth the eftort?

Instructors. To mstructors QFM offers a systematie approach toimprov-
ing student success It provides i set of casy-to-use rescarch tools, the induce-
ment to idenuty and manage classroom systems, and the requirement to he
student-customer centered.

For example, QF s bemng used to manage a program in Tacoma Com-
mumty College, Washington, by teachers who seck to be student-centered n
ways that improve retention and completion. These teachers now serve “cus-
tomers” rather than students. They estabhsh parameters for pertormance,
structure experiences, and relate with customers in ways to empower them.
They use informaton to monttor the elfects of instructional strategies and
change them contmually These instractors ask, “What can we do to help vou
learn?” They hsten. Beyond the classroom, the teachers see themselves as cus-
tomers (receiving students) and supplicrs (sending customiers to other courses.
employers. communities, fanuhes). They seck feedback from the recipients of
thewr students (that 1s, employers, commumities, and so ond that will help them
improve the program [n managing and assessing their processes, working in
teams. and demonstrating concern about customer satistaction, these teachers
try to be posttive role models for ther student-customers and other teach-
ers m the coilege (Tockemy and Summers, 19921 [nstructors have as much to
g from QFM as adnunstrators They have as dramatce a paradigm shift to
make das well
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Staff. For staff. who have iraditionally heen managed more ke employ-
ces in industry, QFM provides an opportunity for increased mvolvement in
decisions that affect their work. It offers opportuniics to increase productiv-
iy, demonstrate responsibility, act with ininanve, think creatively, and make
decistons as individuals and team members. 1t results in empowerment (Block,
1987). In addion. QFM promotes increased interaction with colleagues
throughout the college, without the artificial barrers erected by vertical nun-
agement hierarchies and the label “nonprofessional.” 1t offers increased job sat-
isfaction. Further, QFM makes it possible for staff to identify more deeply and
personally with the colleges nussion and poals

Administrators. For administrators, QFM provides new ways and dit-
ferent structures for operating msututions (Spanbauer, 19923 1t helps adnin-
istrators. manage systematically, for insttunonal cffectiveness  Adopting
customer satistaction as a standard for qualuy ensures that community colleges
will do the nght things to reman vital over the long haul. Managing o
mprove processes ensures that colleges will do things rght while making the
hest use of resources

Managing for quality guides admmstrators toward vital, more relevant
and flexaible standards for evaluation and aceountabiliny: Thus, QFM pushes
colleges beyond mimmum standards and external requirements for qualiy
to internal commuments that are momtored daily and mproved continu-
ously

Quality-focused management also supplies structures and tools to decen-

trahize decision making and problem solving. develop and empower stali,
chmmate burcancracy, improve productivity. as well as mcrease morale and
job satisfaction [t ads admimstrators in makinyg community colleges more
flexible orgamzanions while simultancously preventmg them from bemng
trapped m the status quo- While admumstrators are responsible tor seemng that
Al magor systems are managed for the beneht of customers. they are freed

from crists management Executive adnimistrators devote more time to
leadership—knowmg the external environment, thinking about the future,
and vistoning,

The QFM systen clanfies admunstrative responsibihities at afl fevels of the
msttaton IChelps admistrators make better, data-dnven decisions and 1t
requires that they seek root causes of problems as well as consider the long-
term aphications of decisions It also hielps adimmistrators focus onthe most
mportant managemens responsibilities and respect people throughout the col-
lege T offers structures and practices for making hard choees domg more
with less or restructurmyg the college Fially, QFM gives adninistrators 4 phi-
losophy and svstem that can takie curtent erganizations to a new fevel of fit-
ness, one at which communny colleces can become learnmy orgamzations,
contiually expanding thar capacity to acate then futures Aerall Through
learnmg we rescneate ourselves” isenye, 1990 b
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Colleges that put students first are concerned with what students
learn and how thev are treated. Students who are educated in such
an environment receive the added bencfit of exposure to quality
management and customer-oriented organizational culture. Ulti-
mately. student satisfaction affects retention and future enrollment
growth,

Students First!
Reconceptualizing Support Services

James L. Hudgins, Sandi Oliver, Starnell K. Williams

When any orgumzation secks to opunze us effectiveness, w must consider the
reciprent of its service or product for ultimate evidence of suceess or failure.
Colleges, like any structured orgamzation, evaluate themselves based on the
outcomes that are produced and the processes by which those outcomes are
achieved. speatfically, colieges that place a lngh value on services designed to
enhance student suceess and satisfaction are best able to demonstrate their own
institutional etfectiveness.

I recent years a great deal has been wrtten about the need tor educanonal
accountabihiy In the begmming of the nstitutional elfectiveness movement.
relatively few colleges were thinking in terms of how they could phrase and
ansaer questions about the value and qualuy of the msntunon and the satis-
faction of students. Today, if a college has not already made a comnuiment
the phitosophy ol accountability and consequent student suceess, it must cer-
taunly feel nervous about 1ts tuture.

Perhaps the most essential henchmark a college must estabhish s a good
delmtion of what 1ts business 1s, what product it produces. and who s cus-
tomersare Sueeesstul mstitusons have come o believe they are i the bust-
ness ol providimg a gualiey learning environment, that thew product s excellent
education and support services, and that thew customers are the students and
potential students they serve.

As clemental as it scems, this trilogy was notahways accepted as lact fror-
merly, mstitutons appeared to think students were then products, not thew
hents Atong with the cvolution ol a customer-centered vnentation i the carly
to md- tus0s coupled wath the strengthenmg of the msttutional elfectivencess
moveinent. one siiple tath has emerged: colleges are suceesstul when then
students are stecesshul
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This statement reflects an msttutional culture that values service to stu-
dents second to no other purpose or function. When colleges dedicate the fuli
scope of therr resources and tailor planning to idenufy and meet the needs of
the student-customer, cffectiveness. accountability, and suceess will follow.
Leaders need to determine what 1s required for cach student to be successful
at their college and how to serve students effectively

Over the past decade, the assessment of student success has moved from
an experimental practice at a few institutions to a national requirement. More
than forty states have educational accountability mandates, and all six regronal
accrediting associations have mcorporated the measurement of student learn-
g outcomes mto their acereditation crueria.

For much of their history. colleges expressed quahity in terms of faculty
credentials, physical facilives, learning resources, and degrees awarded. The
accountability movement has encouraged higher cducanon to think about
quality and effectiveness in different terms—student learning. Edgerton (1990)
describes assessment as “a mndsct that asks questions—good questions, hard
questions, legitimate questions—about what and how much students are
learming” (p. ).

Operationalizing Institutional Effectiveness

At Mdlands Technicat College (MTCY in Columbia, South Carohina, an insti-
ttional effectiveness program was mitiated m 1987 in conjunction wuh reaf-
firmation of accreditation with the Southern Association of Colleges and
schools—the first acerediting body to emphasize student learming assessment
as @ condition of accreditaton. For MTC, establishing processes for ongoing
self-cvaluation became as important as measwring ¢ utcomes.

The first step toward verfiable effectiveness was to ask and answer
three basic questions” What 1> the imsston thusiness) of the college? What
are the major results expected from the achievement of the nission? What
speatfic evidence are we wilhing to aceept that these results have been
achreved?

As part of the comprehensive strategie planning process that followed., the
college rewrote s nusston staement and identified its core values: The first of
the four MTC value statements reads “Comnutment to Students: Behef m the
priority of providing the iinest mstrucnion, resources and support services (o
enhance the growth and devetopment ot our students ™

lo help the college community understand the comprehensive nature of
mstitutional etfccveness, the college adopted and communicated a diagram
of mstitational etectiveness developed by the Natonal Alhance of Community
and Technical Colleges (see Frgare 0 1),

[he nest entcal step mvolved identifying the characrenisties ot an e
tive community college and speabving the charactenisiics nwost appropriate tor
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Figure 6.1. Model of Institutional Effectiveness
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MTC 1 view of 1ts nussion. Ewell and Lisensky (1988) of the National Center
for Higher Education Management Systems (NCHEMSY wdenufy three charac-
tenstics of effective colleges: they clearly state the kinds of outcomes they are
trymyg to produce. they exphicitly assess the degree to which they are attaining
those outcomes, and they make appropriate changes to improve the siuation
where the data warrants.

Three characteristics that differentiate high-performing colleges from
mediocre ones have been identified: reputation for guality. distinctivencess.
and mnovaton: flexible strategies tor delivering programs and services; and
svstems for evaluating and improving perlormance (Alfred and others,
1992).

Etfective community colleges define quality and attempt to measure 1t
\Midlands Techmical College sought to define and measure quahity through a
process known as critical suceess factors developed by the Sloan School of
Busmess at MIT The process argues that everythimg a busmess does 1s not
cqually important to the suceess of the business. 1f the business identifies, pro-
moltes, and measures these entical functions, 1t will suceeed. The Togie also
apphies to educational mstitutions.

Through a maodified Delphr process, MTC wdenufied six factors erneal to
the success of the college: aceessible, comprehensive programs of high qual-
iy, student satisfaction and retention, posteducation satstaction and suceess:
ceonomic development and comnunity ivolvement: sound., effective resource
management. and dsnamie orgamzatonal invalvement and development.
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Under the six factors entical to success, the college identified twenty indi-
cators of effectiveness. Figure 6.2 details the cnitical success factors and insti-
tagional cffectveness mdicators, Two of the factors and seven of the indicators
relate directly to student success:

Student Satisfaction and Retention

Accurate entry testing and course placement
Retention to achievement of student goals
Sattsfaction with instruction and personal growth
Assessment of student services

Posteducation Satisfaction and Success

Graduate employment and conunumg education
Emplover sausfaction with graduates

Alumni satisfaction with edncation

After determiming the performance eriteria most essential 1o the suceess of
the college, an mplementation plan was developed. To implement an assess-
ment program successfully, essential support systems must be in place. such
systems clude enlisting the president and board of trustees” support. inking
assessment to the colleges mission. imvolving all umts of the college., estab-
lishing an organizanonal structure to manage and momitor inst.tutional effec-
uveness. determining how to pav for assessment activities. demonstraung that

assessment data are used m deaision making, and developing essential part-
nerships.

Perhaps the most essenuial element of a successful college-wide assess-
ment program 1s leadership—from the president, exccutive staff, and faculty
leaders.

Charles [ MeClaun, comnmusstoner of the Missourt Coordimaung Board of
Higher Education, obscrves, “The difference between those mstitutions that
are simply going through the motons of a comphance mode of quasi-action
and those that have made a true comnniment o imsututional change through
assessment s quue simple—Ileadership™ (199t p 5).

Partnerships are both mternal and external. No sigle unit of the college.
he 1t faculty or president, can umitaterally lead the successlul implementation
of an instutution-wide assessment program Partnerships between student
development services, academe affarrs. fiscal attars, and the president’s othee
mist be developed

External partnerships are equally miportant. The advice. consultation, and
expertise ol external partners are essential Some of these partners mclude
regional acereditimg bodhes and the National Consortm for Insttional f:lfec-
v eness and Student Success i the Commumity € ollege
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Figure 6.2. Midlands Technical College Critical Success Factors
and Institutional Effectiveness Indicators
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As MTC introduced an institutional effectiveness process and incorporated
its philosophy into routine functions, it also experienced a cultural change.
With the focus of all college processes shifted to student success, the entire col-
lege joined in discovering ways to make routine functions and procedures eas-
ier for students and more hassle-free.

The registration process has traditionally been a frustrating experience for
college students. So it was this aspect of initial contact that was the first to
receive speaial attention at MTC. The college formed a cross-functional regis-
tration committee unlike any other group that had previously studied entry
services. With the single mandate of simplifying the process and making reg-
istration pleasant for students. this innovative groups tackled problems ranging
from long lines to the need for additional data entry terminals and guick-fix
problem areas. Very quickly registration changed dramatically to become rel-
auvely stress-free for students and staff alike.

Evidence of a student-friendly culture is exemplified by MTCs desire to
seck input from its students. "How’s It Going?™ posters appeared all over the
campuses. These updated suggestion boxes were designed 1o be a dhrect
pipehine to the presidents car. Students, faculty, and staff quickly learned to
usc the posters reply cards to praise a program or scrvice and offer suggestions
for continuous improvement in almost all arcas of the college.

A good example of the college’s desire to gather suggestions from its cus-
tomers is the annual meeting of senior college administration with the mem-
bers of the college’s Ambassador Assembly. Competing for the privilege of
serving the college, ambassadors are students selected on the basis of their
grades and demographics to represent the college in the community: In the
annual workshops the ambassadors are asked two questions: What does MTC
do well? What can MTC do better? Of significance is the fact that the ambas-
sador suggestions were mcorporated mto the college’s strategic planning
process As a result of their input, concerete changes were made, mcluding
alterations in campus lighting and security, bookstore palicies, and packaging
af courses to better fit the schedules of working students.

Emphasis on Student Success

The shift in focus 1o a student orientation through assessment of student needs
and institutional planning to meet those needs has resulted i the pursuit of
alternative models for student entry and enrollment services, and counseling
and curnculum development. Six practical questions must be answered when
establishing student assessment programs: What issues need to be addressed?
What information will be callected? How and when will the mformanon be
collected? Howe will findmgs be communicated? How wall the results be used
for improvement® What resources are required? Addressing cach of these arcas
mdividually reveals many of the major pomts to consider m an eftective stu-
dent assessment program
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What Issues Need to Be Addressed? One of the most important ques-
tions a colle ze can ask itself concerns what information is being obtained by
entry testing and exit exams. It is grossly unfair to ask students to perform
tasks for which they are not prepared at entry. The data collected at entry
should be used to place students m environments that will be most conducive
to ther success. This assessment may include placement into developmental
studies areas for students who are not yet ready to attempt college-level work.
These so-called at-risk students may include single parents, homemakers, reen-
try adults. minorities, students with disabilities, entering students, students
with high financial need. academcally underprepared students. and students
with no clear direction. Early evaluation can help a college determine how best
to meet the speaial needs of these groups.

What Information Will Be Collected? If students are asked to state thew
intended goal when they enter college, it becomes possible to measure goal ful-
fillment at exit. Commonly accepted student suceess indicators measure the
retention or persistence of entering students. For the college-wide population,
factors impacting retention include more accurate placement and advisement
for entermg students; preenrollment “Student Orientation for Success”™ sesstons
for students assessed to be at risk; hnkage to support service areas based on
wentihied student needs: increased emphasis on customer service, quality ser-
vices, instructional quahty. and educational performance; and changes in
entollment processes. For academically underprepared students, the following
mdicators impact retention: curriculum restructuring m developmentel stud-
wes (DVS), changes in instructional delivery (self-paced to lectures or lahs),
changes in the DVS grading system. improved linkages between DVS and cur-
riculum courses, and better placement of students into DVS courses via assess-
ment and advisement. The retention of minority students may be affected by
the callege’s commutment to access and equity; an increased focus on customer
service, student success m the classroom. and faculty and staft sensitivity to
cultural diversity; student support functions (e .. African-American Student
Orgamzanion. study groups, support personnel) and better orientation and
mcreased commumications that link student needs to support arcas.

Assessment ol baste skills and general education competencies are neces-
sary to any holistic evaluation of student success. Especially compelling is the
need for the college to measure student competencies in their major field of
study. Collecting mformation about student sansfaction with the college ¢an
he extremely revealing (see Table 6.1). Assessment of a student’s personal
growth and development 1s, of course., subjective but can also be of value (see
Table 6.2V, The institution should examine the success rate of its transfer siu-

“dents and deternune what tactors contribute to thew suceess or fulure at senior

mstitutions. The transterability of curricula designed for transfer should he ver-
thed and evaluated Colleges should also ask employers how they value the
cducation and job performance of the colleges graduates. Students employ-
ment success mthen wajor ticld should also be montored
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Table 6.1. Student Satisfaction with College

Mudlands
71'(’1”!&!1
College Nuttonal

Tam proud of my accomphshments at college. +.67 +.25
The college helped me mect goals | came o acheve 4.57 409
Iwould recommend the college 1o others. +.56 413
It choosing a college agam, T would choose this one. 431 3.88
The college welcomes and uses student feedback 399 3.0

Note Five-pomnt scale

Souree Midlands Techmidal College College Outcomes Survey, Sprmg 1962

Table 6.2. Students’ Self-Perceived Personal Growth

Midlands
Techniedl
Midlands Technical College Ttems Indicating Highest Growth College National

setany hic direction

Beconung academicatly competent
Developing self-confidence

Increasing intellectual curtosiny
Implemenung long-term hie goals
Improving alulity 1o relate w others
Laking responsibthty for own behavior
Increasimg sell-understanding

Makimg a Blelong commument w learning
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Because Midlands Techmeal College places heavy emphasis on career edu-
cation leading to productive employment in the colleges service region, specal
attention 1s given to assessment of technieal and vocational programs. One of the
most comprehensive strategies for ensuring that students are exposed 1o a rele-
vant, quahty learnmg environment is the acadenmie program review process lor all
assoctate degree programs. The lollowing data elements are mcluded i an acad-
cmie program review: achievement of goals; program GPA; mastery of capstone
competenees, mastery of general education core; program statistics including,
enrollment, cost, retenuion rate. and number of graduates, craployment stceess:
surveys of students, alwmne, emplovers, and Ly advisory committees

s
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Midlands Technical College is sensitive to practical workplace skills
employers expect and require of technical/community college graduates. In
many arcas, the DACUM (Developing A CUrriculuM) process is used as part
of a program review involving members of the business community in estab-
lishing a sct of expectations and capstone competencics for cach academic arca.
The program faculty rely on the DACUMS input when determining course
content, methods of information delivery, and mechanisms for assessing cap-
stone competencies. In all cases, program faculty work with education divi-
sion administrators to develop appropriate standards. Various measures of
accountability are built into the process.

Another important assessment strategy for measuring student progress 1s
longitadinal tracking of mathematical and language skills through a series of
courses presented in a structured sequence. Sequenced course ohjectives allow
the MTC tracking system to identify strengths and weaknesses in the curricu-
lum. Tracking data used in concert with classroom rescarch is used to modify
and :mprove curricula. Recent results in the colleges English department
involving a thousand students resulted in a course design that allowed stu-
dents” writing abilitics to cvolve from their readings. A paratlel result in the
math department led to course objectives hecoming more clearly defined and
correlated. Tracking students’ progression through course sequencesresulted
in increased faculty expectations and adjusiments m the course content to
enhance student suceess i meeting those expectations.

How and When Will Information Be Collected? Colleges should col-
lect information about their students throughout the cducational process. Eclu-
canronal plans developed at entry can be periodically updated and evaluated
at exit. Follow-up informaton 1s essential to knowing how graduates’ experi-
ences at the colleges atfected therr lives. A model of data collection points is
presented m Table 6.3

How Will Findings Be Communicated? Usmg the organizational struc-
tre of the college, student services personnel can dissenurate information
through written reports, newsletters. and open forums for the college’s staff
and faculty. By maintaining open communication with the faculty, these per-
sonnel can share mformaton that will attect the design of curncutaand the
selection ol teaching methodology. Departmental and task foree meetings
should often revistt the topie of student assessment and connect data collec-
tton with technigues implemented i the classroom.

How Will Results Be Used? By the use of person-mteraction model-
g, predictions can be made about behavior that will result when certain
tvpes of mdividuals mteract with certan types o environments. The college
can combme challenges and support to produce developmental dissonance
and growth for its students: The campus environment st reflect @ com-
prehensive desire to provide programs and servieces that ard student devel-
opment
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Table 6.3. Midlands Technical College Data Collection Points

AtEntn

Paiticipation

At FEan

Follow-up

Educanonal plans
Student
background
student needs
Test scores
ASSET
ACT

Enrollment
patterns

Acadenue
performance

services used
satisfacton/mvole-
ment information

Exu skills

CAADP

Disciphine exams
Academic
performance

GPA

Course grades

Transfer data
Enrollment
Pertormance

Employment

nformation
Job data
Student

pereeptions
Employer
percepuions

student opinions

and plans
sSurveys
Interviews
Focus groups

SAl Student surveys
Disciphne based Focus groups
Perceptions of Interviews

college
Entening stu-
dent sunvey

Licensure tests

stident opinions

and plans
Alumnt surveys

What Resources Are Required? The expense of student assessment can
be expressed by the equation Expenses = Benefits = Costs. In other words. the
mstitution must decide whether the resources required o determine student
needs are worth the potential benefit to the student. This is the same as trving
to decide whether 1t is hetter 1o operate blindly or to concentrate on provid-
ing the prease service needed to be effecuve.

Expenses mclude the cost of assessment instruments and associated scor-
g charges. adnunistranive costs, and any addonal support personnel
required. The benefits 1o be expected include service/program achievements,
mmage enhancement, and higher student suceess rates. Also of honefit are
mereases in revenue that may be reahized by greater student retention, higher
new student enrollment. and potential new grant funds and contributions to
scholarships.

Midlands Technical College has developed a nationally recogmzed., com-
prehensive model of student success that integrates planning and evaluation
to foster student goal achievement and msututional development.

The MTC Assessment Model

Midlands Techmical Colleges approach 1o student suceess focuses on how the
college can effectively develop an educanional environment conducive to the
posttive achievements of diverse student populations. Recogmzing that all
students do not respond to an educational environment m the same way, the
college employs a person-environment model to assess student goals, back-
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grounds, needs, satisfaction. achievement, and personal growth (see Figure
6.3). A student cohort tracking system is used to monitor and analyze patterns
of student subpopulations by a number of variables. These data are combined
with mformation obtained from student surveys, testing, interviews, and focus
groups collected at key pomts in the student’s matriculation through and
heyond the college. Faculty, staff, and students review these findings and for-
mulate reccommendations for improvements throughout the college’s planning
and evaluation system to modify the college environment and enhance posi-
tive student outcomes

Since Midlands Technical College began student success monitoring in
1989, initatives have included developimg student educational plans at entry,
including information on student goals, backgrounds, charactenstics, and
needs: integrated assessment, oricntation, and advisement processes; Student
Orientation for Suceess seminars for enterig students; college success courses:
an awtomated follow-up system on studert needs: centralized advisement cen-
ters on cach campus staffed by professionals; developmental academic advis-
ing separated from scheduling process: automated tools such as on-line advisor
files and a degree audit system; college-wide traiming in customer service and
sensitviy to diversity: updating student goals cach term as part of registration,
aud modiication to the registration process, imcluding application deadlines.

Figure 6.3. The Midlands Technical College Assessment Plan
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Midlands Technical College has alse made modihications in the environ-
ment to serve the needs ol targeted at-nsk populations These changes have
mcluded restructurmg the mstructional diversity and grading systems of devel-
opmental studies courses to more closely resemble college-level courses, plac-

mg, undecrded students mro a speaal major that allows exploration of
acadenue programs and advisement by career counselors; including mimorny
aceess and equity as a magor college goal with special support groups, student
orgamzations, peer mentoring, and orentation acuvites, and offerimg senu-
nars and workshops for students with disabilities, sigle parents, homenmalk-
crs, mimorities, and other at-risk populations.

sinee 1989 the college has expertenced sigmificant enrolliment growth
wlule mamtamimg a 90 percent student satisfaction rating 1 most awreas. Qver-
Al retention of students toward their goals has imcreased 6.4 percent. with
mereases of 7 1o 17 pereent for at-nsle student groups In addition, more than
Q0 pereent of graduates are cmployed or contimung, thetr education within a
vear of graduation More than 90 pereent of sophomore-level students mdi-
cate the college has contibuted o therr personal growth i areas such as career
dircction and acadenue autonomy

The MEC student suceess model was honored with a 1992 Pyranud Award
presented by the Amertcan College Personnel Association, the Natonal € oun
cilon stadent Development, and the Nanonal Association of Stident Person-
el Admnustrators for outstanding achievement mestadent development in
two-vear colleges Midlands Techmical College also reccived a 1092 national
retention award from Nocl-Teviz, The colleges student success model avas lea-
tared ma 1993 natonal teleconference sponsored by American College Test-
g (ACTH

Continuous Renewal

10 1s important lor the continued vitahitye of any program or plulosophy that
be monitored and rejuvenated pertodically: Recalling the warnmimg that all data
are of gquestionable value unul they are used. colleges that have embraced insti-
wnonal cffectveness and orentation for student success should reevaluate and
modily systems and processes over e As an example, M TC charged an
Intake Review Task Foree contprised of college personnel from cross-functional
units to mvestigate and report on the entire intake process, mcludmg apphea
tion for imancial wid, student inguiry, the entry process, placement, advise -
mient, scheduling, and book purchasing. The purpose of this review was to
cvaluate the mprovements the college had macle man etfort to be more acces-
sible to students Through student surveys and dueet exanimation of all rou-
tme entry services, the resulting concluston ol the task force vielded
suggestions for refmement mthe cotleges rearuniment and entry processes Iy
checkmyg on systems that fud been me place for several vears, the college was
able to make addimonal improvements on bhehall of students This s an exam:
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ple of continuous guality improvement and the goad sense of asking students
low they value the functions mtended to be customer-oriented.

Student Success Equals Mission Accomplishment

Should colfeges base effectiveness programs on student success? There renians
one last compelling argument for an aflirmative response. In financial cireum-
stances that leave a college strugghng to match dwindhng resources toinereas-
ing needs, a commutment to evaluaung effectiveness and student outcomes
becomes essential. When tough chotees must be made, a college that has
defined areas critical to success and ued student outcomes to mission accom-
plishment can more easily reach consensus on prioritizing resources. When a
college is conhident the definition and delivery of its services 15 aptinmzed for
cliectivencss, hoth the mstiuiion and 1ts students are the winners.
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PART THREE

Challenges for Leadership




In order for our colleges and universitics to benefit fully from the
skills and talents of the diverse men and women who we
increasingly entering the managerial vanks, we must substantially
modify individual attitudes and behaviors and make radical
Changes in organizational structures. Are we up tou?

New Players in Management

Ruth Burgos-Sasscer

Last vear aseandch commttee an Harry s Truman College. one of the Caty Col-
leges o Clucago, mterviewed sixcfimalises forachigh-level admimstiative posi-
ton Two ol the candidates were Alrtcan Anwerican, one was Latino. one whs
At Ame e, and o were Amertcans of Northern Earopean descent. Foar
ol these candidates were women Since Traman College serves a muluethinie
multractal urhan community and has a strong alfirmave action poliey in
place. the diversity of these Enalists was not unusual. However ending asearch
for an adimnstaive postion with such acdiverse pooel ol candidates s not the
rule on most collese canpuses

Demographic changes mAmercan socety steest that this phenomenen
will he ocourmmg with maeasmg eguency The Hudson Insutate report Work-
jorce 2000 predicied e 1987 that by the end of the century. only 13 pereent o
the new entrants to the worls torce will be white muales, compared to 47 put-
cent i 1085 anieson and O aras Toa D Indeed. new candidates tor jobs
already are meneastighy lemale and increasmglh people of colorsand tor the
=t time ~ince World SWar Lo growing numbher are imnugrant

i addition 1o these demograplue shifts the U s Bareaa ol Tabor stats-
Hes predicts thar hosween Tuaa wd 2000 annwal growth e the U~ wonlk
forco sl dow o 12 porcent down from the 2 poreent erowth Jurmg the piee
viots decades Theeeamment and imtegration o capable men and wenen
from all backeround-and all wall < ob hic e the worl foree ol our collewes
e o be UL ted

I Bl ol ths realine caeontives we Teammy o it an emplovee pop
vl that 1o teasimel diserse mtenms of cendon tcesage s cthraaty, dhs
dalite ool dass e preston s worho expeniences Colicee and wnersiny
predonts toresampleare bomnming sk guestonsabont e Jdiver- e
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bers who are graduallyyoimng thewr managenal ranks: How do they tare? Do
they "hun™? Are they beconung elfective team members? Are they pereeived
as enriching the hie of the mstitution or as having a1 divisive etfect Are therr
skills and knowledge recogmzed and valued? How sigmificant 1s their contri-
hution to the aclievement ol mstitutional goals Managing diversity success-
fully may be as challengmg as s rewarding,

Managing Diversity Is Not Aflirmative Action

Community collewe feaders are coming to realize that managme diver-ity s
more than providing aceess 1o new groups 10 s not @ matter of numbers.,
although hirng qualthied persons from a pool of candidates that retlect the
demogiaphies of the communuy being served s ahirst step. Managmy diver-
ity has o dowah calovanmg, strengthening, and unhzing the wlents and skills
ob all emplovees sothanindividual and orgamizational goals are achieved “Hhe
problem,” savs R Roosevelt Thomas. fr - executive ducctor ol the American
Instiute for Managing Diversity, 1> not getiing them fwomen and nunorities|
m at the entry level the problem s makimg better use o ther poteninal at every
level espeaallyan nuddle-management and leadership posions™ €T homas,
[oag, po o

Managme diversity s as mtch a bottom-hne st as s a natter of -
tdes and behavior James B Preston. CEFO of Avon Products, Ing . speaks for
s peers when he states, " Fhis s not some tepe of benevolent acin iy onour
part There s self-mterest here™ s Thomas, 1091 To I the corporate as
well as i the acadenne work sctome, the successtul management of decerse
ciployees i drven by concerns for global awareness, the quahty revolution,
and the compentrve edoe A basic assumption s that the talents, <kils, and
perspeciives ot diverse mdmaduals bring to the workplace aie a key to meet -
g the Challenges of the tweniv-hirst centary JdPernandez, 199

The New, Diverse Team Players

o nosdouht casier to manage agronp ob mdinduals who share the same val-
we~ and belicls and i veneral, behave ana <anla fasluon than its to nan
aze @heterogencous aroup Nevertheless, tor colleges teoadhieve coals s
mnpertant to manage guabbied and talented mdividuals who are not the same
andwho do e necessany aspre o be the same: The newcomers to college
admimstanion may hold the same acadenie degrees and perhaps have had
sl professional expencices, but they mav also diess speaks tnnlcand
hebave ditferenthv than caclv otlier aned than thosc who lave heen i the <<
tenn a lone tine

Iothe past as=mohaen made the sl of manaeenent casier White
male-dommated corpo-aton e standards tor behavior i the workplace
and manaee s Lo s oot of endorome thew mdad o vess ad
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my those who met them best Those lew mdwiduals whose gender or cthime
values mfluenced ther behavior in ways that went agamst the gram were often
deemed less capable. This negative pereeption changed only b the noncon-
formusts were willing and able to put aside ther differences and behave hike
the dominant group. As many immgrants know. the process ol acenliuration
1> olten pandul, even when 1ts considered desirable ¢Thomas, 1991,

Some sull advocate a melting pot in which disunct ethme dentines are
borled down o one American puree, but given the changing demographics
ol our country, the shrinkmg work force, and the interdependence of ration:
asstilation 1s o longer pracucal o it can be argued. desirable The most sue-
cesslul orgamzations of today and tomorrow are clearly those that capitahize
on the vaned skills, talents, msights, and views ol their diverse employees
(Kanter, 1989, Janteson and O\Mara, 19oh

Radical Changes Are Needed

[apetts agree that 1l the Umited States 1s to meap the benehits ol its chiverse pop-
ulanon. it must provide @ work environment that recogmzes that mdnvrduals
are diferent and that diversiy s an advantage 1t s valued and cutuvated
rather than restricted damieson and O'Mara, 1991 Creatimg such an envi-
ronment 1 academie work setings 1s made difiealt by abureancrane culure
that rewards conformuty and imposes a structure that penghzes opeaness o
new tdeas, Aexibihiy, and cooperation. EPnion-management contracts and gov-
crnment-mandated personnel laws have contnbuted to mcreased rights for
wotkers but dalso to greater rgidity Clamieson and O Mara, 199 Communiiy
colleges that want o capitahize on wnd nurture diversiy m management wall
have 1o make radical changes m policies and pracicees, development programs.
and organization structure, among others Clearlys new management models
and eadership styles will be needed

The Corporate Model

Notsurprisimgly, some of these changes are ahieady ocourmmg m the busiess
world I response 1o competiive pressures, 4 new breed of exceutives 1s
hehaving noticeably ditferently than trachuonal burcaucrats 1o begin wath.

then are disrezarding the lierarcdical distincnions of title, task, and deputmens

Therr Tocus 1= on the collecnve talents of members of the group rather than en
the <Lalis o one mdiadeal Thoe Tmd that tshs e best accomphished by
e ol mdisdials who e the ot o do the gobs rceardless of then hack-
arontids o trles CKanter, Tosan

Hhese corporate Teaders seeland welcome diversits atall Tevels but espe
cedle i the management Tovel becaise they are asware that higher-qualiey
colnnons e Jound when ot of people viess probloms frome difterent per-
et e ospentteand sebos chamesercand DN 1991 Gondon oo




90 CHANGESG MANAGERIAL TMPERVINT -

Fhey concur with management guru Tom Peters that “the power of the team
15 50 great that it is often wise to violate appareni common sense and foree a
team structure on almost anything” (Peters, 1987, p. 364,

Fartunately, corporate restructuring s taking place when women and
nunoritics are entering the workplace n mereasimg numbers. The flexible
approaches, group orientauon, hinguisue skitls, and breultural perspectives ol
these groups are preaisely what corporate America needs to gain the conipet-
ive edge—and the most enhglhiened leaders know 1t

Strategies for Change in Community Colleges

In communuy colleges, as i nonacademic work sciings, the leadershap ol the
chiel execunve offieer s crucual to brimgimg about important changes. Thus, to
nuke tull use of the diverse skills of new managers. college presidents nust
articulate and communicate acclear viston of the goals they hope to achieve.
Fhese © adents must also have i place a plan of action that reflecis a per-
~onal commitment o the proposed chanees Then, they must make 1 happen,
Tos i this spint thae the following strategies are recommended

Insist on acdiverse poot ot quabibied candidaces for managenal positions: the
pool should mddude swomen. ethime and racad mimornues, wihare males, and
~o fort!

denuty and meanmgtally address ans incguities inlartes of men, wonen,
and nunorities who hold smular managenal posinons

Adopt pohiaies and proce ares thar movnuize mherent unfarness to certun
sroups dor example. evaluavon procedures based only on performance and
as measured by criteria agieed on by both evaluators and evaluees®,

Adopt flexable policies toaddre - tanuly needs vmacerne s parental, and care-
envertand Juld care,

Dissemunate mlormaton about demoaraphics of studenis. faculin, and stath and
report on the statgs of nnontes on campus

Fresent sennnars ad workshops on diversiny issues, such as worlk st e dilt-
ferences and ddterences mevalues, hohicts, and behasvior

Celebrate events that ae part of other peoples cultwe. wuch as nanonal hol-
davs and the brrthdays of promuent persons

Provide opportumties lor social events that hring together diverse sttt mem-
bers and then fanuhes

St the example of hehaviog mare as acollerane than as aboss chare infor-
nugtion and power. mentor, coadh, and delegaie?

Proside tramma i cross-cubtural conmuication <o tiat manas crs can come
mnntcate more cecovels with cach other, and give consticiinve and -
cal tecdback vo snboidinaes

ey ~cmnas and worlsheps onchow alfuians e acton and cqual emplos -
N oPPOTUNIY Provias work
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Encourage innovation by rewarding and implementing new wdeas regardless of
who offers them.

Minimize hierarchical structures by eliminating functional barrers (rigid job
descriptions and hines of authonty) and promoting the idea of managers as
failitators.

Get team members not to Tear change, and even to love 1t, by encouraging
openness Lo new ideas, trying new ways of performing tasks, and preparnng
for the unexpected.

Men and women with diverse backgrounds are mcreasingly entering the
ranks of communuty college management. They are becoming members of
deciston-makig, teams that are responsible for developing and achieving vitat
msttutional goats. Thew diverse talents, skills, and perspectives are particu-
larly welcome at a ume when national leaders are clamornng for accessible and
appropriate responses to fast-changing international. cconomic, and political
demands.

Leaders are quickly learning that building teams with players who are
unlike cach other, and who do not necessartly want to be like cach other. 15
not casy. Nevertheless. this task can be suceesstully accomphshed it cach leader
hecomes what Tom Peters savs all leaders must become a “lover of change and
preacher of vision and shared values™ (1985, p 53
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In a learning organization, elaborate structwres, chain of command,
and approving and authorizing arc unnecessary. Rather, power—
meaning the ability to make things happen~—is learned within each
part of the organization.

Leadership in the Learning
Organization

Margaret Gratlon

A TUe 1~ expenment The riore experiments vou make. the
beter
~—Ralph Waldo | mersen

Anvore paying attention to the current state of affairs m gevernment, polities,
cducation, busimess, religion, and even fannlies knows that we are experienc-
g aleadership ensis. Questions constdered simple m the past. such as “\Who's
m charge?™ “Where are we going? or “May 1 speak to the head of the house-
hold? ™ now may chiat complex disagreernents, even hostihity, rather than clear,
direct answers In the myvihical good old days, when Teadership supposedly
Hournshed. we did not need 1o struggle i scarch for feadership Leaders were
casily identifrable We knew the leaders were those who had titles, held pres-
tglous positions, possessed power and authority [eaders made the decisions,
We could ot nuss theny for often they carned or wore svmbols of therr leal-
ershipsuch as scepters m ther hands, stars on therr shoulders, ntres on therr
heads Feaders presided over things from farge, well-appomted offices They
were privy to speadt mtormation and speaal privileges They had other peo-
ple scrve themand give thens, prompthy, thimgs they wanted or needed Eead
¢~ appeared at the peak of the orgamzattonal pyraimd or e the top hox, front
and center.w the chassical organzattonal Chan

In commuminy colleges, feadersinp meant the chaneellor or president and
an eseautive cabimet acconntable 1o a board of trustees Bornout of postw.ar
opimusm andanto the muhrary-amdustoal complesecarhv community colleges
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were modeled on strong, wop-down lTeadership and classical-scientific man-
agement techmiques, tempered by something cailed collegiahity: Three genera-
tons later these influences are sull prevalent Yet nonons of leadership are
undergomg change. and old management technigues have become mereasigly
frustrauing.

The pereeived need tor good leaders 1s as strong as ever, yet many are dis-
couraged and even eynical about the state of leadership In recent Harris polls,
public perception of leadership is reported as appallingly lows wath 53 percent
of the adults i one survey expressing ahenation from those in leadership posi- -
ttons. Only 10 pereent expressed confidence in busimess leaders, and a mere
14 pereent trusted labor leaders (Oakley and Krug, 1991, p. 175)

Durng recent interviews for the selection of an academie vice president at
2 West Coast community college, a candidate asked committee members,
“What do you want your new vice president to he or to do?” One rephied, A
philosopher-king.” another said, “To walk on water,” and vet another noted,
“To bring viston to our reality.” Each of the comnuttee members 1s an experi-
enced academic manager, serving in an important leadership posion. Fach
knows well the challenge of feadership, vet, in a sense. cach asked the mpos-
aible of a tuture leader of ther own. Inherent in cach comment was a mix ol
frustraston with the status quo, an mphiat expression of powerlessness, and a
heliet that someone, not currently part of the system, could arnve and set it all
rght, even transtorm i, How would that happen? What techmques could this
remarkable individual bring to bear on the mstitution not now considered or
apphed by the present leaders? And why?

I lus 1990 study of management techmques mcommunity colleges, Dee-
ean (19921 asked 311 commumty college CEOs to report which management
techniques they were usig m the areas of planning. orgamizing, hudgeung,
Sattmg, and evaluanon Further, the CEOs were asked to mdicate whieh of the
management practices used they would rate as “very suceessful” (Deegan,
oo p. 270 The discrepancy between the number of technigues used and
the small number of echmques rated as “very sticeesstul™ was notiing shont
ol dhscouraging Atter a generation of stalf development programs, agendas fov
exeellence. and an explosion of hteratare on leadership as an art and manage-
ment as d saientfic diseipline . communtty college CFOs sull ate msuthaent
resources and disgruntled. mflesible sttt as thew greatest problems Somchow
this does not bode well tor the tuture of commuy colleges orany other orga-
mzanon caueht i strugete with dimshmg iseal resourees and allegedly
unvicldimg human spint

Leadership: A State of Mind

W heth 1 we admit itor not many of ot notiens ot laadership are heavly
donmmated by pover and profe monts The one w ho contiols and disttbutes
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the resources o result i maximum return is given deference as a leader,
although the techniques employed may be purely managenat. The controller
of resources invanably inherits the power to control and shape the environ-
ment, while subordmates, those not in control, comply with this sometimies
madvertent lorm of leadership. Consequently, in thinkimyg about leadership as
power and profit-making, we may ofien overlook extraordmary feats of human
achievement through c¢ffecuive leadership pracuces m o the arts (stage. film,
must, dance), education in the classroom, and athleties. In these spheres. indi-
vidual and ensemble achievements reflect the power of artistic directors, each-
ers. and coaches to ap mto real talent and let it flourish.

Recently Lasked a fnend what qualities he would want in a leader. This
friend is the head of an academic department and has a lustory of successful
coaching and athletic accomphshments 1 kiew his answer would be based on
solid personat expertence as a team member and a follower, as vell as being a
Jeader. He. mdeed. had a ready response, honed trom half a hfeume of athletic
competiion, of surviving, workmg, and managing in small and large struc-
tured systems “Siceriy,” he said, somceone who s genwme and genuimely
cares. sSomieone who has knowledge and expertise, and. finally, there must he
integrity A leader must be soncone vou can trust.” The directness of his
answer and its Lack of inaceessible or complex notions was both reassurimg and
disatmme It was reassurmg o hear the espousal of tradinonal and fanular
leadership charactensties, o was disarnung, to think that, given these valued
characteristies, why do so many pereerve current leadership as meltective?
Could 1t be thar the way we perstst i thinking about leadership and the actual
roquitements of contemporary leadership are no longer congruent?

Lasked anactor how a pood director s a good leader. The actor spoke ol
trast and how askallful divector has a coherent concept that can he expressed
to others The director both teaches and coaches the individual actor and the
actthg enscible Fmally: the actor recalled a particularly eticctive director who,
when anactor was blocked and when repeated attempts atan apparently log-
wal dramate techmque had taled, would suggest trving an oppostie technigque.
Stepping apart fron the predictable and presertbed, the actors found freedom
for creative expression, risk takimg, and professional learnmg Pecause ihe

director encouraged the actors” creativity and then ensured satety and support

w the process, the actors grew and pro.tuctions were nich with the best results
of expermentation The power of this example s that the director did not diec-
tate, control, or threaten but Jid assume that the actor Tud the capability 1o do
somwethnmg creative and then directed on that hasis

Purmg the 1980 management and leadershup bool < flovnsbicd expound
g evervthmg from Lao prinaples rendered m Poolv Bear lingzuage., to the evo
lition of stratere planmnme, to the current phicnomenen of ot quahty
management o contmuoeus mproveinent What did oot zet properly ques
noned m s onslanght of orgaomzational “sell-help was the fundamenal
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assumptions on which notions of leadership and management are founded.
Betore any change can occur, before we can fnd effective leaders now or for
the twenty-hirst century, we need to examine how we think about organiza-
tions and how we think about leaders, people, and work Our personal man-
agement style (MSY will persist in predictably frustraung practices. unul we
free ourselves to think in ways that are congruent with the natuve of people
using and working in our organtzations,

One of the most striikingly persistent behefs about leadership s that a
leader 1s one who does something to us or for us This opinton can result m
weahzation of the leader and quickly converts o disillusionment. even cyni-
asm. when the leader fatls to deliver. The beliel that the leader acts on us s
rooted m an assumed passivity on the part of tollowers. 1t means that the
leader is a discrete powerful individual charged with bringmg everything and
evervone along Others do as the leader deades and, unless so charged. remain
dependent and passive. In sprte of an era of empowerment theories and tech-
niques for “empowered managers” (Block, 1989Y. the persistence of passivity
and dependence 1s rampant. Followers still want 1o know what leaders will do
for them—possible Teaders bang classroom instructors, deans, presidents,
labor leaders. elected officials, heads of state. or the char of any commitee

By the same token. leaders who believe that they must do everything for
others and control all events casily grow discouraged with impaossible situa-
tions. They may never understand that their overwrought sense of responsi-
Mility and need for control s rooted i basic assumptions that therr followers
are mcapable, unprepared. and unable to mate action without the directives
of leadership They may never understand that ther so-called followers behave
prssively because they are viewed as followers and helieve themselves to be
lacking opportunity or competence formmatve.

In a sense, our traditional ways of thinking about leadership are almost
pamfully simphstic. We define leadership by deseribing quahues the leader
ought to possess By the same token. we typically detine management by com-
piling lsts of management technigues o mplemeni. This kind of diserete unit
thmking cuts statt off from thinking deeply about the complexity of relation-
Ships, dvnamies, and interplay that results i buman accomplishment. Lead-
ership does not oceur meavacuam. As an abstraction s merely a mind game.
Feadersinp occurs i tme, space. settmg, and relatonships wath other people
s wrounded n thought. acton. and mteractiion. 1t s born out of tundamen-
tal assumptions and behiefs about the purpose of life. the nature of human
hemgs. the signthcance of owrselves as mdividuals merelagon to others and the
wotld we hve e Feaderstip ierally s acstate of beng. astate of nund.away
of thinkmy that translates to hehaviors that produce destred vesults Feader-
ship discusstons focus endlessly on ohserved hehaviors without consuderg,
the state of nund. behiet svstems and mental madels that dive feadershipand
nunagenient behavior
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Controlling and Learning Organizations

Recently T worked with my students in an orgamzational systems and devel-
opment class to design an “orgamzation continuum.” We built a hnear scale of
organization models, indicating the style of leadership required. We consid-
ered ways in which the orgamzational structure and leadership sivle reflected
fundamental assumptions about the mdividual. the worker. the human mem-
hers of the organizational systen.

We began with organizanon by donination characienized by subordina-
tion, conscription, brute foree, and use ol fear. We labeled it the Egyptian Pyra-
md madel In such a system, leadership assumes that the individual s not an
mdividual but a mere tool, ameans to an end, valued only for physical strength
and stamma. We went on to orgamzation by classical management, the Prus-
stan Army model. The mdwvidual s again not valued - an mdividual, but as
part of an orderly whole. Leaderships charge 1s to mamtain order through
unity and hine of command. Harmony and order are achieved by obedience
and ngorous disaipline Next was Fredenck Tayiors model of scientific man-
agement, which emphasizes the mdividual as an cconomie umit. Apphication
of scientific principles to selection of workers, design and flow of work, and
nme and moton studies results in productivity and profit

The students worked right on through orgamzaton by burcaucracy, where
the indhvidual is valued as a functionary, and performance s governed by stan-
dardized roles and exammanons: They advanced to the Country Club madel,
orgamzation by human relanons Enter the mdividual at last, valued for lus or
her own sake This tanihar model assumes the tmith of Maslow's hierarchy of
needs and democratic principles. and i warmly embraces human potental.
The class charged onward to organization by systems, which assumes the mdi-
vidual to be selt-regulatory as well as mterdependent and mterrelated within
an open system environment. Finally, they concluded the contimmuum with the
learning organization. which assumes the individual 1o he capable of transtor-
mation, peak performance. and synergistic relationships. Some referred o this
as the “harmonie convergenee” model,

While the students had lun moworkimg with the contimuum, they also saw
an evolution in organizatonal, management, and leadership thimking But,
wost mportantly, they saw how assumpoions abowt the mdwidual and the
nature of work drve Teadership musdeis as well as orgamzational structures In

<the dhallengng par-ut ol etlecns e Leadlership we should ask not What should
Fdo? but What do o thanl What should T think and how should Tthink® In
loakmg at the orgamzation -maageement-leadership contmuuny, the reason we
ae having dithiculny wath Teadership becomes dlears The contnuun reveals
how, unal very recently: Teadership was hierarchical, controlhng, authortta -
1. centrahized, and based onca parely pragnate view of the mdividual In
turn. the mdivadual - sistmg wachim the orgamzation was expected 1o follow

QuJ
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orders, obey rules, and perform productively for profit making or efficiently
for the sake of order. The mherent assumption was that people could not man-
age themselves, might make nmstakes it not controlled. and did not have sul-
ficient ability or perspective to think for themselves or for the well-being of the
organization. These assumptions contmue today:

Most of us have been exposed, in varving degrees. 1o these leadership
characiensues and assumptions. Through soclalization in orgamzations, we
carry vestiges of domination, a desire for control and for others to do our bid-
dimg, In some cases, it is more than vestiges. Presidents and deans oceupy lead-
crship positions who were specthicalty tramed m icadership by rank and who
assuine that those Tower m rank are less competent. Tight control of people.
cvents, and resowrees 1s cquated with etfectiveness.

And, fmally, many of us have had our own sense of self-worth challenged
through structures of dominaton includimg family, schoaol, church, mihiary,
the workplace. and orgamizanional systems. The patniaechal cornerstones of
Western civilization are based on the need tor an appointed hero to redeem
the helpless and hapless masses. Cultural assumptions run deep and produce
A peaer-over” consciousness of control, regulation, and  compliance
oStarhawk, 1989 p. 149, As powertul and endunng as this consciousness s, 1t
no longer 1s cllectuve in the late twenueth century, We have watched major
poittical structures and systems of control crumble. from corporations to polit-
1al regimies. Yet, are we really thinking in new wavs about leadership., systems,
and organizations? Thinkmg results in atitudes, behavior, and action. Quute
sply, if we want ditferent results we must develop a new kind of mmd
(Lynch and Kordis, 1988, p. 21 and new ways of scemg things.

Dramanc shitts i thinkmg about leadership and cHective orgamzations
have been evolving for at least twenty vears Durig this tme. nothing can
match the impact of the work of W Edwards Deming and s quahity revolu-
non (Gabor, 1990Y, Whether or not one agrees with Demings views ol qual-
iy, process analysis, and customer dehght, s thinkmg s changing how LS.
organiziations operate and what leadership means. Undornunately, Demmgs tun-
damental views, his breakthrough assumptions about how huwman effort con-
unually improves, often get lostin oversimphihied, trendy, hyped versions ol
how to get better, be better, and make more money fast froneallve acbody ol
thought that the Nike Company distiled to - There 1s no tish hine™ still ehets
responses like, ~ Total quahty management s st e, bue Fawant something to
pive me results nght now ™ Onee agan. those i charge are lookmg lor a laun-
div st of discrete things to dos which wall tesult mammediate change thae wall,
m i produce asense ol contral Thisas, quae siaplys feadership and man-
agement at s most shallow level The new assumptions. the new ways of
thimkig may get lost i the locus en <Jv rt-term action rather than thimking,
about the prmaples and the relanonshinps that will shape aciion

101 a challonge o rethimk orgamzational processes based on systeis the -
ary o vanation prncples 10s achallonge v nnderstand the nnduplier efleat
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of unhappy staff and incompetent work or, conversely, well-trained staff and
satisfied clients. What does it mean to develop a wllgges core competencies,
to believe in the strength of the “intrinsic motivation™ of all people? How do
we come face to face with the presence of anxiety in our organizations? Why
might we give lip service to eliminating anxiety and still subtly cultivate wt as
a means of control? Do we still believe in fear as a motivator and, if so, on what
assumptions is that based? What is the relationship of fear and impaired per-
formance? How do leaders and managers cease working as discrete units and
begin to see themselves as part of an interdependent system, in charge of lean-
ing—their own learning and the learning of all who work with them? How do
lcaders assimilate the principle that if learning is continuons, change and
improvement will be continuous also? Nothing will ever be frozen in time or
space. The preeess witl always be “in process.” The Deming principles ask lead-
ers and managers to stop counting and begin thinking. Begin thinking about
the processes, the relationships, the cause and cffect systems, the envisioned
and desired outcomes of which numerical quality may be only one of many
significant variations.

The total guality management and continuous improvement movement is
now hecoming institutionalized in the United States. Any day of the week one
nay choose from an array of seminars and workshops that will teach how to
do it in aweekend or cight hours or less. The movement is popularized. Art-
cles and literature abound. Some major corporations have done the deep
thinking and have patiently and persistently worked through changes in
assumptions, actions, and outcomes. Whether the tag TQM survives or not.
the popularity of the movement is changing onr thinking about leadership and
control. In some cases, it may be inadvertent, almost by osmosis. In other
cases, change is occurring from continuous thinking and experimentation.
Aud, finally, new vouces are emerging to carry the new thought processes to the
next level of understanding,

Leadership as Learning and Continuous Improvement

The continuous improvenient paradigm is rooted in a total and vigorous orga-
nizational commitment to training, cducation, and self-improvement. At a
more conceptual level, it requires that questioning, thinking, and innovating
be as essential to the organization as breathing. Practitioners interested in con-
tinuous improvement must ask, How is this to be done? A powerful design for
creating and nurturing an environment for learning throughout an organiza-
ton 15 offered by Peter Senge in The Fifth Discipline: The Art and Practice of the
Learning Organization. Senge (1990) defines the Iearning organization as one
that is “continually expanding its capacity to create its future™ (p. 14). This
notion gocs beyond simple improvement and brings thinking to a creative
level. The underlying leadership assumption is that staff long 1o learn and
need to learn to generate initiative. Adaptive learning allows one to survive.
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Generative learning. involving ideas, experime.cation, innovation, and initia-
tive, leads 1o creation of a learning culture in th: organization.

Applied to leadership and management, these assumptions move us away
from traditional top-down management, from unquestioning adherence to pol-
icy, regulations. and structures, from controlling, competing, and counting.
Every aspect of Senges "metanoic” (shift of the mind) organization (p. 12) is
rooted in learning, from developing a system’s view, to cultivating personal
mastery, to guestioning and rethinking assumptions. to having a shared vision,
toter  'earning. In such an environment there is no need for a philosopher
king, racle worker, a messianic personality. There is no need for elaborate
structwy  chain of command, and approving and authorizing. There is no
sense of the  rd empowerment as something one does 1o another. Rather,
power. meaning the “ability to make things happen ™ is learned within cach
part of the organization Each part of the organization continually learns of the
interrelatedness of parts and how the organizauon can be strengthened. Aca-
demic departments learn of their importance to the whole organization and
other academie departments. Service units learn about their relationship to
academe departments and how toge her they help the organizauoen achieve its
goals.

The assumption that learning 1s at the heart of continuous improvement
and that fearning creates the future dramaucally changes prevailing beliefs
about leadership in community colleges. In a learning arganization, eflective
leadership may emerge anywhere true fearning 1s taking place. Leadership
oceurs where there is competence and innovation. Leadership is the abiluy to
coach, teach, and interpret reality with others as they learn. Leadership may
be conunually shifting and changing as learning oceurs. It ceases being exclu-
sive, authoritative, or untouchable. Leadership is learned and carned, not
assumed. ts power becomes “power-with™ (working m partnership with oth-
ers) and “power-within™ (personal competence).

For the jaded among us, who crmge at the thought of one more discus-
ston of leadership or who are scarred from past, unhappy experiments, this
may all scem hopelessty idealistic. Nevertheless, major organizations are using
these learning principles. such as Royal Dutch Shell, Hanover Insurance, and
Kyocera (Senge. 1990, p. 140), Flonda Light and Power, Federal Express,
Motoroia, and Glove Metallurgical (Bowles and Hammond, 1001).

Let us revisit Deegan’s survey of community college CEQs and the use of
management techniques. Absent front the list of items was any reference to sys-
tems thinking or organizational learning. One ray of insight was related o staff
development. Of these community college CEOs who had set vp full-time

rices for professional development, 60 percent found the results to be very
—wceessful, but relatively few (12 pereent) had miade such a move. In light of
v and emerging organizational, leadership. and management thinking, Dee-
gans survey items, based on control through planning, organizing, budgeting,
stafting, and evaluation, were woefully inadequate. The responses reflected sta-
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tus guo notions about management and leadership. All of the management
techniques were treated as discrete factors. No technique addressed systems
thinking or cultivation of organizational learning.

Our community colleges, as centers of learning, cannot fail to be less than
learning organizations themselves. The assumptions about product, client
delight, continuous improvement——assumptions about learning as central to
creation of the future—will change teaching and leamning throughout the insti-
tution, in and out of the classroom. The American Association of Community
Colleges’ policy for institutional effectiveness, developed by the National Con-
sortium for Institutional Effectiveness and Student Success, articulates a
national vision for community colleges related to systems thinking and orga-
nizational learning ("AACC Policy Statement,” 1992, This is an important doc-
ument, but making the move from words on paper to a transformed
organization is o long, arduous trip. It will require that elusive quality of lead-
ership for all who ke the journey.

\We might return to the thoughts of the athlete and the actor, for they
expressed similar notions in different ways. The athlete spoke of genuine ca-
ing. That is a passionate concern for the human spirit and commitment to cul-
tivating what is good. He spoke of expertise. which is leadership grounded in
learning. competence, and conunuous improvement. Finally, he talked of
integrity, congruency of thought, word, behavior, and action—the foundation
of trust. The actor also spoke of trust as fundamental. He described the direc-
tor teaching, coaching, and being able to express a creative coneept for and
with the acting ensemble. s this not shared vision, team learning, and mas-
tery? The actor spoke respectfully of the director who assumed the creative
competence of the actor, asked the actor to risk, and then honored and made
safe the creative experiment.

All of these charactenstics are familiar and continue to endure as desired
leadership qualities. But in the comnrunity college as a learning organization,
these valued qualities cannot be the exclusive realm of a small group of exec-
wtive managers. These are qualities desired for instructors and staff in order to
flourish, literally to grow in abundance. Leadership is a state of mind that
assumes learning is essential and that the future is created by living through
complexity with competency and vision.

Tomorrow’s Leaders in Community Colleges

There is no lack ef leaders in community colleges; rather, we seem to be on a
singular and narrow road looking for a Wizard of Oz to give us soniething we
already have. Perhaps the current eynicism toward leadership reflects a frus-
tration with ourselves and our own inclinatiors toward passivity—our mis-
placed hope that someone else will give us what we think we need.

In tomorrow’s community colleges, the individual—that 1s, cach of us—
is assumed to be an agent of transformation. Implicit in this assumption is the

&9
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commitment so valued by the athlete and the actor to learnmg processes and
to creativity. The implications for leadership are not casy. They are, in fact,
demanding.

Argyris has written about the dark side of the leaming imperative—that
organizational inquiry and development can be threatening. Typically, stalf are
not rewarded for asking tough questions, identifying complex problems. or
pointing out dysfunctional processes or relationships. It is not good form to
appear uncertain or ignorant. So organizations persist in, as Senge put it,
“skilled incompetence™ or “organizational disability” (Argyris, 1970, p. 25).

Argyriss theories of learning provide an excellent road map for self-renew-
ing leadership. Fundamental to learning is information freely available and
processcd. When iformation is accessible, processed, and applied, decision
making is demystified. Issues do not have to be sent off for consideration by
power figures far from the locus of action. The sphere of control and influence
broadens to include instructors. stafl, and students. Those currently in leader-
ship positions have the capability to open up information processes and pro-
vide training and development for staff in the use of information for
organizational improventent. Through learning based on good mformation,
those currently m leadership positions can let go of the burden of contral. They
can extend it to others, who also through learning can make informed choiees
about work processes and how things fit together. A commitment to learning
can huild collective understanding and a sense of purpose. Learning con-
tributes to self-confidence, competence, and informed communications. Loarn-
ing can mprove trust, keeping in mind that tack of trust invariably is rooted
in poor information or poor processing of information.

senge (19907 speaks of the “quict design work of leadership.” It is, per-
haps, an answer for those who wonder where to begin. One begins to rethink
leadership first by choosing to change, to rethink old assumptions, to ques-
tion. What are we doing? Who is doing 12 Why are we doing it? How are we
doing? How can we do it better? How are we all connected? Then the design
of leadership. the design of the system, emerges answer by answer, step by
step. choice by choice. Each person learns: each unit learns; the organization
learns. Learnming is a developmental process, and Iecadership emerges oul of it.
This 1s a major shift from the tradition of [eadership, derived from title and
office. issumng top-down directives to be followed without question, withont
th nking. The "quict design of leadership™ assumes that staff desire to learn and
theive on learning, and through learming they can shape their own destiny.

What does this mean for leadership in owr community colleges? It means
cultivating a system’s view of our colleges and understanding the inner-con-
nectedness of all processes; designing a free flow of information, readily avail-
able and understandable for informed decision making and perepective;
comnutting to learning as a “constant” in the system and ensuring full support
for contmual learning and development; understandimg that fearning 1s devel-
opmental and requires design, planning, time, support, paticnce, and persis-
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tenee. It means acting on the fact that vision, planning, total quality manage-
ment, and mstitwtional cffectiveness cannot work by leadership edict, by ju.
being written down or talked about. Each must be learned and lived. It means
embracing organizational learning so leadership will be a responsibility shared
by all members based on understanding, competence, and creativity: Leaders
must accept the risks of candor, shared responsibility, and trust, honoring cach
persons intrinsic power to learn to contribute and create the future.

How doc’, this happen in community colleges?

Sull we might ask, Who begins the task of redesigning leadership in the
learning organization? What is the first step? Nothing happens unless some-
one inside or owtside the organization acts to make it happen. The challenge
to start the work of a new leadership imperative lies with current leaders—
those who presently serve as our college presidents, deans, department chairs.
As leaders they are expected to know what ta do next. They must ask the right
questions, rethink old assumptions, and begin the experiments of change.
They must start the learning process that will weave 1ts way through the entire
organization, connecting individuals, processes, outcomes. 1f done with pas-
sion and persistence, our community colleges will become learning organiza-
tions based on genuine caring, competence, and continuous improvement.

Finally, aur colleges will be true organizational models of the spirit of
leaming—the very purpose for which they exist.
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An annotated bibliography is provided on various aspects of the
changing face of management within the community college,
including information on adapting to change, changing roles with
administrative structures, and the appearance of new playeis in
administrative activities.

Sources and Information:

The Dynamics of Change

in Managerial Responsibilities
and Roles

David Deckelbaum

Managing and providing leadership in today’s community colleges require a
leader to personally embrace change and promote an aceeptance of change in
others The successtul administration of a community college may nvolve new
madels of governance, enlarged roles for some players, the inclusion of stake-
holders previously unrepresented or underrepresented. and a host of problems
caused by shifting demographics, changing cducational and socictal needs, and
an cra of financial instability:

This chapter presents citations that reflect the current ERIC literature on
issucs that surround the management and administration of community col-
leges. Most ERIC documents (references with “ED” numbers) can be vicwed
on microfiche at approximately 900 libraries worldwide. In addition, most
documents may be ordered on microfiche or in paper copy from the ERIC
Document Reproduction Service (EDRS) at (800) 443-ERIC.

Adapting to Change

These materials demonstrate the need 1o view change from many perspectives
and to understand that the change process involves the enuire institution and
all of its constituents.

Baker, G. A. 11, and others. Cultwral Leadership: Inside Amenca’s Community Col-
leges. Washington. D.C.: American Association of Community and Junior Col-

leges, 1992, 71 pp. (ED 350 049). Available from the American Association

NEW DIRECTIONS FOR COMMUSTIY COTEGES, no B4 Wanter 1993 © Jossey-Bass Publishers 105
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of Community and Junior Colleges (AAC]Q), Publications Sales, PO. Box
1737, Sahshury, MD 21802 ($27.50; $23 for AACJC members).

Contending that the relationship between leadership and the creation and

management of institutional culture is critical to the future success of com-
munity colleges, this volume explores theory, research, and practice associated
with this perspective. The following chapters are provided: (1) “Creative Cul-
tures: Toward a New Paradigm” by George A. Baker 111, (2) "Community Col-
lege Climate: The Signature of a Movement™ by George A. Baker 111, (3)
“Crealing, 1ana§,mg, and Transforming Community College Culture: Presi-
dennal Perspectives™ by Charlotte Bl},guslaff (1) "Culture and Communica-
tion” by Tessa Martinez Tagle, (5) "Empowering the Leadership Team™ by Mary
Ann Roe, (6 “Instructional Leadership: Building a Culture of Excellence in the
Teaching-Learning Community”™ by Rosemary Gillett-Karam and Eli Pena, (7)
“An Organizational Calture Consciously Shaped to Foster Creativity and Inno-
vation™ by Michele Nelson, (8) "Cultural Leadership: The Founder™ by Phyllis
Barber, (9) “Cultural Leadership: The Successor™ by Phyllis Barber, (10) “Cul-
ture, Leadership, and Organizational Systems”™ by G. Allan Clark, and (1)
“The Future of the Community College in Evolution: Approaches to Analysis
of Organizational Culture and Functioning™ by George A, Baker 1 A 286-item
bibliography is included.

Dance, T. "Leadership & Spirit: Rejuvenating an Organization from the Bot-

tom Up.” Paper presented at the annual conference of the Association of Cana-
dian Community Colleges, Winnipeg, Manitoba, Canada, May 1991. 43 pp.
(ED 332 736)

Using a case study that decuments the ereation of the Access and Program
Development Division at George Brown College. a large urban community col-
lege in Ontario. Canada, this paper explores the nature of feadership in edu-
cational management. Introductory material argues that leadership
management <hould be defined as a performing art rather than a science. Next,
a four-page litecature review examines the trend away from a structured. goal-
directed approach to management toward a more spmlual self-reflective one
and contrasts works on traditional and nontraditional approaclies to leader-
ship. The case study 1s then presented in the following sections: (1) The
Parable of the Seeds, or the Story of the Access Division: (2) Aceess Div-
iston—History and Achievements, reporting quantifiable indicators of success,
academic upgrading, services for the hearing impaired and special needs stu-
dents, and community outreach; (3) tables examining the Access Division’s
structure and achievements from 1989 1o 1991 () an analysis of the case
study, using a framewark that focuses on stracture, people. politics, and sym-
bols/spirit; and (3) a conclusion, underscoring the importance of the leaders
ability to view the organization through multiple lenses. Attachments include
“One Leaders Creed for the Workplace,” twenty references, and an informa-
tion flyer on the Access Division.
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Gilley, J. W Thinking About American ! ligher Education: The 1990s and Beyond.
New York: Macmillan, 1991, 214 pp. (ED 331 401). Avalable from Macnul-
lan Publishing Company, 866 Third Ave., New York, NY 10022 ($27.95).

This boolk explores three major imperatives of American higher education
in the decades ahead. Fivst, colleges and universities will be required to
respond to six critical challenges: minority participation, financing quality edu-
cation, replacing quality faculty. affordability, institutional ethics, and national
competitiveness. Second, strong leadership will be required at both the insti-
tutional and state government levels. Third, the impact of changing regional
cconomices will transform institwtions located in burgeoning metropolitan arcas
and foster new forms of higher education. Seventeen chapters address these
and other issues, including the community college perspective din a chapter
by George B. Vaughan?, leadership of governors versus college presidents, ULS.
higher education as a managerial model, multicampus governing boards, coor-
dimating boards and the politicization of LS, higher education, new ways of
serving hypergrowth regions (in a < apter by Edward L. Delaney and Donald
M. Norris), and the distributed university. An appendix reports on a 1988-89
survey of 148 college and university presidents, governors, and others tha
dentified respondents” opinions on important issues. trends, challenges. and
troubling paitemns. References are provided for cach chapter.

Messina, R Cooand Fagans, A. C. " Assessment: Whats the Next Step? A Model
for Institutional Improvement.” Paper presented it the Annual Swmer [nsti-
e on Communiuy College Effectiveness and Student Success, Vail, Colo.,

June 21=2+4, 1992, 14 pp (ED 348 118)

Institutional change requires that “restraining” forces (those forees resist-
mg change) be mimmized and “driving” forces (those forces moving in the
direction of change) be maxinuzed Lasting change mvolves broad-based staff
participation in the change process: this requires the establishment of multi-
ple feedback levels or linkages. The institutional change model adapted by
Burlington County College (BCC) in Pemiberton. New Jersey 1s hased on exten-
sive feedback providing “mformational linkages™ necessary for change. The
model has three components: (1) the “improvement area,” consisting of the
1ssues and structures in need of change identificd through outconies assess-
ment procedures; (2) “institutional culture,” includimg those aspecis of Tead-
crship, governance, chimate, faculty professionalism, external regulations,
funding, cnrollment, community, and the assessment structure that affect the
specitic improvement areas identified: and (3 “results of the change process,”
including changes m goals, objectives, and assessment methods that have
resulted from the implementation of new procedures, policies, and curricu-
lw. Inan effort to mininuze the restraining forees and maximize the driving
forces affecting efforts to bring about change within the Basie Skills Program
(BSPY at BCC, several acuvities were undertaken. Data on state-mandated
assessiment were presented at the first semester faculty meeting. Task forces

14
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were convened to analyze the BSP, and informal discussion groups were held.
A basic skills handhook was created, a review of the reading program was
scheduled, and special support was provided for faculty involved m com-
puter/video instruction.

Changing Roles

Institutional restructuring and new models of governance provide an envi-
ronment that fosters a continual reevaluation of leadership roles within admin-
istrative structures.

Parsons, M. H. Fnhancing Teaching—L.carning Environments: A Change Manage-
ment Strategy. Hagerstown, Md.: Hagerstown Junior College, 1991, 9 pp. (ED
333 920)

The 1990s may well be charactenzed as the decade of renewal. For com-
munity colleges, the process of renewal will ental refocusing the mission and
redefining the culture of two-year institutions as part of a nationwide attempt
to restructure our approach to higher education. But is it possible to modily
hoth college mission and culture? Since change has become the hallmark of
contemporary soctety, we have the unenviable task of managing the process or
heing overwhelmed by it. Managing change in this period of restructuring

should begin with an examination ol organizational values. Vatues claribication,
in turn, starts with a review of insututional purpose. An assessment of purpose
allows all groups within an mstitwtion to develop insights regarding ganiza-
tional hehefs; onentation toward clients; treatment of human, fiscal, and phys-
ical assets; and salience of mission. The assessment process, which should
include a review of college practices that affect the teaching=learning environ-
ment, supports the institutional community in redesigning and reordering the
processes, procedures, and systems that comprise culture. Once the redetini-
ton ol orgamzational purposce is established, cutture will reform itsell around
the redefined purpose. The new system evolves by establishing a shared vision
of the future Researchers suggest that il institutional values are clear, shared,
and alfirmed in aciion, personncel are hkely to trust the organizaton and work
to tmplement its stated purposes.

The Top Ten Issues Facing Americas Community Colleges. 1991 Edition Warren,
Mich.: Macomb Community College, Institute for Future Studies, 1991, 28
pp. (ED 327 248)

This paper, designed to denufy and describe the key challenges facing
community colleges as a result of major changes in the social, ecconomic, and
demographic makeup of students and service areas, contomes information
gathered from two national environmental scanning groups, a review of the
literature, and input from educational professionals. The ten community col-
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lege 1ssues discussed are as {ollows: (1Y increasingly diverse service arcas and
student populations; (2) growing numbers of academically underprepared
students; (3 an unclear workforee agenda for the information age: (4 the
need to ensure and provide evidenee of istitutional effectiveness: (5 the
need to improve college governance by developing boards of trustees that
have vision and purpose and are goal-driven, unified, supported by mspired
leadership, and politically astute: (6 the need to promote organizational well-
ness through environmental scanning, broadened redetinition »f college pur-
posc, cmphasis on guality, and concern for employee and public opmions:
(7 an impendimg faculty shortage and the aging of the existing faculty; (8)
the need for a resurgence of campus collegiality; (9 the impact of external
forces, including business people, lay citizens, and legislators, on college gov-
crnance and decision making, and (10Y the role of ethics in institutional man-
agement and curriculum. Each topic section concludes with a scres of
specific questions o initiate further discusston.

Vaughan, G. B Leadership m Transition: The Community College Presicdency.
Washington, D.C.: American Association of Community and Junior <olleges,
and Amernican Council on Fducation, 1980, 146 pp. (ED 311 960). Available
fram American Counctl on Educanon/Macmillan Publishing Compiany, Front
and Brown streets, Riverside, NJ 08075 ($29.05).

Stemming from the authors personal experiences, mterviews, rescarch,
and needs expressed by mdividuals in the community college field, this book
examines ssues currently facing community college presidents and argues for
a change n leadership to meet the needs of a new era m higher education.
Chapter one briefly describes the role of the foundimg presidents of commu-
nity colleges in tostering growth during the 1960s and carly 1970s, arguing
that the current community college presidency lacks a comparable focus. Afier
chapter two discusses the role of the president as educational leader, chapter
three suggests that presidents place agreater distance between themselves and
their varous constituencies by delegating authority and extricating themselves
from mundane campus activitics. Chapter four addresses the question of the
appropriate length of tenure for a college president, providing atentatve hist
of signs that indicate a president has been in office too long. Chapters tive and
aix draw from survey data to consider the spectal problems and advantages
faced by women, African-American, and Hispanie presidents Using mforma-
ton from a national survey of current deans of instruction, chapter seven com-
pares the characteristics of current and past presidents with those who will be
presidents in the fature. Fmally, chapter eight offers pracucal advice for those
who make the community college presidency their career goal, including a list
of suggestions for sceking the office.

Wirth, P L. Shared Governance: Pronuses and Penils. Marysville, Calif: Yuba
Communuty College Distriet, 1991, 10 pp. (ED 331 568)
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Shared governance in the community college district has botly advantages
and disadvantages. The three “perils™ of implementing shared governance are
that the process is dufficult, lengthy, and sometimes tedious; that responsibility
for decisions and actions must somchow be maintained; and that an appropri-
ate role for faculty, staff, and administrators must be established and recognized
by all participating individuals. Reaching a consensus in deciston-making
requires that all parties be adequately informed of the issues. However, dis-
seminating such information is not always conducive to effective management
In addition, teaching and learning may become secondary priorities as repre-
sentatives are away from waork or the classroom. Finally, special interest groups
may try to misuse the power of shared governance to forward therr own agen-
das, rather than working for the good of the district. While clear perils exist,
shared governance pronuses many vewards, including the empowerment of
participants, development of collegial relationships for an improved college
envitonment, greater understanding among employees at all fevels about the
issues facing their community colleges, and improved communication, The
participants i shared governance decisions are move likely to support policies

hat they have had a role in forming and are more likely 1o talke personal
responsibility for the outcomes of such decisions. As representatives in the
group decision-making process report hick to constituents, collegewide com-
muiication and understanding, is greatly enhanced, improving the overall col-
lege environnient.

«-

New Players

Faculty, staff, and students are now participating i the governance ol nuany
institwtions. This involvement includes membership on committees and task
forces dealing with all aspects of community college hife.

Franklin, H. D.. Burgos-Sasscer, R, Kessel, B., and Mack, ] “Faculy teader-
ship: A Dynamic, Potent Foree for Comprehensive Institutional Development.”
Paper presented at Leadership 2000, the annual conference on leadership
development of the League for Innovation in the Community College, Chicago,
I, July 710, 1991, 14 pp. (ED 344 629

Responding to the crisis in leadership at community colleges, scholars and
practitioners alike have called for a new style of leadership capable of adapt-
ing and responding casily to an uncertain political and social climate. Although
community colleges are rooted historically in a hierarchical leadership mode,
there seems 1o be bread consensus ioday that collective leadership is more
cffective. In specific cases. faculty at community colleges have identified hicr-
archical leadership structures at their institutions as ineffectual and in need of
change. However, despite the fact that community college faculty are uniquely
qualified for and desire leadership roles in a collective model, divisions
hetween the faculty and the administration restrict their leadership potential.
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Inttiating a participatory leadership model requires new approaches and
mvolves various steps, mcluding the following: (1) building trust in a collee-
tve model, and between the vanous constituencies represented in such a
model; (2 developing methods Tor mformatnion sharing between faculty,
administrators, and boards of trustees: (3) lorging dynamic interactions
between the two coexisting lines of adnunistration and decision-making (that
1s, managenent and academic) enabhng primary members of cach group to
cross-participate: (9 preserving faculty development in the face of budget
problems by providing resourees to enhance professional growthin specitic
dhsciplines, general educanon, and management; (5) utilizing technology to
“create” tme for faculty and admmistrators to engage in collective Teadership
ctlorts; and (6) nstituting conerete systems of recognition and reward tor fae-
ulty mvolvement. This paper imcludes seventeen references.

Nusshaum, 1. ], Cordero. W ], and Hake, | L. Fncouraging Creater Student
Partapation in Governanee. Sacramento, Calif.: Calitornia Commumty Colleges,
Othee of the Chaneellor, 1990, 21 pp. (KD 322 959)

[ response to legislative mandate, three proposals were developed for
encouraging student participation in the governance ol Californu’s commu-
nity colleges and establishing a minimuwu standard regulation tor local proce-
dures. The proposals intend to improve accountability, aceess to governance
mechanisms. the quality and eftectiveness of representation, and communicit-
non and coordmation. They are designed to buld a community truly mter-
ested i high-quality educatton; estabhsh accontinuity m the relationships
hetween students and college faculty: stalf, and admimstrators; assemble stu-
dent bodies as a collective whole: and ensure Ieadership and administrative
support. One of the proposals contains a set of actions to be taken by the Board
of Governors and Office of the Chancellor. A second proposal comains a par-
allel set of recommended actions o be waken at the Tocal district level, for
example ensuring student membership on statewide and district governance
committees and task forces and granting student representatives the same
rights and privileges as other members: scheduling meetings to accommodate
students” ime and resourees as much as possible; recognizing the Counctl of
student Body Governments and local student body governments as the offi-
aial representatives of the state’s community college students; and requirmg,
student representatives o mamtain their colleges” scholastie standards. This
proposal also recommends that at the state level pertinent documents and
matertals be made aviulable to students i a timely nunner, an orientation and
ongomg consultation services be offered o student representatives, a student
development office be created, and services be established and maintained to
recruit and tram students for participation m governance. The final proposal
is for a new regulation that would require cach district governing board to
adopt policies and procedures to provide students with the opportunity to par-
ucipate effectively in college and district governance.
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stetson, N. E. Collegial Governance at College of Marin: A Governmental Model.
Management Report 1989-90/2. Association of California Community College
Administrators, 1990. 11 pp. (ED 318 494)

The College of Marin has adopted a model of collegial governance that
involves the entire campus community in recommending policies and proce-
dures that determine the rules by which employees and students hve. The
model, which was designed by a task force representing faculty, staff, and stu-
dents, is based on the U.S. government model of executive, legislative, and judi-
cial branches. Its major components are an Academic Senate, a Classified
Senate, a Student Senate, and a Senate Exccutive Board. Each of the three sen-
ates has two major roles: (1) to review and recommend district policies and col-
lege procedures, and (2) to recommend appointments from its membership to
college governance committees. The Senate Executive Board is composed of an
cqual number of representatives from cach of the three senates. Proposals for
nevs or changed policies or procedures travel through a number of committees
beforcsreaching the Senate Executive Board (comparable o a legislative confer-
ence committee), where the proposals are refined using suggestions from the
three individual senates. The Board of Trustees has the final authority to veto or
amend policies recommended to it by the supenntendent/president, who serves
as the chair of the Senate Executive Board. The superintendent/president has
the authority to change recommended procedures f she or he feels they are
not 1n the colleges best interests. Through the collegial governance system, the
College of Marin has established committecs: these include the Affirmative
Action Committee, Employee Development Committee, Planning Committee,
and Instructional Equipment Committee. Since the models implementation,
forty-two policies and procedures have heen recommended and approved.

DAVID DECKFIBAUM s user services coordinator at the ERIC Clearinghouse for Com-
omunity Colleges, University of California, Los Angeles.
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