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EDITORS NOTES

1\1“\“ s been wrtien about the roles ol the president and goverming board

i leading and managimg the nations commurniy colleges. Rarely, however,
Fase the roles been diseussed moone volume, thereby penmiting the reader to
vnderstand and appreciie the relatonship between members of the govern-
g board wnd the {‘lL‘\ldL‘[‘.l-—ml lL'LillUIl\hlP ot .ll\\.l)\ free fronn condlicr, but
otte that mast functon clecaively of the commuumity college 1= 1o achiteve its
potenttal This relatonship depends vpon the homng and ase of personal and
professionad shalis by Both prosidenis and trastees o deveiop aclear nnder
~tancdiye of thent roles and expectations Whereas the board-presudent vela
tonship s nnportant to the progress and achievement of wconmuminy colleae
ander normal Groumistances, an cHecive selationship s even more coieal
tmes ot entsis and change Hhis volume explores the protessional needs., chal-
o~ aind rolos of conmuanny collegae poverming board members and ther
prostdent -and how thicse factois indfionee thie boaid-president weam

The volume beains with a presentaion of current demographic prohifes
abtrustees and prestdents, obtamed Trom a national suivey ol trustees cone-
dicted m 1993 and a natonal surves of presidents conducied m 9o The
data o trastees and presidents provide acstartmg pomt lor dise ussion about
the unpheations of the smularies and ditferences between communuy college
prestdents and trustees Quesnons rased meChapter One help frame the con-
tont of the subsequent chapters i the volume

Chapters Twoand Three address the professional and personal developmen
pecds of presidents and rustees, ITn Chapter bwo, David R Preree and Robert P
Pederen identibvy thice citical personai chatactenistics for suceesstul presidenis
personal adaptabiling, rele fesibihy, and sound judgment Ficeree and Peder-
senargue that these qualities are prerequisites for successfullv mecting the
challenge ot the communiny colicge presidenc Both now and i the future

In Chapter Thiees Gary Davis provides acomprehensive examination of
the major components of trustee onentaton and professional development
programs The current status of trustee devetopment s discussed s alonyg with
methods for motvating irtistees to participate m prolessional development pro-
grams  Emphasisas placed on hoth the personad and the professional aspects
obtrustee development

Chapter Four reflects the wisdom and experiences of a contmumiy col
e prostdent and acboard chan who have developed and nurtured a suceess-
tul board president relanionship Norm MNiclsen and Wavne Newton discuss
many aspects of estabhishing and mamtunimg trast between a governimg, noard
and s president These feadurs present therr ecommendations for using qual-
w eadershup eam banldimg, and plannne and organizaton o enhance the
hoard-president relanonship

S e T ey e Pabbisduone




2 PRESIDENES ANDY DRUSTEES IS PARINE RSHIY

Community colleges are no exeeption to the trism that the only constant
1> change  For communuy college presidents and trusteesin partweudar, the
ablity to respond suceesstully to change 1s essential. In Chapter bive, George R
Bowps and Cindia ). snath present the hindings o a study they conducted of
cighteen current or former prestdents or chancetlors repardimg the tssues sur-
rounding the catses and rannfications of Changes in soverming hoard mem-
bership Presicde 1t whose boards have nndergone a change in membership are
prescited with siote Challonges than mereds bocamung acquaimted wabvand
orienting a tew board member, every new seatng on the board represents a
potential Clash of cultureinterests, phidosophyeand perspective both among,
Pu-tees and Between trastees and prosidents Rowndime ot the Caapter aie
responses by presidents to board n mbership Changes wid strategies that pres-
et can employ suceesstudlv to manage these changes

Commurity college boards must also deal * sth change Chapter Six
explores the tole md responsibihtes of the board v making smooth transi-

' v
v s

ot o change Monez O Marting Jrooanshaies hus expenences as a
communiy college trustee into fessons learned about suceesshully respending,
tochangs The ke to thie siccess soo zoverpng hoad that baecceolved o
Joohesive. cttedtine team

\lso famidar to communiy college prosidents and trustees 1~ the notion
ot orsis A commumity colleges tace crisess vet some colleges are more succ
cosstul than others i clectiv ey resolving crsis situdtions i Chapter Seven,
Sean A Faneth analyvzes the wle of the commumny college pre~identin han-
GHRE s Gl sl ot Bis expenience as dcommumty coliepe pres-
rlent To enstie that aoctisis does nothecome a disaster he asserts, thiee
ane- must be done commumicate, communs ate, and conumuareate ” N
o lands of Coses that communiy colleae presidents bace the stratepies tor
resolving cnses, nd even the potential benehits of ctises aie described from the
pre=rdentiad perspective

Successtud reselution of a crisis is acshared responsthility between the pres-
whent and the beard Phvihis Gutenres Kenney provides the trustees perspec-
tve on handbing crises m Chapter Fight she states that the board and
presdent can dininsh the harmitul elleas ol cnses thiouph development and
mplementanon of acrsis management plan and presents the necessan cony
ponents of such a plan. Inaddion. the imporiance of anetfeciine hoard-pres-
went relationship e crses management is discussed.

Chapter Nine tocuses on the challenges that community college govern-
me boards and presdents will face m the nest millennium Fred Gaskin exam-
e~ the evolutton of the community college svstem of governance and the
impact ol these chanees o the ol and rosponsaibiies of presidents and
hoards Caskan suceests that presdents and trustees muet develop a mutually
supportive relationship i order to meet the challenges of the next centun

Workmy together as a team rustees and presidents can miake sinificant con-
tributions to ther: community colteges i the areas o access: fundingand
polincaland o relanonshipes,y

A




Fortoms Naotts

[he volume concludes with an annotated bibhography of sources and
miborration regarding feadership issues mthe communmity collepe and the roles
and responsththiiies of communiy collewe trustees and presidents and charac-
eiisties ol clecine board-president telations

Fhe tenthook defmon of the ditferenee moroles between trustee and
president s that the former nuakes policy and the latter carmes out pohey We
heliove diat there s mudch more to the board-president relationship Etlective
feaderstup by commumity college presidents and trustees requires mutual trust.

mttad sipportand mutuad topedt The cenitabaions o dhis voltme andet-

~core how mpertant an etfecen e board-president relavionship s o ithe wellae

and well beme ob o commumity colleges o commuonities, and our naton
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The maporin of conpnumiy college trustees and presdents have
e o common when one considers raee or cthrieny, genden, and
cducanonal level selected charactenstees of commany colicee
presidents and duatees provide the background for questons and
diseteston revardony what these chataceristioy naght mean jon the

podand-prosident team

Selected Characteristics of Community
College Trustees and Presidents

George B Vaughan, Dris Mo Weisman

Lhe authors of s dhiapter have recently conducted and anabvzed the resalts
ol national survey s of tustees and presiderias of the nations public communin
Colleves The primary purpose of this cChapter st present seleced imtormanon
from the survey s meotder o desanbe the mdwaduals who occupy these impor-
Lt positions One aestion the authors seck o answer s whether the profrics
of reastees and prosidents are simlar movender ethnaty age. politeal party
picierence, and educanional fevel That s to what extent are presidents and
tistees alike T What are the mmpheanions tor the communny college. especiathy
m terms of feadership diversin? The weaders: we hopeare able to diaw some
condlustons regardime then own mstitutions from the data on presdents and
fristees Tustas mmportanthy the datamav wedl rase @ number of guestions,
~omic of which mav make trustees and presidents aobit uncomlortable: Tnoam
cvent, we hope that presidents, trustees, and others assocated with the com-
munity college use the material presented m thes chapter and throughout this
volume to evaluate the context within which ther feaders funcuon and o use
this formation to mprove leadership effectiveness at therr insttunions

\ second purpose of this chapter s to provide mtormation that may he
helpial m understandn = and perhaps apprecrating more fully the remaming
Chapters i this volume For example, it may helpol one knows such things as
the educational fevel of trustees betore readimg about what constinutes a good
cducational program for them Sumilardy, of one understands the level of stress
under which presidents inetion, one may understand more fully why presi-
dents et or react i certam wavs when crees oceur

A third prepose of this chapter s 1o olier our observations and 1o ask
questions based upon the daa presented on presidents and tristees Some but

roowR osummer DT faes Rass Furishiers
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O PRESIDEN DS D TRUSTEE S 0N PR s e

at all of the observations and questions relate o mformanon presented in the
othet Chapters of thes voiume

The Surveys

The authors believe that the suvey s of trustees and presidenis die the fnst ones
ever conducted essentiathy at the same time (The trusteds” survey was com
pleted m Angust 1995 and the presidents sarvey was completed 1 August
1990 by the same tesearchers, thereby providimg the epportunmity tor unitorm
exanmation of selected drracicnsies o tustees and presidents at aimost the
salie pomtan bme !

The Trustees' Survey. The population tor this study was board chans and
Hustees of public communuty collewe vovemmy, boards whose institutons
heiong to the Assoctation of Community College Trostees (ACCTY Stadent
tust s and ex-othiao board members were excluded from the population. Two
SCPA e surve s were sent one o board chares and one to nonchair trustees of
ACCEs miember instnutions Sis hundied eighreen trustees C17 1 Chans and 447
ronchansY returmed the sarves, a0 39 pocent wesponiae tate, Hheae 018 tospotis
dents tepresent approsmmately 14 percent of the trustee poputanon

The Presidents’ Survey. The population for tis study was presidents of
pubhc communir, colleges whose mstitutions belong to the American Assocr-
avon ol Community Colleges (AACCOY Siyhundred erghty presidents, approx.
maatels T4 percet o the pepalaton, tosponded to the survey

A Brief Profile

it
R3S

Fh fodTom ARINEER RLNLEINTETRUNN A R cee e e e o ety oo
tustees and presidents of the nations commuruny colicges We atler ob erva-
tons and questions followaing cach catcgory descnbed W hile our guestions
and ohservations may help o set the stage for the remamder of the volume.
wealsa hope that the data permit trustees, presidents, and others mierested m
the commuiity collepe to use this mtormation to draw conclusions about their
mstrutions The data rellect a navonal profile of communuy college trustees
aned presidents the reader s ashed to keep i mand thae justas all conmmumty
coileges are different, o are the indiaduals who serve on then goverming
poards and who serve as presidents of these mstitutions: Moreover, no attempt

i~ made e the followimny discussion = distinguish benween elected and

appomted governimg boards. although some of the observanons and questions
ML De More appropridte to one board selection process than to the other

Race, Frhnicity, and Gender

Roce or cthmcts of Dustees Cavicasians donmate the ranks of commuty
college trustees with 86 6 percent so classibving themsehees, The ramamder o
the trustees Ll mro the tolloswme caegones Altcan Amencan . 7 9 percent,




CHARAYCTERISTHOS OF CONMUNITY ColbEGE TRUSTTES AND PRESIDEN G

Hispanie 23 pereent; "other,” 12 percent, Asian American, T percentand
Amenican Indian, Q8 peieeni

Race on cthmiany of presidents - As s true with trustees the gieat magoriey
ot communny college presidents are Caucasian, with 85 6 pereent Jdassilying
themselver s such The remamder ol the presidents Lall imto the following
categories: Atnaan Amerwcan, 3 2 pereent, Hispanic, <9 percent, American
fncdhan. 1Y percent: Aman Amencan. 15 percent. and “other,” 09 percent
Fhe ramber of presidents who Cissity thenisdhves as Caucasian dechned from
SY percent m 1991 Naughan, Mellander, and Blos, 1990 Both Alncan
Amencans and Hispanics made modest pams i 1991, 45 pereent of the
presidents were African Amenican and 3 percent were Fhispanic Waughan,
Melander, and Blos 1o

Gender of orastees Approsmuatel two-thirds ol the trastees ave men The
rise o the proportion of lenuale tristees to one m three has been slow bt
steady over the past decade Neady 29 percent of the trustees i TO87 were
women C\Whitimore, TO87

Conder of presdents Approsmnarely B2 vercent of the carrest commanits
college presidents are men The proportion of lemale presidanta, a 18 pereent,
has risen approxmately 7 percentage pemnts over the last fiveaar penod
ANavphan Mellander and Blois, Toudy

Observattons and questons I reading about the vender and vace on eth
nicity ot trustees and presidents, one quickly notes the domimance of white
maics m the ranks of both presidents and trustees Althoueh the pereentagye o
feriale frisices has mareased over the years, the percentage of mmory tasiees
reniams woctuliy small sindarlys the 7 percentage pomt mcrease i lemale
presidents since 199 s encotragimg to those who wish to see more women
community college presidents bu Lalls Lar shot of brmang about equal ey
osentaton between the sexes.

The increases diversity the board and the presidency somewhat, but they
sull feave aowlute made clearly i charge of the board roor nd the presidents
office at most communmity colleges Yet, concurrentwith ane - crease mthe pei-
veithipe of fomade tiustees s anncrease i the pereentage of female presidents

These abservanons Tead one toask whothor the seonder tace, o ethina
ol trustees has amy beartng on presidental seleciion Is it nan e to assume that
the lane percentage of white male trustees has had e bearng on the hned
selection of ninonty presidents? Bluntly stated . 1s the predomumantly white “old
bovs club - abive and well amony trustees and presidents, feaving women and
minonitios on the peniphery of the presidennal selection process™ Or should
hoards be applauded for making ~ome progress . hringing more women and
minonuies mto the presidency? should the board care what the gender or race

of the president s as Jong as hie or she performs adeguately > Or do governmg,
boards have an obligation to diversify the presidential selection process, pro-
vichng temade and mimonity wole modeds and mentors tor other women and

HHEOE G dasp i fo THe presigienioy




PRESEDENTS AND TRUSERES IN PARINERNUIF

Certamdy the old argument that there are notany quahibied women to hil
pressdenual vacane s 1s outdated and invahd Graduate classes in higher edu-
caten e Hlied with women. wone i adso occapy imany positions suckas dive
<on char at the commumity college level The empiy-pipeline argument has
tote sabichiy with minorites than with women W hat can be done to mterest
more minontes i community collepe adnunistration, thus prepanng them to
heceme presadonts” Furthamoie, what cait e done to ke the prpelme pias-
e relatior o gender and race o ethnieny? How these questions are
answered and the correspondimg actions of presidents and boards may » cll
have a bearing on who leads the comnuny colleges i the fiestdecade of the
Py -tust centun

Aae

Age of trustees The voungest trustee responding to the stpvey was twenty -
taorn the twe oldest were erghty - feur The average age ob all trustecs 1337 0
vears Approsanatel 31 percent o the trustees are hetnween bty and hitv-nme
Arprosiaichy 24 porcont of the Disives i iinden il and B poeentane
afder than <isty The average age of tristees has increased from APProNImaAleiy
frity -tour i 1987 OV hitmore, 1980

Aeeof prostdenis - The voungest president tesponding to the survey was
twente-tine the oldest was seveniy-twe The average daue of carrent presidents
2 5-h 3 Ohver 02 pereent ol the current presidents are between bt and Bitty-
ame Approsanateh 20 percent are under e and approsimateh 17 pereent
e over ity The average age of current presidents has e redasced from 2 4
i 1991 Naughan. Melender. and Blos, [994)

Observitions and questions Similar questions o those about race or ethiie-
iy arse whet discissing divcsioy ol age v boards Assaitions e hiteratuee
supeest that a poverning board composed of memsbers of vanving aves 1s preler-
Al o one wath all board menthers close mage Houde, 1989 or that a manda-
ory retirement age for trustees 1s iecessay to keep aboard vial and eftective
iNason, 19820 The data on trustees indicate that aithough there s a wide range
ol ages among trustees. the magorty (61 percentt are between fifty and sixty-
nie beaddinon. wath ik 13 pacent ot the trustees seventy or older. it s
ear that @ mandatony retiiement age tor trastees has notbeen putinto effedt

lo what extent does a tustees age atlect his or her perceptions? Age. o
coutee. iy be related tothe beeadth of ones Tife expenences and to ones per-
ceptons and values On the other hand, people may have a chronological age
that seems mcon~istent with ther intellectual or emoetional age, matunty mea-
sared i vears may not be a good predictor ol ones pereeptions, values, or abil-
vt hunc o et el s nestee

The fact = however, that people do age. renrean !eave vacanaies on the
board andd in the presideacy The process of illing pres noaband board vacan-
ces raises 4 number of questions, the most pressing perhaps being whether
Hustees shoukd work o diversty gosernmg bhoads and the presidency interms
ol moreasing the momib of womcn and nanonty tistees and presidents Retire-

ENEY
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CHARACTERISTICS OF COMMUNTIY COITGE TRUSTETS AND PRESIDENTS Y

PIesenlan ¢ver prosent opportunity 1o appamnt women and mmaorites to
the coverniirg beards and o the presidenay While trustees rarehye have the iz
Aurhont o appomt someone Do the covernmy board, they are olten liuential
with these mdividuals and agenaes that do appomt trustees Should they use this
whuence o have more womien and mmonties appointed to e sovernimg board?

Another queston i relation o preatdentian vacmnoes—one that s olien
Hot dshed—is wiit tole current presidents plav i sclectmyg tuture presidents

\

s gaeston s abo refevant te the discussion of gender and numoriy status
of presidents and trustees Y Certamly through mentonng and sclecting top-

oy el admumistiators such as vice presidents and deans, presidents play a sig-
miticant role m deadimg who san e for the presudena

Fducation

Faucational vl of prastees Canrent commiunim coblege tristees e well
wlcdled midintauas, with oser 8 pereent having vamed the bachelors degaree or
hizher shehth more shan one-halt of the tastees have carned a graduate degee

Fductiona Toved of presidents As one would expect. presidents are well
cdicated Over 88 percent of the presidents have attamed the doctorate, wath
amostan cqual percentage possessmg either the EA D (45 1 pereenty o the
oD 434 percentt Another 25 percent hold protessional degrees i hields
Sebs e and medicie The pocenzaee of presidents whose nghest eduwea-
nonal devel s the masters dearee 158 0 pereent, apercentase tha las Jdocined
fromn ahmost 12 pereent i 109 ANauchan . Mellander, and Blows, {904

Observations and qrostons Frostees md nestdents are well cducared inds
viduals Indecd e would seemthat thes must he well educated i they are 1o
mect the expectations and needs of asoaeny that s imcreasimely becomime
mote complesy and more demondime The educationad fevel ol tistees -
coerlicateris easumber of areas Lo example. thore s mudh ieranwe vl
abec v onthe role of the president and trastee A <ugsested Later i thie
volumc the hrerature onthe presideney wand trasteeship? provides one <omee
choontmuaty from the past to the present Cettamly trustees are qaute capable
ob readmp undersiandimg, and applving what they read

I the 1995 trustee surves, nearty 93 pereent of the trustees tesponded tha
they recenve most ol their mformatien o the president and s or her <l
Wit e ponsiline do presidents have toomake sure that trustees dare exposed
toany nievber obapproaches to covernimg and leading the communmitns collcge?
Leommor theme thioughoot this volume s that sustee devdopment should
Peipnony for both president and trustees What does the educational fevel of
ristees sayabout the professional devciopment of tristees? suelv most trustees.,
resatdloss of Cducational Tesel ) can understand the need tor a formal onentation
Prochiin tor new rastees et many boards do not hase such programs

Chapters Three and sivm this volume eimphuasize that tustees are hitelong
learners Do presidents approach themas sach? Certnly, most ot the e Rut
de protessional des clopinent proyaams encompass comples theories and con

ventocetiee e e wn i the cebicaonab level and bl duisie of Trastee <0 e
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pressdent and every goverming board should know the edue ativnal lesels of the
tristes and e that knowledae to advantage tor both board and colleye

Political Party

Trustees politcal party preferences Over 83 percent ol the current trustees
amm altihiaton wath one of the natens two magor peliveal partes: Forty -three
pereent <tate that they are Repubhicans, 42 pereent Democrats Another 1 per-
cent claim that they e independents Resardiess of party athlianon, 32 per-
cemt of the trustees sav they are moderates, 33 pereent state that they are
consenyatives, and 12 pereent are hiberals

Prestdenis” polutcal parey preferences Almost 73 percent ol the presidents
Jamn athbation with the naions two magor political pattes, with 47 percent stat-
g that they are Demociaes and dhimo 20 pereent sting then pohtical chowe as
Republican Alniost 27 percent of the presidents idenuty themselves as mdepen
dents almost double the pereentage of trustees 1o st themselves as such Regard-
boas of party adiiation. ©7 pacent of the presidents damyio be moderates and 18
percent state that they are conservatives. while 15 pereent dainy to be hiberals

Obserations wid questions The most important observaton regarding
covernmyg boards s that the polincad makeup of communty o allepe povern
e hoards puts torest at east partiatly, one of higher educations most revered
d endurine maihis thai the covermng boards of mstitutions of higher edu-
cation are dommated by aging white Republioans Agmg—somewhat, winte—
yon. Repubhicans—no

Whereds mote prosedents ae Domocras than Repubhcanso gquestions
reaatdimg the pobtical party athihanon of presidents and trustees e much
deeper than " Which party?and How manv? - signihieant gquestions myolve
the relanonship hetween ther party athilanon ar rther deasion making Are
focals of statesappormitcd traatees bound toserve the nterests of the aathors
tes who appomted them? Althoush electod trustees terd o ranonca nonpar -
Hwant ket are therr campargns supported by ther polincal painy Y Do cledied
tudees owe then pohitical party something tor s support® The relationship
between politics and community college povenance 1s verv complex. and
Hhese giesticiis cids oxpose the tp o the eberg We believe however, that
Cuacation ~hould be nonpartisan and that e decsions made by presidents
and governng hoards should be based apon thie hestmreresis o the students,

e commuanity, and the msttution net the bestinterests of poliacal parties

¢ onmmunity College Attendance and Teaching
Ineteos and commenty collece attendanee und teachiing A pumber ol trustecs
not only serve on ther imsttutens governiig boards but also have attended and
teht at o commumn college Hifty-one percent of the rustees have attended a
commiunit cete e some ot ther e Approsimarely S onccent ol the
trustecs have taueht tudd tme. and T8 petcent part-tmie, at acommunmiy colleye
Prosdentand commraniy college anendance and teadnieg Over 30 percent

ot the carent presidents atended wcommunity college A large percentage of

1o
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presidents have also taught ata communuy college Approximately 82 pereent
ol the presidents have taught tull-time (43 pereent?, part-ume (39 pereent?, or
both 12 percent) at a community collepe

Observations and questions Several contributors to this volume suggest
that trustees and prestdents should work as ateam. sharing a common vision
ind goal I athhavon wath an mstitation strengthens enes support, comm. -
tient. undeistanding, and emotional attachment o a common philosophy and
voals. then communiy colleges appear torbe i good shape, for many trustees
and presidents have deep ues to the communiy college: Trustees, espeaally,
S ol wratetud tor the opportinues the communiy college has given them
to further therr educanon. and therelore they want o give something back to
the communaty through thew service on the community colleue’s governing
board Prestdents often fulidl parc of their prolessionad role through weachimy
atthe communits college, thus getting the opportunity to gam a better under-
standing of the community colleges comnuiment 1o teaching Both trustees
and presidents woald seem o have nes that bind them o the communiy anl-
fege, both philosophicaliy and pracicathy

Stress

Diestees and siess Shighthy over 4 pacant of the Dustees taie serving, on
Geonimuniby collepc s governing board as very stressful Almost 38 pereent
view the service as moderately stresstul and the remanimg S8 percent see i -
vice on the board as not stresstul

Prosidenes cnd soess Shghtlv over 32 percent of the presidents view the
prostdency as a bigh-stress posiion Over 46 percent s the position s mod-
crately stresstuls whide 15 percent consider the presidency as afow stress posi-
ten The 1991 sursev of presidents reported that 33 pereent ol the presidents
viewed the position s highestress postiion and 44 percent telr that the stress
fevel was moderate Fhree percent reported me Ivab dhat the stress fevel was
fow Naughan, Mellander, and Blos 199

Observations and questnons Regardless of size location and governance
stiuctwre, the communiny college s a compley of anzation indnaduals who
fead comples onganizations are subjoct 1o saess s hitle wonder, with the
compleatties faam the communty college todas, that over one halt of the pres-
rdents view the presidency as ahieh stiess position Taen thousth nistees s
then position as much dess stiesstud than that of the presideney, trastees shoud
nevertheless he sensitnee o potental causes of stress, both tor themeelves and
for presidents

in Chaprer sec one tostee wntes that the smale most sahent Characiens
v ol community college hoards i the last two decades has been chanee Wha
i the diect on prosdonts whoen boards Change™ st trae, as noted Jater modus
volwme that chanwe s nor accepred withinglv by cither hoands or preadenia
I sohow docs one handle change™ One thang that s almost sure to rase the
stress leveb ot most presidents s ac spht board ™ simlariv a cnsis oncampus
tends esend the siesfovel npawand for hoth trastees and presidents

-~
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Afmost eveny community collere has acrsis ek o fuiare: As the
authers of Chag tors seven and Baght s volume suggest. cises come in
man torms Hbeards and presidents handic s crisis poordys one can expeat the
cress Tevel ob hath tras wes and presidents tovise rapidlhy cven o the pomt of

nammerme e funesonime of the collese Canacollewe dey clop aplan for han-
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Colfectneel, Amencas communts college presidents have done a
remarkable b v scrving vial commuminy needs even as they have
townd o rcastnedy dihiadn foosecire (e Hecessa by 1esoi s 1o
decomplish the sk More dhan amy othens, doce qualitios dosane
consideration as prefeguisites 10 d staccessful commioniny college
Presdetion pensondd adaptabthin. ol fleabihing and ound nadgrient

The Community College Presidency:
Qualities for Success

David R. Pierce. Robert P Pedersen

Oirs s cra ol arear social change and personal uncertamy abous what the
rattire nedas The commumine coliede s not exempt from that chanee and
uncertunty o fact it has belped transtorm the college presidency mto a call-
e b high expectanons, broad responsibility . and Timutdess challenyges -
community colleges contmue to grow larger and then tuncuons imorease in
number and diversing socweny tns mereand more otten to the commuy
coricsd et aoldiionis e picbitciiis, Expociations for commumiy college pres-
rdenes have crovtmore complexs demandie and even contradicrory Aptly
GUSCTECG DY scTodan and Tormer commiiniy cotlege vestdent s deaders
en the edee Nauchan, 19890 p 3 communny colleae presidents are
mere gl catled upon By consntuents to ind solatons to unprecedented
sovian pioblamiss olten thiough the apphivation of witested stategies—and 1o
dosowath hmuted resources A one rural community college president has
abscrved. presidents are expeated 1o mahe a dotlar s wortdv ol difference with
ddmios werth of resoarces

Yot the challenges Licmg today s commmuminy college president are not -
ned o the peronmal problem ormoadeguate resetces Fow athia toles i
Amertcan soven make comparabie dav-to-dav demands onan indinvidual A
comimty Coilege president s notsimphv a probleme-solver The president is
alsoreneected to meet a governimyg boards need lorimpartal and expert coun-
el s v becadie and sadb ey maniers
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tor serve s a madel of ethicad behaviorand provide as condions warrane,
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Toob Covner Sy Caibad PRIESIDE S Y

The Literature and lts Limitations:
Overlooking Essential Presidential Qualitics

Bevond s farrdy steady wrowth oreviens of the presidaintal Tieratune reveals
at least one maportant area ol concern As a body this firerature has become
steadhlv romer m s focas waith mdiaduat works tocusmg o speatic skalls
S detated mcthodolovies for e manacement of Chanee . just as i has <hown
arendency toadept e lanenaee of idusira managoment b dhomschoes.

thoese tretids are eot conceri o the do not neccssandy detract fron the

, . . .
eyt vaate o ety e o s e (SANGTAN tha they RIS [ TOR RO AU TN
!

ager that faiure comminmity cotlege prestdents puas not be moodaced mam
sustematic Wshien o the rost basic bt net pecessandv obvaous gualines
dpenwhnchnaloctiocre presidences wall be based i the nest century

More thar any others three quahines deserve oar consideration as pre-
U te G e st comianids colicae prosidonoy PR Bsbs porsena
codaptabiits e b ofwocomimuny coliede president e move comtortahly
ATOT THe v 1ot cotstie - i stheholdo s awere whom e on <be mins
workomadentdvine and addiessing conmmunny tecds EThe sccond s orole les
' the anhiny oo medite among constiieencres wd stakeholders fimdimg

et of conser s that formy the base of ireragonay partnesships and
~ainar et of coraboratien s thiotsh ine aseici~e ool Hoabiln tha
GO T COTICEU PICSTUCTT G TV CLLES THTHTCG T U0 TCSOUTees i1
colidhoranen werh other communis orcantzatons cnhancime & ommuni
overall ciecreness i sobomg s probioms The third aadbmost inporiany
guathty serondbmdeoment s alsanthe irost porsonal and most ditbic ult o acquane
o eedenen e president s abdlin o hsten o awade tange o iteresas
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Adaptability

Comminy cetlere presds ceacstandand e personal adaptabibing i
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of v coltene prestdente e Changiy stadent domographins The
cetabishment o sach speciabized senvices as v care centers anzensbup pros
arams st busime s contors,andd Taree developmental sondhies procrans were
A promprod byothe necds of previousiy unserved students Whereas the
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sctiious b commen thiread that B vinven tocus and direcion o these pro
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presidents to work with an array of vonstituencres that higher educanon had
chasen 1o gnore tor too fong——trom the phyvsically challenged o dislocated
worker to the displaced homemaker or recentimnugrant His commment
has mstitutonahized these imanyes, bonng dienem from the margm of inst-
tulional lite, to ensure conttmued access fon tiose stadents most i need of the
oty college and s services

Cobien and Brawer have recenths pomied out the msh that acommuty
collere can tun when it broadens the range of constituencies served The
entoliment of developmental stedents, to ate one sxample, has beenseen by
~otne as posing adanger 1o the mtegny ol o communuy coliepes acadeni
curticbmecCohenand Broser, 19 For one s cholar at Teast thes danger s
~orvtave that he would e comminminy colleges abandon developmental pro
srant-abteacther and sock greater prostige and publbic acoeptanae through o
aove nartonw iy e recd o acadentie carnenhum Doucheriy, 1991 but come
mumn college presidents have, by then actons. rejected any call to abandon
dovet e cenad cdncanen Presadentecontnue wooadapt communiy collewe
progras and sonvces mresponse o the obiecine conditions of ther students
and commiuunte serttimy astde narrose selmterested concerns wath msaiue
tonal prestice and phoma top proorm onhe Loeer public wood

Eurdence of the personal adaptabifnn of communiy colleve presidents
canalso be found i rther advocacy o more partiapatory and ream based
CAMPUs govarnance. dposiion that mas appeat o be s dieds opposinon 1o
Mo own scl-inicrest s Lotence and ToCion 1994 spanbauer 19800 Toth
mdividualiv and throueh such assocations as the Presidents Academy ot the
Amenican Assocation of Communty Cofleves presidents have demonstraied

At opeies s toeoser s medel thor ol ear e e

canle Thal e cemploy works setinng roup ellorsanproves clhcione and

etectiveness cHowdy <helf 109y ool Cammumty colleae presidents haee
ciibtaced the necd toredetine then roles i keeping wath the spint o wonioge

LA LA A

Role Texibility

Acconiing Lo one comumny colleee preswdent oMy, 199 the dy namie
e b neme dermand thad to shocesaidl oiiiiiiinaby cencde pirosident
he tlenabte SVherea m the not too distant past acommuntiy volless could
tncton to sotne ostent mdependenty s macasigiy the rale that conunue
mity colleges canconnmue e proside compatabde scraces ondy through col
Whoration with other agenoes organications and hosimesses Models o vde
Conmnny L eifeees throeh the \|1.|”l'”‘__“\"< ol cndbaboranon I\I.HIL!HI\', G
Becomte oonegaba featre of the community foeyanne

\thoreh not b < <oledy responable for o broad - hased calih
orattons wrthin oo commamtios communits colteae presidenis ane fikels 1o
contimte to bear prncpal rosponsibaling Tor this ode Tan v scnnc

resotitees, and untib achstone of toast deselops among commumits agencoes and
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other service providers, presidents should expect o play aleading role in nur-
Wi these new relationships trom conception to twdbimplementason.

Sound Judgment

Ihe third of the cssentiai atinbutes of asuceesstul president = judgiment: More
~o than with adaptabiliy and Hesibihiy, judgment s both asshall and a gt At
L, judgment iequines that an ndividual possess both the skill to bs-
fen toa wide tange of often discordant opimans and the gift to call from
diverse vorces pomts of agreement and the bass tor common action deally
presidents lave ready access tomntormanon, the resources needed to carry out
any decison, and the autonoms o make ther decsions free ot external pros-
sare But as an experienced president recognizes, the vsetcise ol judgment in
e teal world of the maodern communmity collere must be made with icom
p!clc mtormation. without Jdrqu.llc resotoes, aind often i a chimate o cen
Hivi Prestdents are tequined o make hard chotces amony aorange of equaltly
Atnacuve options. leading to tension in the e of aeollege and ats commuminy
Conteibuting to this tension s a persistent nisconception about the tree-
dom of presidents to exercise thetr professional judgment. No president s free
toacUindependenthy of external authonty and 1s constraimts and expectations
Formally, commuin college presidents are emplosees of thar governmy boareds.
and thew capacity o act s dehned by these boards through pohicy Because of
the substantial vaniation m the governing structures of community colleges across
the nanon 1 didbicult to generalize about the welatne lattude of communin
college prestdents 1o exerase professional judgment: but i all cases. there are
homts and the Lalure of campus constituenaes and even conimunity stake-
holders to acknowledee these inuts can be an inlortunate source of tension
Fhere 1s anather, 1f somewhat less obvious. tension thae tollows directly
trom the exercise of presidenual judgment the tension hetween a presidents
personal svatem ethues and values and the demands o the presidency Eth-

cal difemmas, as one president obsersed, are mvariably part el msiutional
e, espeatally tor i college president itHankin, 19921 fdeally, there would be
o conthics hetween the personal values of presidenis and the expectations of

thorr sovernmy hoards or major campus constitaencies” however s hcon-
Hicts wrow mereasingly difficult to avoid as orgamzanons pain complexity and
the mterests of external constituencies become tnereasingly important By
accepting that such confhiets may occur and making positive resolution of such
Conthots an mtegral pantof the mstitutonal cufture. boards can munnize this
continwing <otrce of tension i the work of presidents and remeve amagen
abstacle 1o organatonal chang

The Emerging Challenges

A~ we have areued. the challenges that commumity college presidents face are
mam. and the answers are neither obvious nor simple: Tora great degree, these
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chadlereesdeine fome tepdionental s oo b e srencrag Gt Amencan society,
as i tansinons froman mdustrad oo an mbonmianon-hascd cconomy s one
~outee of deaderstup notes: The challengos conlronting Amiciican socieny, now
more than ever must be met by exceprional tfeaders sohocan bbb chae e
ancdrevialioe e menndene ol et GRotedhie: Baker and Rose, TO89 5y

Prove aonational perspocine thiee chatlonges <tand out as having the
stvatost lthelthood ob siamibroantiv onpacting the work of communiny college
presdents and then msutacons

Technology. The fust ot these chatlenves s fownd i the maredible cand
sccnnnehy unending revolution s weehnology Much has been wiiien

extolling the vintues of thos revoiwon: the opportiity st provedes the place-
!

Bocnd e vonnect warh the Luger sodets more ethicient commerce . and greatky
et ed anc = toarecrs throngh Amence s job Bank fohinson and Tobelio,
Povine AU pread e aabiiy o Cotrscsonion e the Internet = kel the newt
SECPY TS OV LN

But prestdents hue aspeaad responstiding toorccoanze that this s notan

S Winew cosc Net adbcommunniy colloes bave the tesources necded

e ok the fatlostose o the itcmet ad athies techimologies nacd fess mitio-
duce widebad mrcracnve videoconterens e Additonavom ancerac ol b
tundhine. money that How s inteaechnology nay come at the expense of the tra-
oo chassroom s creannas apotental body ot opposion to am technetog
b mnovanons ameng tiose Lacudne and Satt who do not see then mterests
served by sach expenditares And tmallvc the rechnologcal ievolution has the
potentad to wdcnme funtber that senee ol -bared experience aitegral to com
oy fne and the very abidity of commnunty collopes wodennly and addioss
tical comne ity needs

Competing Demands  The ~coond challenae tacme commumn collewe
prosidents s tound e demographie tend s thar suevest the potential Ter con
it amony several of the commumin colivwes core valuc s A some point i
oo Tkl that the commurmty collece s tundamaonial commitinent 1o access
mav i ieselbar oddsowith s equalh powertul and vahid commment o qual-
iy and accountaiiy A community cotlepe can estend s resources only so far
Wa ity s Binae How communny cotteges wegh and haiance these values
makes unprecedented demands on the thoughitad dehibervne pudement ol
N R H N N nu o jii STCI STRN r\\W\llHl‘L:‘( ~ Nin ingiiguh the staiidaids ik lorm
the very foundanon of an educanions enduring value, prestdents are called upon
o hnd wavs o avord it access and opportiite while also providing the
advanced education that s essental to success i the competitive workplace

¢ hanging Concept of Community. The third Challenee facms
sty colioge mresidents s to by weater understandimae te swhat i means o
pe the deader of a community-hased mstitution tnan carlicr tme, what this
COLe P meant was casily uniderstood, communitios were scen as discrete foca-

Loeaimitt-

tons encompassing cdetmate geographic arca Ina global world cconom
ithed by rhe dnrerner the connection between communuty and location could
be ~escied This s nota challenge with an nnmicdiateh apparent soluton,
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much depends on Vhe e dacction ol leboconenmication develnpments

Hot nether <hondd commitminy coliea p'u\'.\lwlh e Uhat tranhoonal

Aonions of communy with ther hea cmphasis or location will stvive e
the nest centurny B lor no other toasen than the dosire of stae !u:‘.~ Hiv~ Lo
reditce the cost ob fneher educaron thioaeh cn~obidation and luhnuhwu.tl
ubsltunen fet tradionai instruction comimans college presudents houtd

.U\liLIP.HL‘ DOW c et Pi\ cheomimuaniiny

Conclusion

Cobledtnely Ameticas comumn college presidents hase done o remarkable
rohn servng Vit doconmmanin 'I\\\]\ cuent s thiey have found it imoredsinghy
G o e ot N PO sad Iy Tosoiees [0 .I(U‘H\Pii\l\ the tash toa Hrv"

Genree. thor <t cess can e atiihaied o therr personal adapt, it then ode

e whihin, and then sormd udanient when faced with ditheuht Gorees and

Gy
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cod Jhalione ' TR PO care el ans Sudndaunenta gy

vient e the ditenmimas b \d h\ Hiese mien and woiien. buae we should diso have

BN mn“:.‘.r:: Ut comminity collese presidents cas s they have i the
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Whether thes wre appemted or clected. trustees require specil

siatts and a clear understandimg of the board s wngue responsibilies
[rustees dlso need  cdiable resowrces as they grow in then aele Whar
i the curier stdtis Jf itatee cdiwdtion ,HH‘\;I(HH\-\ [ car board
members be encowraged to study trasteeshyp? What showldd a brusiee

clacation procran cover and how shoudd v be defivered?

Orientation and Professional
Development of Trustees

Crary Daves

As teaching insututions, communty colleges ser rigorous standards for the
preparation ol students and tacudty alike Tromcaliy, however, recent tesearch
by Vaughan and Wesman (1995) reveals that only 14 pecent of baands
reduite ew triastees o paracpate mea struactured onenianon to the board: For
7O percent of the boards. new trustee orentanion s voluntars. and To percent
of the boards do not rovide new trostees with tormal orentation Where a
tetinal onientation s provided, the college president and statt provide the or-
chitation 86 percent of the ume Board chans conduct 47 pereent o the onen-
ianons Outside eaperts or others conduct the orientation tor 36 percent of the
Powds, Ui perceriages add up o more than 100 pereent decaise sometmes
onentation leadership is shared )

Continumyg, professional development by board mierabers 15 less univer-
i dnthe vaughan and Wersman (19933 studys 60 percent of chares sand that
thew trastees regularly study focal ssues as part of a program for board devel-
opment Forty -three percent said then boards engage Tocally i the <tudy ol
state isstes, and T4 percent of Chairs reported that ther boards participate in
repular discussions of nanonal 1ssues related to community college perfor.
tiatice Nearhy one of every four colleges does not provide any tocal profes-
stonal development programs for trustees.

When boards engage m local professional development. topies range frem
board-president relanons o pubhic relattons for trustees. According to Vaughan
And Wersman (1995 the most common topie for discussion s budget and
financial management of the college. The next most discussed subjects wre
trustee roles and responsibilities and board-president relations, two closely
related topies Mot onentations touch on goal setting (09 percent Y and pohicy

LEACTURE T R e b e M o sumimer 18T 0 Taceey, Base Publishors 2]
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deselopment 170 percent, although the study does not reveal whether the new
truslee s tate it be tormudate goals and policies o ondv e respond o propos

Al from the president and stadf The Taver s ikely because. according to the
<rdycumenhon aned acadeing issues e addicssed i about one-halt the or-
entations and about one halb deal wads the college nssion o strategre plan-
e 10 dithoudi o see how aboard coudd formutate a progiant of goal setting,
or direct the musston of the college unfess i fos understeod the nature of the
~tident body and e sene= svherent o deadim acolloge s misson and Stra

cov How many boards reculanly address questions of accountabihine such as
those bramed by Carver vivos Whom e we servme? What good are we
Jome” Wha should such service cost?

On the other hand ~ome of Nauchar and \AWersmans badings 1993 aie
vioen L ney P he cthies of “U_\(\'L"]IIP and L'OH\"‘_‘,L' MLL!II\\ relations are covered
Mo petcent ol new corbe e trustee onentation se stons Less frequently dis-
cussed o iclude vollege husters and enablmg leeislaton. collepe person-
nel tssiess dhatactenisticos of comuruniy collese students physical plant aned
Fcthid s, bundnosig straregies for Lrastees, government solabions, ol daniZa-
topnth destoe s and pubhic relations lor trastees

Moving bovond the toaal scenes the Foxas Associon of Community Cal-
beges c1u9e recently surveved stae communi college assocnons o deter-
nune what tustee development and edacation programs they oller. Responses
vaned wideh When assocaations srovide trustee trammy, they usually addiress
questions related wo board policy makimg the responsibihioies and role of the
retoe college misston, state faws and regulations, current ssaes and trends,
and the budger some states provide ne trustee development programnnng
relvime mstead ontocal college etfores and the otferimgs of the Assooation o
commumty College rustees CACCT, the American Associaton ol Commu-
mtv Colleees €A O, the Assodiation ol Govermmne Boards of Universities and
Colloges CAGBand othor natonal growps

Motivating Boards to Pursuc Trustee Development

Board development happens when trustees are motvated to pursue it By the
~ine token when dismcentves abound. trustee development rarely occurs
MWhat meentives work?™ Encouragement by the trustees patrons helps Trustees
o boards my ane of three ways, some are appointed by therr state’s governor,

{
~ones By locad othaals, and Sulb others are clecred Noamatter how they are che

~chomost trustees fee ateal sense of Tovaliy to those who have given them the
appartumity to serve: Whether trustees enthusiasticatly embrace opportunities
for trustee onentation and development depends i part. on what thewr
pattons oxpect of them 1 those who plaved a sigmibicant role i the selection
ol the trastee signal an mterest i the new board members growth and devel-
opmient, the riaee somclined o paricipate in professional development activ-
thes I the voters or appomtng othiaals do not seem to be interested in the
tow teetees profesaonal development. the development may not take place

y
‘o ¥
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I states where ustees are appomted. those who are responsible tor mak-
s the appomiments can contnbute 1o the bowd s development by making
ear e cachiapponitee that mach s espocied o oach trustee When the oo
CERCE S otie e He ooard et edtie aiion o the couniy commission asks the new
IrUstee o commmnit to o proviram ot e ee cdueatton, the nesw board memba
skl o comph

Phe views b the new s medid cai o et teic o atbiudes tow ard
ther own protessionad developnient Beaitise pohtioad consideiaiions olien
attectthe wppoiniiient ob trastees eporters and ediors aaindly tike an mrer-
e~ hath rrastee selocton and b, ud bohavtor Tdiors can be ashed 1o <how
sEPPertior the etors ot trisrees scho work to nnprove then pos ative The

S0 D ashed o e ovi e Ee nvin osas Thag oot nons

Hosives sacttice e orden to dsebunee then publbie e

Poiliaps e sengest mcentove for tustee doveiopiment s the trustees own
soib-coneepn When tiustees sec thomselves as Joadors of aloamme ez
et e teind to oo Ul the cotfeee and the conmaunins necd acclea sig
bl fren the beard that eveneres protessionad development s inportant As
aleiondecnens hoard membors Canbe iole miodels and estabbish professional

T

oo Lbions i others COlten the new trustee s dheady discov-

[
devdlopin

cied the advantages of contmumg education enther e work or by serving on
another board: By reffecnmg on ther expenences i suecesstul organizations.
ustees can recall the eshilaration that comes from boime part of a we H trained.
WIS e Y ancatens ok on when ther membaos aie

andbwhen rofes and responsibilines e earh uvulmluwl

L olle R t‘-lt‘\r\gk‘ll" RIRRRTENN Vi O dge st odicibabiods aind e v e
ment Presidents olten meet with nes Bristees at the tme of appomtment
Vthioush the president < tiest miceting with the tustee 15 often devoted 1o the
Lk b estaiishimg acstrong socd telationship. thie president can use the oca-
Aot o prase board development activities and o encourive board members

Tl v oived o srae and ona

oy
LT

Hdnlde doaocdtions I genenad, trustees

) |
hoave |1lL‘|1 rlL'\‘in' 1 fospedd for colke [N Pi\'NIL!L'Hl\ I lhornugh and cltecnve
thstee onentabioi s a gl pnoriy tor the colicge president, Chances are tha
s high poonny o the trustee as well

When new rastees are elected or appomtd. the president and hoard
Chan Canmol ationd toowait for the new e Boise for v oreniation e
bo aitered - and even re qumd When the trustee 1= slow inaccepting the offer,
the prosident and board Chane must Continue o pomt out the advantages of an
erientation Although the best onentanons beyin belore the new tiastee has
artended Ber o Bis fn <t board mecomge, o delaved otentation s bettes than
rone atall Fverail s put off for several weeks o several months, an onen-
tanon and mtroducoon o kev areas of knowledge for tustees can be anins aly -
able ool for arelatnely new board member

Boards theneClves canstrongly cncourage onentaion and Je umpmun
of trustees The board of Tewa Western Commuuniny Collere, for e unple hoas

sdopted Wotioad poloy QU onentation and  conterences conge iy
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procedite dowa Western Comminity Colleae 9t some other boards
have adopted policies that clearly st the boards expectation that cach ol s
pombetn g somwe prognan of st e development

Ulumuately, boards themselves are responsible for trustee des clopment
Although presidents can cicotitagd stee desddopineit, tdic naural tension
hetween board and president nuy reguire that someone other than the presi-
dent take the lead The “someone.” ol course. s the board iselt Along with
the president the board char can use the olhice o encourage new rostees Lo
tabe advantage of orientation and development opportunitics et the respon-
by for board developiment does nectdbonbyon the president and the char
Becase ther developmicin senves toamprose the whole hoard, all trustees bea

the rosponsibihiy for sceina that they continue torow thew roles

The linportance of Effective Presentation

Bewatise cac it boaid s umigue. one trastee deveiopment progran cannot iy ail
boards 1hose destgning professionad dovcloprient programs for tiustees would
also protit by consadering the paes il cocmatances of the college and the new
boord mepter Does the colloee Tor examplie bave d tadinon of prosuding and
ouraging cducational actvies for s trustees? I sasthe program can take
advantage of this rraditten by shanmait with the new trustee I not. some expla-
nvon of the programs mipoitance s eguared e collepe bras @ strong de paii-
ment of continuig edic AUoR ar contact raning, tustees can be mlormed ol
the onganizational advantages of traming for eservone mthe organization

i« the C“-Ht‘gL‘ ‘l\k.”('d lose e other \t‘”t"_'\k_'\ ‘ih.ll .II\U CICOUNALC hﬂ.‘.l'd
development opportunities® I soscolleges can economize by sharmnyg resources
o canudum Can ~some of the traming he outsotreed o state or natonal
Lrtstoe tmeoe st ion =" Are w nuinber of the trastees relatinehy new i thar roles?

0o they condd be tateht as coreun Athough trastees do not have to e

ends e order 1o work together clieci iy, hoard delibe iations improve wher
Uustees wnderstand something about cach othiers expetiences and personalits
tats 1 particular, board productiviey mceases when tustees understand that
Cach ember Tas s o her own sivle of behavor Boatds can profit trom o
tetteat m w hich cach trustee disceners his or e own personality (vpe and the
Streneths and weaknesses that attach 1o cach type For example. cHective
hotrds valte mtwtive thinking as el as anafvsis that i hased sty onhaid
evidence Simlarlys both the debiberate and the cager trastee have arole w play
on a well-halan ed hoard Once trustees develop an appreciation of severdl
<vles of hehavior therr understanding of their hoard cobeagues olten imcreases
and Toard relations improve

It the board Lacks experienced members, a trostee development program
can e desned o enhane e deadership and expose all rustees o vital chapters
m the college s tecent history 1 the board 1s already dominated by very expe-
eteed tristeos ttenton can be pard to their needs and the challenges that
new trnstees bice as they - dempt o bicak into w well-established fineup s the
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college e dire himanaial strans? 1 <o) the educanonal program tor trustees
shondd be developed weth great concenn o s cosis 1 onthe other hand s the
college enjovs pood tundimg,. speaial opportunities ot board development can
he conswdered  1s the college heavtly dependent on stae funding? I so, the
trustee development program can be tadored o prepare trustees for the task
ob rcreasing the states level of support. It the college s primardy funded from
lovdl sources, tramimyg can focus on the task of <erving docal con-tituencres
thereby strengrhenmg the colleges tmanaal base

Irustee development should also retlect mdividual charactenstics ot each
Poard member What s the trustees ‘.\k'”’u\l\kCP(-“ Is she o he selbdiredted o
Jdinected by external forces? I the laier how can those fotces be used 1o
civonrage tramng? e trustee responds primanidy o external torees, the pet-
~ons tesponstble for the appomument should 1ccene brictings oncthe objec-
tves ofoastee tramimg and the new trustees progress it board membe < are
clecred. press relea=os canmtorm the pubhic of the board members achieve-
rctites and morease the hkehhood that the tustee takes advantace ol lutuare
LA appoTinites

Fiow well do trustees understand the jarcon ot cducation and tmance™ A
coad glossary obrerms s adwan s appreciated for i hedps the tastee weond ask
g questton that reveals ighotance, Those who design the tastees carricu-
I should contiruoush momieer the backeround of new trustees so that the
tranminyg fs ther educanional background and hie experiences

How miportant e spouse and fumly to the trustees decsion about pa
tepatiny i trustee education™ I the answer s very important,” some Lunih
actnvtics shoudd be planned mcomunction with tslee tramimy sossions Wha
arc the cthore and ethical sen=tvme < of e now oeerees™ sometimes boaed
menthers test rrastee development programs for sonstuvany to ther vadues and
herdage The more that protesstonal development program designers and tram-
cis knew aboutwhat s important 1o trustees, the more eliccive the tammg s

How much ume do trustees have for their development? Manv tastees
arc very busy people Would thev prefer drive-in” seminars that can be
attended measimele dav without spendimg anreht away rom home " Would

dehvery ofinstraction over the tnternet o by Las be convenient and citecine?
O do the trustees want an GPPOTIRHY o mvest more tnw with trustees Trom
other colleges Lacmg simdar problems™ Erery board = different, the wise pres
wlentand board chan moniors the trustees for cunent answers: How pohit-
calls expenienced are the new trustees” some twsdees come steaight from the
world ot polines whate others have ne workang hnowledge of how Jaws e
e trustees me tocbe effectn e advocates 1o the colleges, then poliaal
skill< must be sharpened and then svnchromzed

Flose e the nes tstee been trained o think Trastees past g and
expenence sometimes lure theny o viewme collepe issues wirh aosmele o
Per oxamipie. anorneys swho o the board mav see the college onty in hight of
the Tows whenm Lot binancal ethieal and educanional 1ssaes shondd also he
rarsed Teachers who o boards are ofien tempted to see every issue onlvin
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the requiremer ~ of muance and the law Good trustee development encour-
ages fdsiees to tse avanets of fenses 1o view cotfeae tssaes Board topies aie

~eldons o simple that asigle approach st es

A Model Trustee Lducation Curriculum

Whatov e e of prolessionat developiient s chosen ot shoudd it the use
S b e put by the trastee norder to be sood hoard membersowha do
T S O S PO P T TR TYUR S AT ST PH RS PR L PG S S TR I TRITRI T T IR TR AT S ssit
P s OF Lhe s O RS ey govemny
Learning the Boards Cubtuie. e e cne mra e mole tho now meied

T guestiots Some el e g Lo e Lhe new hoard member 1s

Aot kel toaweinder aiond Hose do b oo thes i and Do Phone b

|
U es o T a ok e T P RO G OTROIL O Te tsit s e TSt

. '; dhery ek merc comtortablo et therr new responsdhiniies and then o
ez~ on the hoand Becaose stab impres=tets endures i carts and eftec
PIv e mibainoa e it g Bt gt et Toior O leiesiee ATHCT a0 Do
P e mew espees need to undersiand the o Babie siaciane, and
Procuditres of the poard thar thes e about o e Wathoal an adeguaie one
OO, e Hdsicos can dearn then board s anvle and abars ondy thirongeh
Pl persemab onsenvaion Swch study somctimies takos monthes o
.t‘.i!'- and durmse o rme the now pastee s Bikeds o be heard only ocea
doitalh dunmg bowrd mectines New trustees want o know how the board s
boctistoiied foooneratties Do board memers anee! oniy w e the eard s
Ve they e e s .'.thu‘_\ o fon sociad OccasiodisT S e i
e ord D W hieh rrestoe 1= tsed todoema whic b ob ™ e nustee dovel

)
'

i [ = . S ' vy . . B S\ FEEEY
RS T RERE B AR E LR LA N RS FRER R R o b ! AR

Pors T e et Do and ooy b hoandd comrertable ny sendimg on s
e it e ttie= AN B <houid o hoard e dood e o She st miss amedt -

<

v W hat events at the volleee wie nustees expocted o arend? Should they
Loorbe e s dene baow i thiey plan e vt the campus™ Howe shondd trastees
Teact o \'\‘Ill{!i‘ll[llﬁ aboul tie L&'HC;L ’

vodnderson and Tabisia o baoe) e notad these are guestions that tan
I
|

t

ot Ui tonds eb nos tiastoes B now bodind mombers asadiy e hes
o Leoverhabioe such guestions wineh are setdom b ever, tound on the aaenda
S tormad board o nration sos-ion By discussig the board = radions and
cultre dorme anew H\MH < ornntabion, the president and board chan can

TG B Gstoy dtae s statid aiid adigt o e boand thiat shie or e s oy

Phe e boeal s dornes ‘;"“.‘."‘! Al e sddees D e o
e tnheis shoidd e envcr an eppoerianiiy to peovido o mpae onogiestions ol
whot aaand Biose ddien ihe Booad o~ ssanctinme s thie board s tradeonal
«oedude does nor e the profes<ional or sworks <Chedule of the new trnsieces
o tastees shondd be ald the procedues sha board memiber muoa tollow
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e tdes whcthion dhic boarda has comnntices and who senves on each commu
tee: What are the policies of the hoard, and how can they be amended?
Purmg the omentation ol niow membars, the subject of Cosed ~esstons can
dises e discassed The damage that comes from leaks can he squaneh
addressedand examples of egal jeepardy ansme from mappropriate discus-
stont ol dloseddcussions can he shared New board memibers wie more ikely
terespent the tudes of dosed sessions when thes have posonadhy discussed the
damage thar hroken contidences can create I ather words, it s casien 1o ke p
confudences when one understands preciselo why they e importin

B ddiner o aboehng on the boards own procedures vindluding, dosed -
e provedidests the onentaten should cover certam ather important topies
Fohns <tade ol picare cablo 2o Bonadd <o bt 1995 ano thia cotleves benetn
vein et cince hoaros and that dfecnive boands are populared by crustee s winh
copaGee i s ey dieas A good professonal develspient program there
Lore niuies these tas i each tistee b appreciation of the colleee s conted

o Bestony and current ~ g 2 cartosity appetite for gustee education

Sl Codhed wioug Process ecRimgres, e e imation to engage
st v step Toncl sadysis oS interest mecommunieating with kev collese

N .
N

f Gy . Cot . R 'y . Loy [
R A A R TR A T TR ST AN Preciatny dbtiig bach thail dosciog s

Pl il Al
~ome comment, since cch contrlbres diecty tothie electiveness of the boand
An Appreciation ol the Colleges Context. When community colleges
hoam neary one hundred vearsagos they were desianed prmaiily o prepae
it last o vears ol i ersing work leadime toa bachetors dearee

i

Ceovarie sl e

e b cobaboabin e aiid Covprcrabing learn
et o paced Tewmime s and compater assisted loaamme were subjedt ol o
b icovenad today several educational theonics conpete fon the aiention ol
communty college faculty and stath Tnoordor to undor=tand ==t~ thatl olien
iode peopte waithin the vollear hoard nrembers teed (o has e sotie unde
-ty of the cunront theones that undengrd commumity colleve educaiion
ulueaiendd theenes Change o nne Tachig Ly with the men
tuten~ recent histons new tustees often strugele 1o understand the college s
carrent educational onentaiion When someone joins 1 board s several pros
fecis e i moiton and when she o he Teaves the board, the ~ame 1= L
Mostiristees decnntemoy the posilese of servine o thie ol o s it hoard
Many -sies o beon lccd s many comminments bane beon nnade and mam
Tossons Inove been fearmed befor the ses srsteoe attends the e meeting o
Pectiecine 1 then toles, new tusiees must learn ~omething about the has
fon ol the board and the college i serves Presidents can provide them sl
Copics Ghanmuies oF e previons vear s board mectimes and summares of 1he
cotleae s recent performance A Bt of tends mas also be important 1o

1

caalinpic o D porcent dechne meenrollnent may ot be sienthicant —unless it

T L Y Y O T S P I O A PRSI TIN
Hoehe presdent e nor provided copies alnccent mintiie - o ai -t
b daraon the colfcee mew rastees cancash abont the bistony of (e colley

atnd the boand o history of the colieve Bas boen prodiced new trostees

i
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Sould recenve it Presidents and board Chars can olten arrange socal events
Lo e new tristees the henelit of conversations with people w ho have
observed the colivges grosih and development ever inaiy years By iitetact-
g informaliy and trequently with experienced board members and other coi-
Loge reprosentatives, new trustees fearn the values. norms, and prevailimg
practices of the mstitution Onldy then can they aceept the colleges tradinions
ot boom to constructively chalienge them,

11 enaniinge the colleges tecent histony, board members should be alent
o any athres by the colivee to respoid o changes within the community.

i
b

fow e the commmunity Chanzmg and what problens and opponiumtics do
those changes hrmg® How can the communiny collese help solve the problems?
Hlow 1= the et and soorad mmyof the district i Olien trustees see
e chialiict e il e of wass tather dthan as i may becomie: Bodids need o learn
o ecan e cmononment to rdentty trends that pomne to the tatare This i par
peularh mportant il the board Lanks to reflect new o emerginy popudations
sorthnm the dhistier A hen hoeand sacaneies ocea sheald they be hifled by peos
ple bom underiepresented G oona? Bodrds wan use conversations with those
ek 1o become trustees to exphin the college and to listen to new voiees
and new views s the board withing, to hure accollepe prestdent who difiers bom
them maender, tacc place of oran orage but swho fits the districts popula
ton® Coudd such apresident lead the colicge more eifectively than someone
whose souial '[“thL‘ LIU:Cl} resembles that ol the board?

An Appetite for Trustee Education. 1n order to be an insprration o the
learinny ofganizaton that it governs, the hoard needs a plan forits own edu-
catron 1993 fonnd that metlee e boaids generaly ictuse o leanand
Hat ey iy 1epec sssessinents of ticn own performance: Good boards on
the other haand, seck 1o discover how weil they are performing, and when
improvemient i nevded thes imstrute learmimg oppertimtios tor therr mem-

bera Colloge prosidonts aed semon board momhers canuise avandy ol nith-

hoard members and the president express clear and high expedtations tor the
new tistee, the new board members performance s enhanced

Familiarity with Effective Group Process, Related closely to the hoards
anderstanding of s own edicanonal needs s anapprecaton of the key cle-
menis ol ctlecine group provess Goad howds understand the need to e
crent and clfective disctssion betore reachimg a decision A working knowledye
of pohamentany procedure and good personal relanonships among trustees
can e cate 4 dhmate for healthy discussion Hiective boards melude members
with aovatiens of shvies somc push rpidh tosard decions dor example,
white other~ e more deliberare A balanee of stvlios contiibutes 1o ahealths
cronp process and vood deasions

Of ottee et eb e s oan Occa~tomall Create tenson on the boaed
When diffetmy approaches among the trastees Cash, boards can beneit trom
crontned rudes fon delberanion. Tike those stuvgested by and pataphiased hiere
fromo the work of schwars clvu)

3
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Te-t assimpuons and mferences

share all relevant imlormation

focus onmterests, not pusitions

Be speciic and use examples

Agree on what important words mean

Explan the teasons behind ones staements, quesuons, and dactions
When vou must disagree with a miember of the group, disagree openly
Make statements, then invite questions and comiments,

formthy deston wans o test disagreements and solution-

Be wilhing 1o tackle all anich and mporant issues

keep the discusston focused

Donot ke cheap stiots ot distracn the ypon

Frpoctalb members o particpate e ali phaser of the process

Keep appropriate nongroup members mformed of sohat they necd to know
Aihe decsions by consensus i possibie

Conduai scll-ontigies

Fltecrnce gretp discusston and decston making requires that all group
members respect themsclves and cach other rustees who develop the skills
tiveinved with cltective group process are more conhident when vorcmg ther
own opimiens and. at the same tmes work o ensare tho all vosces onthe
bowrd e heand

Talent for Apalytical Decision Making. Triistees must restst the
wniptation toonushomto decistons wathout the benetit of thorough under-
standmg and carehul analvas o issues The best boards use a variety of
tested methods toadennly and solve problems New trustees should he
cncouraeed durimg their onentation session to test thetr preconceptions
oot eformoan thar the college car provele Sometmies aonow et
can dalere the board to sernous probiems thar 1t has overlooked At other
tmes, however. the trustee’s notton that the colleges lathng in agiven area
oy ol stand up under carctul scrutmy of the evidence Although mtaition
somcetmes plavs a role mn good board work. o can never he asubstitute for
soud research and ainaly-is

Interest in Key College Constituencies. e hoard holids the callepem
trust dor the communiiy In order o determime what the community expects
of the ul“&‘g\‘_ trustees showld hind aw G to lap the upinion of the true ovwn-

vt~ of the college When community members seem unaw e of the colfepe and
the work of the board. trustees should device a method for increasing the vis-

iy ot bath Torthose who follow the nustees waork closely the board
~houdd strive to communicate caretully s agenda and decisions Without an
intenuonat progeam of board pubhic relations or communications, rumaors
roi and tastees tose control ol the informanon fiow Every board should
hove o plan for conmmunicating with the pubhc Discussions with kev con
Auteticis s shotidd oot e el to dhiance o to e padshie comment seciion ol

the Doard avenda Rather the board shoald plan several discussions each vear
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with constiuents and nuke an ettort tomtorm the pabhic reauhinh of key
hoard dediztons and develepments

College trustees need the help ol the president and the college pubhic rela-
ot ofheer i ther cliont oad pubbic understandimg of the role and contnbu-
fos o the board New trustees should be cavttoned not 1o speak
mdependente b they dos some members of the pross and the community may
Misconslrte Thelr comments as a statement of the hoards position I order to
& ad such contuston, the board char and the president are usually commus-
wcied o <peak tor the board. and new trustees need o understand both the mile
A the toasons bebmd it rustees dospeak mdependenty they owe e the
Beard e creplieese tha thor commmenis wie not o be tahenasasel tio ot the
Boaid~ position They <hoatd abse emphasize that only the board has the legal
~ower of sovernanee and that mdnadual trustees have no authoniy at all

S Dtsteos muan <how atendenoy o olfow the winds oF commmin
cpimion wherever they Mow I onentation ol new trustees and Jduarmg con-
tnwng professional developiment sessions, boad members should diadlonyge
one antothion e lead e developing positives colstnacive cotinitiingy opdion
A= protessional pelicans have leng realized, dected and appemted othaals
can participate i the shaping ot pubic opimion By sharmy information and
Py leading discussions ob vital tssues. board members can show commumn
rembers how o sobve community problonss

Appreciation of Strategic Planning. inallv the board should develop
ALaste for stratestic Thinking By concentratmg on loang range sivategies. the
Poard can plan tor the futwe by taking advantage ol the collepes stiengths and
minver o s weaknesses When they are engaged mostrategie decsion nake-

|

fron the caollege - oo Npelitets and

G T N N IR (R
e uualee s v}n‘U!x! Lah Dete e neat

!
anderstand opportimities that nes social conditions provide The objecine of

st ki s o provede the colleoe soath competne advantages and to
provent problent aicas brom bocoming thicats o the mstitution - viabiin

Bocnd mienthers must lears how o sk pressdents formformanon tha
ciables trustees to compare the colfeges | erformance with the pertormance ol
s peers i stch key arcas as draw g power. student and taculty diversity,
program vanets, mstractonal ettectiveness: physical plant adeguacy - taiion
aiid tees ~tudent support services. philanthrops Cand obtanme local, State,
and ederal suppart Tools toveach strateeie plannimg skills to rrusiees are aval-
able One ol the best s the AGBs Seateae Deciston Makimg kev Questions and
Indicators for Trastees oo d Y Anothier s the AACC s Communiny Collegos. Cone
Indicatons ot Fiicctneness y TO9H

Althoush rewular board mcetings olten v olve disctission of Wgent issiics,
mote important and compiey problems usuaily e noe addiessed at these sos-
~ois Stndtegie thinhings olicn cmcides 1 board reticats, shen the tristees
have ciowsh Gioe e oxplore Tanee and comples sstes Laane the collese D
ing retreats, trustees and the president have suflicent time to review therr past
pertormance amd plan chamwes that enable teaees o thimk oaegical]
chroneh v the vea
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Resources for Trustees

rustees necd @ conunuous How o intornaion abour the codleges they vov -
crn The colleee can provide a~ubscripion o penodicals such as Commumin
Colfege Tores, Conmanity Celloge Wodk Hhie chronde of Higher Lducation, Al
Qi oy, and Chooree Many sowtces e availabie v the tnternet and through
the college Tibany some beards develop coitecons of hooke s well as other

TR TS Fob Trislees 10 DorTow

Conclusion

P e lic ~s i e b sectois boards ancrcasaraiy s account foe th
Vit that they Lk trom the orgamzation Wheo o board retins more 1o a
coblene than Wb van be Cherhied e agoed mestment ton the people ol
the district Trastees want to provide o ecood et on e and money
pvestea st char bowrd Oy throueh a prograns of professional developmaent
Carorristees assate ther hoard s acceanabihing By mastenioe their tole and
renonsibries, bogrd memibers can ensure that then colleses contmue to be

Bt et ot b sl G B0 Ene Yooy e
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frust st ey 1o positive and productive bodrd-president relations,
Jrni as cach compranitsy cellece s diffeeent, so s each prestdent and
tietee. Baid on the joundaiion of rospect and meegnty, find the e

thaet is the most siccesstad for the o cheals ol cdand adapt

Board-President Relations:
A Foundation of Trust

Norm Nielsen, Wuyne Newton

Community colieges face a mighn challenge o develop the tall potentiad of
the country’s gredtest reseurce 1ts human resource To do soo the boata and
prestdent must work i harmony to develop a common vision that brings to
reahty the hopes and dreanis of the American public

Most conumuniy coilere trustees and presidents would agree that mutual
trust s key to siceesstud board-president relanione, asowell as 1o the success ol
the imsttution Board members maed trust the president to operate the college
ot daly basis Onthie ether hand, the president must trust that thie board has
the mtegnty to punde the futare of the collepe based on accurate informanon,

The question, then, is how o develop and mamiam trust. A chimate of trust
requiies many taditionathy honored Biman charactenistics honesty, openness,
nueanty and hunuling to pame afew With those quahiies as afoundation. qual-
v deadership ream buddmyg, and plamnimg and orgamization on behalt of both
the board and the president enhance and mantam then relanonship

Leadership

b ttective feaders help artivulate commien goals and tocus efforts onacolleges
unique necds

A Shared Vision and Mission: Building a Bridge. Sometimes trustees
wonder why so much of thew precious tme s fost o tasks such as wiiting,
vision and mission statements A board member once ashed about such atask,
Why doesnt somebody write it so that we can all get back to work?™ Many
trustecs come to realize, howeser, that when wnung vision or mission state-
ments. more mportant th-an the vesulis s the process el As board members

S DERE Mo R ot Ty e ] b e SR Sinpher BT U Jansey flass Publishere 53
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capiess themselves detimmg concepts thiongh words they developa preaons

ctse ob ownership With acconcsely worded mission statement, the growth

ol the colleype hecomes amatter of tuning the pages of aowell-detmed plan.
Hinough the process of developmg aomission statement. a bridge s bl

Land the kk\![t.'}_'_t‘.\

dive e it conmbia i i)os boeaiie coniiid oty Gusdoos Coiiic Trodin il dutes
cnt backerounds wnd expenences frustee diversity s a ~trenetiv i the boad
veote snder=tand the necd - af s vanous andiences Thironch the process ot
developig pmresion statement nustees and presadonts addioss sudh thonm
gquestions s How can an b nrde board solne o womens wionpsand iesnes?
and Cana boar b composcd pren st b imme s Conmec e b i wen
warth bosprals, pubhc aaenoes, and the Busmess commumin ™ Hos essanial

Cotmamity colfene board membors and prosidenrs exanmine and ander -

Gehnd who e reprcont B bestwan on toistoes tocdeothe s Ty akane o
e baod adthomse e~ wTnhes e and whoees o e ceed thenden
FOETYS oM Doy i e s abie vonds that oo

Wherea the boa b ol oerecc i the e oy Tane o
Feacs ey Conn S ORI Hh ,‘M‘IL". the othier madistianon —-they
st =hoes aoveon o the colicee s robe i the commuomine aed for s Tatoee

P a siared sesion nesins atihe pomi of prestdential seiection

Selecting a President. ¢ Boosoua personowhoe bies the eadership nceds
Stthe commumty college s one of the hoard s moseiporant fanctions the
poertan el o o tds mnvoivne colicae sLinand pethags professienal
Core i e st 2o giaiimeatons e desaratsie chanaerenstios

A picsade i vaconcs Shodid e dosked atas anopporiami toededs
Cate e collese 1o the conomnm S IOEIRUNTIN NN PRI R TR REN TR TRITHE ROIN
U guestion A nere doswe votieen here s Phe Board shoudd then procaad o
e the e cnoswth the qpibns e o e e e e colicae o s iha
LTI !1!-, AR | ihe RN IR AN ARER

MW e wood madch Bas been established aonenge the boand president,
aid v oilorc et nven becomes an mportant pene Certanbe ovood working
vebationshgp and aaals realistic expectations between the hoard and pre-

v e obene o oo a2 e oo - haecd vsion

e

fvors prestdeniad retention

Papectattons, Phoonchn it ommne o e ot b FICSLEE DRAY
the st of prosadenuab appomrcn b board mus compumcane Geariv the

Caped T ttons that s holds for the presidenr Fack of dear tansmission ot expec -
R B L L S AR SV P proonbonbean e disastrous Moone con-
Py colhoee b rrnetee s decnded vt Shen pcnanon necded o mge

P T T 1 . A St [
l‘\-LIIlJlllulllll tirieer A i'(twu'.lh [IEREENT |'l\s||l-\ | [T RTEY jriv o (AR AT R IR IR

i
Fis tandate to sace powath oo new bhrocan™ oed went sty o work 1

~weeping hanges reached the mednom no e and the commuunity beaan to
ocdoas the colle o wahrenes o d - cratms I this instance he board hose o
hsas o esponaihes for the decstons muade by the new president the resuht

Wt b aec of cricist ol the presidens that weahened o= abdins roiead
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Fhe Tesson o be teamed here s tha Begsimmy wirh the himng of o new
picaident, the beard should defiver format, wintten espectations. Ideathy these
criterta should be presented annualhy with objecnve benchmarks lor mea-
surenwnt These oxpectations, mtended o retlect the msston and futae dinec-
ton of the cotlene will prove mnaluable Jor vhe presidentad pertonmance
cvaluations o follow

Presidential Evaduations, Fho process of poesidonnad v aduadons vaiies
tont coliege tocotieae but mail cees the tish should be pedonmed by e
hoared rather than the commuoinge o L'mpin\c ~ vduations must be handled
arh cisitnat and pottoincd mohie best miterest ol the college The results
ol the evatuation shouid motate the presrdent to tocas onthe tisks to be
avcv et bed ane tocnoose what s ght for the mstrunon, rather than wha
cocd oot popudai Presadent, \i evaluanion should mdhade aorevies of plinmine,
Bodee o aend oo Thon U v, cosninannty needs "l“l O
Bonand perseendd

et and honestmput onpresdontnd pedormance brom cach board
rrember o ccentud e tees shordd theretors Tuse aovorce regardimg the design
chse process theeagh whinon the mpat s shared When fegallv permitted an
crccttne sossien ob the board may e desrable o taclinate open discuassion ol
srestdental perfermance: Thiough anaother mechaneam mdnadual board mem-
Porocubnewnien comment toshe cnanowhoothon compres

tiliitida-

voes thers some addienal cordche b presidennab evaluaoon b

Dualuccion shoudd cnheonce aond sorenathor presadennad porforniance Bothe prase
andbcnteosme should hevsed cautiows s alfowme nevher a disappomtmy =i
LA toR 1ron an \'\\'Il]l\‘.ll\ ONIC Te s\ ‘ht_' cnkie ]”\‘L('\\
he bassjor cvaluaton shoadd be acshared visen between the president and the
Powa as well as comphianeowirhy the job de splion

[T \u.uul‘l’!) PRI ITSNAY PR P P NI | i,

responsthibny tor the preadents fadares ddong wirh credin o (lu Pres)

denits succesaes

Dol shosia e oo e condiocd scoparad irony contact renewaad
and salae abhpsiments

Convintenoy othe oy AW hon a namber ol poople oe perbormmg acdetated eval
tatien W hwes anmberent endencs o he subioctine N specitie, thorough

ad obpc T e oy e s trone vt s cuate tevenny Lor deec s ton o

i
DRI cobiftbien

Phe powrd showdd e or sk o evdlate dhe presadont cvennit there appaea
o be propdiens Hthe president would Dke to be reviewed by L‘H!p!--\ux.

en comment - hoaond not he hooed o the e

Sanmte aneathh the preadentand the
Adormab ovabindion s ol iccesadiy Sothing cordd I Hllilhl Hom the tath
Properiv execated evabionons senve the neceds ol the colleve president ingd

boaid and are Csscntiad tonaposiine elaiionstup and muiea undestanding
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trustee Evaluation. Dryaluaton of trastee~ cither as a hoard o i
viduadiv, promotes open commnication and shared vision jusi as eviadudtion
ol pi-:\ul( ntdoes The clectotate orappomunyg othicial s o courae the
B ovadiator of the pertornianee of airustee Ceneraliv iowever this tpe
ot e advation comes about L‘I‘.!} e aosittation of sonn seve ity o A

N
'
t
H b

by IHLL{". Poge swnvey Showed thar onfy 14 pueitent of collese PIL'\lkll‘Hi.\
caaluate then boawrd Taague for innosation e the Coninainity Coellege
Pave Ths s an underandi-ed opporene for refanensdup buddmg and
problem resolution

Prive presidents wond Chaars are haed e tind and <hoald be reraned
whenever possibic Rotaton of the board chan s an annecessary distuption
when board acctings e ranteee sineothhy and there 1 cood rapport
Doiween the president. chanr boandand st However b werm it are nat
crptaceand the dhan oo aneer pertoriing well trustees are olen reiue-
Lt to ke acten Theretore anannuel revies mechamsn must be m pl W
Vovn e nanen s anthe proaaent the tevew =he et he facaono toa
L O T N A LA A

( nnlr;u'l Negotranons, o e ot e cinpiovin st contiact can
Ao be the baeaion aramchine Poais e 1 on 1o aitiact o foiadin ok petlog o
crs Should otter o mnduple-vear comeract s the T allow s ~ach acontradt
encottaees tinssation and psk kg whereas a president oncone-year con-
tact may be tempred to plae it sate to ensure renewal On the ether hand,
commuty collese boards aic beconne more vulnerable to laree timanaal set-
tements it a presidents muluyear contract s broken Forthis reasons acon-
Ve sereranee agtoement can proside the balance beraeon Boand protection
A prcsndonn i o

Lhe board chain must provide Teadership m offerimg a competine and
redsenahle contract Vnandidawre o president olten avonds the subjea ol sebirs
and other henelits tather than sk medi anention or the appearance of greed
Boardh ¢ s heneht from knosdedee of swohar contract ~tipalations are found
aUcompaialde schools Stare and manonad communiny college assodiatians aan
Be ot assistance i this mater

The setstivity of contract discassions has fed some presidents e seek rep
reentaon by an attorney tor the negonanon The obectivity ui this arrange-

TN N I e “lxk!l»IH for i \U*l" [T Y O T R M

Bowrds may see (e piescine of an attorney as excessively tormal For this e
son ~uch an aranvement should be mmuﬂ‘\ agreed upen

Transition Plans. Fven i the heat of situations, chebge 1 anesitable
Retrremont elocanon, or other tactors attect the makeup ot the board-and pres-
whent leaderstip team: According to one study: the eerape number of sears tha
rastees Bave e s seived s aprosiiare s erthie and one-halt shghtiv more
than halt €51 percent) of the trustees have served for wxovears ot dess, and shghtly
less than Balf 149 percenid have seraed from seven sears to over thirty Terme of
appettnicits for eoost trustees govge from thiee o sxovears i lengrh, although
mostirustees cg serve unhimuted werms Naagl anand MWesman, 1999
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By contrast, more than half 139 percenty of community coblege presidents
Fave served m ther present position for six years approximately 25 percent
for seven o ten vears. and the hinal 25 percent o1 oup to thirty-one vears
Nearly 30 pereent of all presidents have held a presidency at more than one
trstitation Vaughan and Wersman, [9960

In 1988, 10 was found that 15-20 percent ol all trustees were m the first
vear of thew appemtiment to the boad vAmencan Assoaiation of Commumty
Colleges, T98RY A review of the AACC membership diteciones from 1991
through 1993 reveals that, on average, approxmately 10 pereent of community
college presidencies are tifled each year (Vaughan, 1995 The data reveal tha
although some presidents and trustees enjoy long refationships with their insti-
tutions. theie s sizable amount of turnover among presidents and the trustees

Whenever possihle. departing prestdents or board members should give
o be gieen sudhaent notice prior o exiting to allow the board tine for plan-
nmy for replacements Although selection and onentation procedures are
fenathy vosthv and meohved they are made casier s plannng and are
alwavs worth the cifort. some governimg boards have created wnten plans tor
leaderstup transition Hus s particudarly common mecases where the board s
pleased with the status and direction of the msutution A transiton plan
should also mdude plans tor otentation and education ol new board memi-
bers Cocasionally, recrumment of trastees=-based on the interest, mvolve.
ment and commitment o the communiy and the college—is advisable A
Gansiiion plan assists the board in mantanumg msutationdl stabihty: even dur-
e e of Change mopoard membership

Team Building

Pruspadaie mdividuals come topether o work cllectively as acteam when they
bhuld o aoundation of inutual trast and respect

Reaching Out. True teams operate on trust They trust that each mem-
bei s making 4 contnbution and actung with 'ntegnity, in the best interest of
the group and the cause Each member ot a 11 responsible for mamntamn-
g and budding the team spinit On acomnanmiy college board of trustees,
team butddimg i mpertant at all umes, and particadarly when anew member
joins the group Reaching out to weomers prevents alicnation, or the for-
mation of ‘new” and “old” factons Soctal achvites. retreats, conferences. and
semuindrs allow time for mbormal conversation as well as more in-depth and
confidential discussions about the college Group dinners before o after board
meetngs provide an excellent opportumty for boad members and selected
adnunsirators o get 1o know one another

Levels of Involvement. A president and chair can build a team that
Allows cach truetee o choose His on fier Tevet of imvolvement The board chan
sets the tone for mectmgs and can steer awan iom contentions discassions
over adimustratne matters, while encouraging communication to understand
cnteal issues, solve problems, and buwild support: The president. on the other
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hand. «an ensare that Al ristees are cqually mtormed and =hould provide rec-
onmmendanons based on detadbed oov edue of Colloge progiams badaen, and
trend-sas well as porsonal expenence such recommendations should be
revienwed based on ther own merits thoueh and not seleh on what s pro-
mated by the president

= Committees, Comnuttee work olfers several advantases o mectings of

TR

v Poard member -

O 1

5
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N v | Y I ! H A
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cormittees, and they canaval thene Tves of mdividual expertise o mitctest
Hloweser i some cases appomtment of board committees can threaten team-
Duniddnd CITOS Fonmanon ot commtiees may regare the cha o ~iele ot
Derd o e wid dppeaiiment fod comnuiee iy e perceived as an -
taton i meddie i colicae i Teis tempting o wse the taidenes and exper-

tee of Trisloes Howeves paoblems can enste when the fawsver on tie boaed

i

Becomes Hic colleve artorey, the banker chaoes the Snance comnuttee. or a
Bl Bom a T e s ospo Td e e adi e answeers tewanding the
} Cotled oy popiidaiio

Farthormore combuned commtioes of st ad toustees can b tinidai -

Vi e sy o Lo s lipyrent Ay ! . YD
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Teamwork, ooy commimuniy coliven Tas s S0ndenin sihvoss store s
Unid trustees Toed the beantbeat of the colieae as eavpressed ilnoueh the succ-
cesses ob the students—they will nat adby appreciate the colfeaes role m devel-
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Wcn ~covmy as aowehoommag commnnttee o trdstee s colicge feaders pre-
st the best evidenee ot nast between the president and b or her team
Board mectines should be held on campos and trastees <hoddd be encenraeed
tearrinve cariv shop e the bookstore cat i the catererna or simph walk the
dtowids knowine the colteoe and s students can be one of the areatest
reveards of trusteeshipy Campus nowslettorss mazacmes o ariicles about e
cortene 1 the focal newspaper shoudd also be shared. as <hould mumutes of
advisors contmtice mevtings This stornaon proavdo cthe tooce wathoa
ot toosee the volfeze romean vatador perspective

Roowledoe about the colieee masston and o obvoment o the srustces
1

dbsoccontribate toothe team spne Worlshopss cnimars, conterenoon, an
1

state and natrenal mecimes adthoueh an oxpense torhe district are edu-
calien el e T s s IO T Rese oo dstons diso Busid ihe
coatd member s prade paine mstuion are an opportunity to visit with

Seos oo e Cehicee= o abieas for <o Cheedeading = vueing the

Poataier ost sioos teard at board mectimaes Wlhon possibiesvhie presa-
OB o o serion admise=traien <houdd accompan thie board to these events
Poord nember s <hovd & oo v ehved morher commnenty ~ b and ser
Voo olndiicabions s aowan of st intormed and recevima teedback

\ \ .
At e cobee e

Planning and Organization

Prodie tababiny imveies trost For aocomnumiy collooe board. evidence of i

Jovabihiee cay B beesd e trasree handbeoies worcenbin euad oeenda an
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trustee= The agenda should aliow ample teme tor meamigiul discussion and
<hould iclude the tollowing items

College programs - This provides partcipants with an overview o the expres-
<om of the collepe mission through s progians \review of the presidents
annual report with ime tor guestions and daribieanon. s also worthwhile

Procedwres This activity ddantios role expoctations and responsibilines and
ciinnnates duphcanon of effort This s the time for rustees to express con-
cerns or support. and to resolve any trouhlesome 1ssues

Opcratonal sndes Pohaes and procedures do not address mshvdual siyles o
approaches untque to one member or the entre team Open discussion
ahout operattonal stvles garners understanding and support £ er mem-

Fore of the adiinin-tating teaiti vaii dlso benichit om this arscusson

Valies of the bodrd and the president This intetactuon locuses on the compati-
]
I

whity ob what the president and board vonsider important tor the college
F1= 1 dien the e fon ety godis, winen ~hould be comsisten wath the
viston, inssion. and strategie plan for the college

Vv of the heard and the president The entire leadership team must he
ivolved i vision development to create a sense of ownership and under-
standing This - an opportunity tor the board to proside direction and sup-
port to the president whichis thenr primars responsib e The president
then works with cellege statt to develop poontes to achiesve the vision
Progress toward vision achievement should be reported annually by the pres-
entwih opportamiies for boaid leedback

To Be the Best

Teast i ihic oy o posiree and eed e e presiden relabion- Juat as

cach communin cobiere s different <o s cach president and trustee Budd on
the toundation of respect and integrine iind the style that 1s the most success-
! for the mdnoduals mvolved and adape Budding trust s not difhcalo frhe
hoard voal 1s 1o be the best i s capable of being As Terry O Banion, execu-
tave dirccton of the Teague for Innovaton i the Commumity College, said,
“Boards that want to hold on to thewr presidents must build ona balanced ch-
mate mowlich the board both Challenges and supports the president i lead-
ped managns the collepe 1 the board challenges and suppoits the
prestdent to he the best president possible, by that action the board is also
beconnng the best board they can be o l9ge posy

Fogether the trustees and the president form the communiny colleges
feadership team The team menbers challenge ope another o see that every
anmet need s Bled, eveny resource wisely imvested To conanue the tich tra-
divon they have mhented, cach member of the feadership team must find
value in mutial support From the most semior members to the newest mem-
bere of the team we must al mamtam and enhance the environment that
ke the commurn coilege the bestivestinent i pubhic edication

&
‘4z




BOARD-PRESIPENT RELATIONS 41

[he furare stecess of the communiey college s ensured i the relavonship
between the hoad and its prestdentis strong and if the college and s leader-
stprare beld imcioeh regard Trom thes foundanon, all else falls miro place
cnrollments rise, bond tsstes pass, tund drives aie stuccesstul, morale s hagh
Hhiv mussionoas fofhlied Anvthing fess questions the sincerity of our commit-
ment to public senvne
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PR sednng of new gistees changes the complexurs ot any board wnd
begins anew set ot relationships among board niomber s and between

1
the Boand and ihic codege prestident

When Boards Change:
Presidential Response

George R Boges, Cindra . Smith

Avoverning board s more tha the sum ot s irdecdual memibers hitera -
tons amony, members and bersween the college president or distrct chaneel-
for and the members Cause boards 1o be dvnemiie and comples ennties, Over
time. the bowd and president develop o cadture and awy ot operanng When
the composition of the board changes. new members mav bring new ideas and
porepociioes hut thev may abso chalionae the donenanr Codvae

Torbe chocive i feading the cottege distoct the president and boaed st
Bave cddear idea ob the role - they e expected o play and thes moss work o
make the relanonshipa productive one Bleath the president and the board
e teans o leaders who shae common phudosophies and obpecnes Becanse
chic visibdine of thes feadeeship rcams s bebav e and etfectiveness st the
tene for the behavior of others at the college Clearly for the college 1o be sue-
cosstul the president and he Poard o trustees need o develop and mamsnn,
do H-detined. trusting and elfecone relationship Boggs. 19035,

Those communiy colleges commonly identilied as Bemg among the el
tave o hestorne of stable presudennal Teads sship dReucche and Baher 1as™
Fong term presidentsarmmbure therr foneeve marean degioe o the stabihiy
ot therr boards In these Case~ chanees i boand compoesiton e heen vrad
wib enoagh tor new hoard members o hecome acculturated and to lean then
rofes as college trustees More dramatic chanyes can challenge o board and
president to mamtam etfectve leadership

Iy then discus~ons wath piestdents, the authors lound that presidental
tarnover vl occars alter alanpe-scade change meboard compesinon This
P~ especialiy rae b the new members have speaial miterests that they place
above the nerests of the colfege ol thoy huve pehocal ambioons bevond
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the college board Boards that are spht afong phrlosophical oo porsonal Timnes
have o ditheudt nme providing consistent and ettecuve leadership and can cre-
Al tie-conauning problems tor ther prestdents and their colleaes

Presidential Survey

lov learn miore about the catses e, and conseguenees of hoard changes i
wmmutm college districts we mtervien ed erghiteen carrent o retired presi-
dents Inthis ch, gter the term prestdent means collese president or distnet
hiet .ulnnm\n‘nm otficcr reportinig to L goveniing board ot tristees This
tevm i udes indioduals with such ntdes as chaneellors supernmtendent/pres
went and diuector as wellas president fhe mtenviews were conducted either
B persen of oy eepiene o fate May o date juiy E9500 Ao consulting
awith recovnized commuty collene leaders we selected presidents who have
Botoiios o ot ot Cotlectively they have senved as presidents of thrty
cittere nt commeranty obese distocts mren stares Bothomuodieellope and s
e college distvts were represented. rangime i student enrotlment trom fif-
toen homdred o Bitv-hve thousand . Those presidents interviewed served
clected noards as well s appomted boards One mierviewee had expenience

N i
de =Ll hanothos

Board Change

T T R N RERITIARUA Puood cvemay cnees Boand
members move from the district They setue trom the board or cheose not to
~ech teclecnon an reappomuiment Some die e othiee, Others are unseated 1
clevnens o ane sor reappamted by the appomtng authory New board mens
T b et T Ix‘@‘]\.u Citiose wihio leane the heana

Fhe motivation or peopie 1o serve on community colicge governing
Boards e ton the et part mdivdually denved some board members serve
PcaUse 0l sense nt cvie responsibility orabediel thar they should convibute
i w1 B of ther s ommimey Others serve beaanse they care about the
Pt alar Cotiese of edication mgeneral some board members enpos the vise

s
i

. 1 . N “ .
R TR NI N Pivatinde that cotnes waih k(‘llk_{_‘,\ \Ik"-\.ilkl.\lllp Soine ~see Puaard ser-

(T \\lul\ = st P Ll‘\.\AlI\_l \ll‘L\l}llI i)\‘l.l'.l\. .li othice . .lllL] l'[!‘.L']\ [ER TR h.l\[ l\Ll‘l

Croviod v appeintod torepresent pecial o simgle mterests Inomost cases peo-

olcwhe heconne trastees want to magke a diftorence for ther colleye
Changes over Time. The presidents whom we mtonvewed unanmoush

avtoed thoe '.'nu natte of board membershup has changed ov Ll’lhk vears Forthe

. 1
Dol sttt it ...14.

. lx\lt.‘._ By aan G
oA R ' ot

SHATAITEN \\.l\l\l\ who e lud soleiv because of then mterest puhiu servce One

eepesident selieved i the pase people feit mote oblhgated v heipwath the

cuds b chinch e sonoole o b docab commumity colivge thano s the cas
today bdae vew oornumties weene stsler and dess complos teentiy years ag

T~ presadent behioved decraons iy some states to pay sipendsand o
4
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arant benetis o board micmbers cncouraged adiferent tope ot mdidal to
seck appomument ot dectien to communty colfeze governimg hoards

Otic sespoident seported that the board that hired limindluded afonmer
state vovernot, dlawverand ¢ doctor Eventualiy, those members lettand were
teplaced by members who were less well-known and more concerned with
SOt ten ssues and therr own speaal interests He noted that the Jater
rrustees ould vote without padse to spend S 10 nuthon bur wouldd waste a
creat doeal of tme debanng detahs Another tepondent recalied thar oy th
carhy 19o0s fioe of the ten wealthiest menn the county senved on his beard
FHose Tristees wotthd 1ot festiate o donaie Sy 0ol cach o hnanee dcod epe
bond cimpagn The respondent thouszht that this would not happen today

Other presidents sand that people e now more mterested m promonng,
con b resie~ thun thoy wvore twenty vears ago - The prestdents noted the nan
STon~ from oty business leaders serving on boands m e ber ties, o
peonicntenested o communy service and himadly o speciadomterest-oroup
members According to g nmber of presidents mreryiew ed, busmess leaders
seem foss mchined o serve on boards today because o the pubhic scranny of
candidates persenal imances emplovee union actvitios tvelvmg prokenng
and bos cotimg of those businesses associated with hoard members, and the
Becessity ot akeny the unpopular decsions mheent ptongh nnancid times

Fie presadents agrced that serving on boards s mere dithouit toda
piembers have o deal with more contiics more compention for resources, and
more dithoudt chorces o the past. boards had different isstes o deab wih fon
cvamples colieaes were m then sonth vearssand Boards had more authonm
and e

v one mrervewee behieved that hoacds have improved over the vears
I hs opions thirte vears avo boards were rabber stamps tor paterabisti
presndents o cnaaesand not ey s el tonmed as thoy <houdd Base been
Foday fresees s haher feve Dol cesponsibadiny warhi henar cdncarcd and maone
knos dedoeable trastees studsyimg eports and dasking questions He avnbued

) 1 1 ]
ths chonee tethe nced or boards 1o beamvoived mellecinenioss mcasuie s

i
roguned by taday s acarediation standards The president befieved that

downside te hoads beme more mtoned s that trostees moy become
avebved rr pnonemanagimy

Another presdent <tated Ber beherthar boards e more demanding now,
mid Cnpes tions ter the board are greater than betore: she believed this change
v conne about because vimerica has ended s Tove atbur with igher cducanon

Most of the presidents aereed that there s atrend toward micromanaging
and ot respoching the e betwaen pelioy aind opaations Thc iespondents
attributed this toseveral tctors ¢ hanging board membershp was identihied
ddAnioant facner B some <tates Calibornacbor instatiee. Tocad boards have
Lot onahermy ovet the Lrger issues e state boards and the fegishvure deaving
Boards with fewer polivyecel deastons ard maore time 1o oo onsdenals
Povadoode ee oo oo e suee Brom e e nobenad bodhe st by

accountable and ce pubhic resotces e dechimed s trastees spend more

GO
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L scrutinizing how fitids aic speii Board oemibers whoseer an obigation
ur allegiance w emplovee unions are otten pulled into discissions of 1ssues well
heyond the pohey fevel Trustees who want to use the experience as a spring-
board to another pohnical othice may try o buitd a resume of personal accom-
phishments, often focusing on adnmstrative rather than policv-leve! ssuies.
Although the natwre of boards may have changed over tume. cach indi-
vidual change can be stgnihicant tor @ board-president team \With even one
change. the chemisiry of the board s altered For the most part, mtervicwees
ncheated that a president can help prevent disruption when aboard changes
e Lact, two ol the sespondents feit that presidents deserved the boards they

Baves sphon that a prestdant cat shupe the character of the board

Board Candidates

Lhe tesponses of the presidents were mised when asked about thew wennlye
g candidates tor ther boards and beconuig mvoived m the appomitiment o
clection process Most ol these mterview ed el that presidents sheuld not
recrint candadhire for board momberstunpand most have not, despiie having
had many opportinitics Ancexception o ths rule, accordimg to one respon-
dentcanses when adeclared candidate wants to replace the president, m which
vase the prestdent has hiude 1o dose by backing someone else Some presidents
e abso beenrnnonved madenubonyg candidates tor appomtment or encour-
sty good people to ran o seck appomntment when anaincumbent 1s not seek-
my reclecuon or reappointment.

some respondents encouraged then rrastees o denoby and support can-
didates wito woudd be good hoard members Ciiier presidents tiked to therr
nustees abow potennal candidates one was asked by her board cham o suy
sest o vood candidate Inoso dome che consadened coandidan o wonld
D racnad, eonder, and occupationad dinversity o the boand

Vne presedent descnbed aformal board appomtiment process mowhich
the president s permitted 1o nomimate candidares for consideration by the gov
ciner Inaddimon: he and ancther president reported having oocasional per
sofldi contacts with governors about appomtments The contacis were
somctimes mtnated by the presadens s at other times by the sovernons hithe
Fanos, whon one tespendent s board was more pohncally mtlaennial than
today, members would essentially tell the governor whom 1o appoint In
arother st a picsideni told of w nonparisan anzens group bemy formed
SOMIC Y CAs dro Lo stgeest bodid members alier the college suifered from afot
vl conttoversy and nearly fost s acaredmanon This atizens” group now bath
ccconnmend s a <Lare of Ganddidares tor clection toothe oard and hnances oloe
HON g

Several respondents patticipated in oentation for prospective board can
dickates some presidentsmvared comdidares o meet toran imdormal discussion
ob the colleae and board responsibihines others conducred astractured oren

fation ~e-ston Fhe l"lq""l FLOTE sesstobhis Wl (|t'-ly‘lh't] tooanswer the candh-
[)
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dates guestions and o supply mtoranon about the college and the hoard.
Candidates must be ensuicd equal opportunuy. Presidents believed the more
mformaton given to candidates about the roles of board members, the better
Board candidate forums. on the other hand. are best orgamized withowr the
direct mvolvement o the president. although s probabiv o cood ideadtfor the
prosident o attend these forums «Boggs 199340

Challenges of Change

Gt abwavs diflicuiio ovon winn acboard and president have developed a
trusting, citecuve, professional relavonship. change in board membership may
oo peicened as athreat to w comfenable organzatienal culture Certamn cir-
cumstances however may make the chanee even more dithicult lor the boad
andd the president. as well as tor the college communiy The circumstances
wentdicd By the respondents mcade changes that brg speaial imterests 1o
the boards those that teaadt i aaphit bowd those that brimg ronegade tristees
to the boatd, and those that present the president with morai or ethica! dilem-
mas Some of the challenges caused by these areumstances were sigmificant
cnoteh o Cause presidennal turnover

Spectal Interests. According o Axclrod ¢1asa the tradiien of gover -
nance by quahtied lay people uncncumbered by speaial mterests s basic to the
phiiosophy of hichier cducation i Amenca Other aathionues agree that trastees
nave an obligation w reman mdependent of speaial mterests or groups (ngram,
FOREY Tvery person has special mierests, however. Most people belong to groups
that advoc e i vabues deals, o polincad an rdigiods bodds Undonanaidh,

these spevial inten s have become sinele mierests amonge candidates

- 4kl

public olbices today and becanse of the passion involved. candidates with spe-
cabinterests are not cass e deab with When atrastee ora president places aspe-
diab ditciced abivad o the bestmerests ot the college. the college sutfers, and the
b~ of the prestdent and the rest of the board memibers become more ditheult

Board members should nise above their own individual mterests to con-

! |l\

sider the diver=ity ot values, phitosophies, necds, and wants mthe communminy
Fhey are responsible tor seckimyg input fromy allowners " of the collepe m order
o denidy the common good and ace m the best mterests of the coliege
cCarver 1993 Undonrunatelvs this does notalwavs happen

B one casesa president was diteated oy s board o remove the collepes
hnancial accounts from a bank with whom they did busimess because of us
dunations to an otganizaiton accused of discimimation agaimst homoseauals
Iy tns case.anewhy eleaied board member with aspeaial interest m aay rehis
wos abie to comvnee other tastees o support his caise

Several presidents bad members elected o the board with an agenda of
chvertmg college busimess o hrms owned and operated by mmornnes and
wonten AWhile ncan be argued that this tssus makes the college more socially
coitscisiis, e spent achating the matter diverts personned trom issues that
may be more central o e colleee mission Moreover the hine hetween peal
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miterest and conthet obinterest s i Lt somet nies crossed Respondents have
had to deal with trustees who wanted husiness 1o go to frends and relatives or
wanted collese jobs tor them

One president related concerns about the growing <irength ot the “reh-
wiots et n hoard clecnons Becatse of the very active mvolvement ol
Crarches mosome weas of the country, candidates supported by the religious
neht have unscated mcumbents The porential exists 1o these boards to he
diverted Brom college polics ssaes 1o those mvelung ahortion, sex education
cvoltton creattonisin, and ether ssues of religrous concern

oard mernbers elecred wirh the —upport of eaplevee wiions iy abso
have a brsed view of then esponsibihinies I some instances, preswdents hine
cheerved Beoond members somg to dinnet with emplovee union presidents just
Aot o board ticcting s Soe of the presidents thought these trustees beheved
thoy teproscited emplovees rather than the communmiy

Split Boards, ~ome presadents have had o deal with boards thatwere
consistentiv spba atene plalosephicals ol or personal fines These ~phit
boards e not onls vers dithicalt ion nastees and presidents but alsovensy dis-
ruptive tor dcollege distice one respondent experienced e dianees mboard
IS T O R ORIV Tw o peopie dinmg s lenure witis one comuutiiy coi-
e et s The Doord was divded adone taced o and each board ciection
raneed the raaal balancd o the hoad Another responde nt reported aboard
sphit philosophcall as o whether o shoudd imorease taxes i order toaccom-
voodate s e cnredhment with gicaien diversiny of studenis

The prestdent and board should notvicw lack of consenstis as aweak
toss Board member~ home oy aiety of perspes tves tocthen roles e net
Ay s be posabie Tor the Bowdeven afrer thoroush di-cusson o each con-
Wit o eve s 1ssue Tnsuch casessthe preadent shoudd help all hoard mem
Ber e ees Db e RSN REERITR S hole ..m.\!\.n:\url‘ll\-._' dew sion ot e MajorEy

Hic board and the president must move on o the nest ssue without hemg

atienced by hoedicelme o rpreviss decsen dBoes Taohe

One respondent dealtwoth a board conthorm wheh arustee supported
antnsuceesstul candidate Toi appomiment o the board and hen had difie
culiy workimg with the candidate who was appomted Another president
repotted i e evenadiy Tete hus pesmion with accollege because he could
Poni el ihe Doond tooonvereome e ditterences and Wk lll\\.'\t'lh\'l

Tt coae ol .:{!i‘ﬂll‘lh"! Povaned- 'pl\\hi('llls descrbed anend o and Pt‘l”
wal pononase Racher than ~eekbme candidates who noeht be best for the
hoard appomtmg bodies sometimes view boand appomiments as rewards This
o be especally distuptive i appomtments are made along parts inesoesult-

- i H N . .
et board thaai o B ewase =plit Tnrone mstrc s appoiinices of aoicw g

CHTEOE WU T Tea kel 0! yohin .l! o Al ‘\h\' \rk";]d\'n‘ wois not able to
t
aricnd themy vethers ale eonaly vl o Mombers of the boand who had

heen appointed by the provious covernon and who were concerned about pal-

oy eventath reaaned rather than deal with the phitosophical spht and the
new bogrd member - mterest moded

SH
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Renegade Trustees. Renceade poard members are defmed as those
trustees who are not wiihng to work with the rest ol the board as a ream o whie
work agamst the board or the president: These reneaades may or may not have
asmgle agenda They present themselves as mdivaduadistic and independent,
and thev are unhikely o work with other board members and the president as
o team They mught not respect the contidentiabity of dosed or exeautne sos-
stons They tend 1o suspect compiracies and sometimes imdependentdy leak
fvs s Lo Lie priess oF evel Bake Tegdl action against the coliege distrna

Moral and l:thical Dilemmas. scveral presidents have faced morad or
cthical dhlenminas after a change m board composinion One president reponted
that he was summoncd to a mecting mn the board chuarrs othiee on acsaturday
mornmy, Another tustee omed theme and the two handed the president ahist
ol admmistrators they woeted fired Oncanother occasion, this saime prosident
was told by mcmibers ol the board o back off on the iindimgs oban audn

Some trustees want tiends or relatves hived or enennes hired Inother
cdses trestees have asked that contracts be awarded o tanaly members,
lends. o supporters: Lach of these arcumstances presents b dilemma tor a
president whoserves aboard and s vmg o make owork as ateamy The pres

dent mst hold G te taidaiiic il piicipics ol business etines

When Changes Cause Presidential turnover

Workimg with special-muerest tisicess spht hoards that retuse to work as 4
i, and renegade trustees as wdl as boing asked o sviolate ethreal prima.
Diesaic foasoms deed by presrdents for feaving 4 position One respondent
said that the president s the whomate scapegoat if he or she cannot make
the board work, the president aventaally gees the blame and frequently s the
GHe Lo fean

[wo presidents feft then positions when then boards became deadlocked
by oppoamg factions and 1t was unbkely that the presidents” contradts would
be renewed  Another president resigned becaase w board Chair had been
appoinited by the governor over the objections of the president snll another
presidents contract was renewed even though board members had been
appomted with the mient to gt nd of lime Tarer: he was able to lease on his
OWN [erms

One president ~ad he could hve staved m his posiion, but be could nog
get the board to work together, and so when another opportunity arose he took
i Another presedent retnred a year carlier than he had planned because he was
notenjoying s job as much as i the past. His previous hoards had bheena
pleasure to work wirth bur tvmg o workowith te new board took the enjos -
ment from his job

The beginnimg ol the end for one president occared when the board
tarned down his recommendanion for vice president, appoeintnig somcone else

to the vice presidency tor pohtical reasons The board diftered fron the presa
dent on other ssties as well and even met without the president being present

M oJ
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Strategies for Success

Although somne of the presidens m the sample were Laced wath wntenable sit-
uattons and evenwally el their pestons, others suceessfuly negotiated the
challenges of board changes Al ol the presidents sunveved were experienced
presidents. and they shared thar strateares tor success: The stratewies nchade
board orientation and development. evaluation of the president and the hoard,
developmyg along-teim peispectne. and workamg with eifecnive board chairs,

Board Orientation. All of the respondents reported conducting formal
orientations with new board members. and all felt these sessions were valu-
able The orientaton sesstons provided an opportunity for the president and
college st toomtorm the new trustees about the college. s mission. and s
opetaons while providing an opportany for the new trustees to fearn more
about then role m policy setting and monitornyg. Ohen the board char or an
cxperienaed truster helped with the onentation: Sometimes a consaltant from
A slate or natonal trustee organization served as a fachiator Wrtten materi-
als about the college. hoard responsibihues and board ethics were conmonly
distribuied and reviewed

Other imterviewees conducted imtormal onentation sesstons, often during
Qeampus totr According o the respondents, imformal settings provided an
cvecllent oppotiity o the president o esplan impotant ssues and to mtre
duce the new beard member te Licudny and stadt One onone mbormal mect-
mys enabled the new trustee to ask questions that nught be ditficudt o rase in
amore loral setimy One tespondent sard a president showtd spend as much
L as possible one-on one witn new trustees Another nored that i akes up
to twoyears for e trustee to become fublv oniented to the postiien,

R(‘-ﬁpnnklg‘m\ abo tathed of the valie of orrentanion sesstons s heduded h,‘

|

‘ Junts ab cncowraged nos tristee o attend

R S R TG B R AN LR H [N
sessions where policyv-making responsibilities fegal regquirements.and open
mecting laws are discussed with rrustees frastees are renmnded m these ses-
sions that they have no authory as an mdividuad

O respondent said that new trustees will be onented v somebody. and
it had boter be the president. In a survey of local board onentation practees,
the president was dentihed by board chars. new trostees and pressdents as
the mostmportant contobutor csouth, 19955 Pyen grustees who seere elected
with a speaal imterest agenda sometimes began to change thor perspectnes as
Aresult of well-oreanized formal and mformal onentation se~sons

Board Communication and Developmem. The educanon ana desel-
apment of board members should ot stop atter an imal onentation: Presi-
dents whe have successtully met the challenges of board changes stiaed that
estabhishing and mamtunig heaithy hoard relattons s a pamay responsiiig
iy ob e president and that regalar and ongomg commumcation s a key -
tor i st cess. Phese presidents always kept ther trustees mformed, sent them
mlormation regularly, met with them individually over breakfast or lunch.and
called them frequently The presidents spent the time hecessaty 1o address
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triustee coneerns, answer their questions, and move them toward @ common
missten and direction felephone messages trom board members were among,
the very first to which the presidenis responded Presidents consadered i per-
haps even more important 1o spend tiine with trustees they do not tike or who
e nat supportive of them Respondents who Lave done this wore sometimes
able to rrn negative trastees into supporters

Presidents abso supported the vustee educaton prograiis spotisoied by
state and natonal mastee assocations and encowaged therr board members o
anend trustee conferences Another strategy used by presidents s to help
trastees devele poasense of prde m thar communay colleges and then service
as hoard members Presidents showdd pomt out signihicant issues for trustees
toaddress that both meet thai needs and further the goals of the mstiunon
Presudents can captalize onca new tustees desiie to make a ditference

Fhe respendents alse considered hoard worksheps very valuable Wih
such problems as aspht board. overnding specal imterests, or renegade hoard
members, aworkshop wih an outside taclitator can help the group hecome
a cohesive team No one should expect one workshop to solve sertous board
problems however, What can resultis a plan .or bulding a better hoard  Even
in cases where there are no sernous problems on a board, occasional work-
shops, sty sesstons, orietreats are vaduable in mamtaming o leadershiys weam
fowtsaed enthe hest mteresds of the \UHC;_“L'

Long-Range Focus. Another strateay tsed by the tespondents is to focus
thie board o srategie ssues The magmiede of chatlenges lacmyg colleges
teguires that hoards civourage positne mstitational tesponse 1o sodicial
changes Board agendas and workshops should mclude discussion ot sub-
stantive educatonal and orgamzatonal s, notjust business ttems Lor
examples substantive discussions between the boad members and cotleae sl
orcmeaninehud fotg-ternm issues shoudd be encouwraged Prestdents can play a
major tole in structurimg board agendas so that thent boards discuss larger
Peties obistmunonal direction and effecuveness rathor than operational details
Fristning that board members are educated abeut mportant issues facmy the
vollege elevates therr role and expands their perspectives Imvolving the board
i discusstons about tuture issuces and plans s essential

Onerespendent who dealt with aorencgade truster cleated with suppon
rons o speaal-mterest group was sucoesstul o getting the board to function
topether becatee shicimoved theim ioward dong-range plannimg. the develop-
ment of avision for the future of the collece d rve and the propaiaon ot
redated goals and objectives This pressdent conscioushy chose not to plice on
tae hoard apenda issues that waald igmire controversy

Expectations and Evaluation. Regular evaluations of presidenvat and
board performance provide opportunities tor the board and the president to
danhv espectations and assess progress toward mecting colleee or district poals
Kerr and Gade (1989 went so far as to sav that boards should roahize that.
when thoy cvaluate than president. they e adso evaluating therr own pertor
mance Many districs however, separate board and presidenual evaheasions
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iy case o s essential tor the president 1o know what the boand expects
and that the corena for evatuation reflect the aggregate interests and vatues of
the hourd Canver and Mavhew, 1994 Grohanny 199 denuhed lack of
dgreetmient ol caped ations between the board and president as vmajor reason
tor a high tunover of presidents m mos community colleges

As new members come onte a board. it s important to review what the goals
of the college are and what 1s eapedied of the president Those presidents who
were mterviewed who successtully dealt with board change made annual objec-
ues the Baes tor theit evalwaon The presidents discassed theae objectives with
new trustees shorth abier ey jomed the hoad Most of our mterviewees stated
at the prescdent ~hould always ke the lead i developing a drate o presiden-
tal obrecnves for board review These objectives should be rekaed o the long-
tanice plan and vision of the district and shouldd be companble with the mission

The President-Board Chair Partnership. An clfccuve hoard char can
be most hefphid when there aie problems with a bhoard member Popeock
pomts out that no presdent should be eapeated to disaphne a boaid meinber
JoRsy AVhen there s a problem with a board member, aboard chaar or
aother nfluential board meesher can be very helpful i discassing concerns
with the particular trustee o private Fhere may be occastons i which the
whole board may have to deal with a disruptive trustee or with one who s not
v ing up to the boards eapectations on standards of ethies Like itor notcopen-
meeting faws 1 sonwe states do not pernut the board o address these issuesm
ddosed or executive sessions

One tespondent indicatedd that her board char conducs the annual board
evahtation by reviewing goal accomphshments and gquestonimg the other
members about board accomplishments. Another president went w his bodid
chai for help when a trustee asked him to do something which heothe presi-
Jent, believed 1o be unethical

L soine cointarity cotlone disticts, the boaid Chan rotates annaaliy In
others, the chair s elected by mempers of the board, and a particuiar trustee
mav reman m the chair position tor several vears One of the respo dents pre-
brred arotating charr because 1t dimnishes the authority of the chair with
respect to the president. However, in other cases presidents preferred strong
hogrd Chaers whe could help orent new trustees and hedp the president dead

with probicins onthe boad

Recommendations

Fhe tespondents whe were mtersewed have many vears ol experienee i deai-

wiy with boad Change o some cases, the presidents were able to conclude
long and successtul carcersan a distnict, workimg to acculturate new trustees
as they were seated Inother Cases . presidents coulid not brimy a board together
and retired early or feft for new positions Alb of the respondents provided
words o advice, and some commented on things they would do dilferently o
i!n‘} Bad a chanee
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Mosp prestdents emphasize the need o establish aposinve relatonship
with new trustees Onee established, this relationship must be cultvated and
maniamed  Although these activities take time awav from other leadership
responsibtlities. the presidents consider it ume well spent Success!ul prest-
dents keepan car to the sround o sense potental problems before the
develop and then work to resolve them before they become serous ¢ ontinu-
o comen atoon hetween e prosident and the individual trustees s also
Inpotians Compicte Bonesiv s seen as onticdis and all aaree that irasiees
showdd be protected from surprises Respeat for mdn dual dilferences and per-
spectives s dso dentiied as @ kes o good relations

Respondents who have confronted moral and cthical dilemmas advise
that o prestdent shoudd neser compronuse ks o ber prnciples A eader s
imtegrity should not vield o pressure One respondent said that presidents

. . | t
shouhd e tici o vadues and avade whore o deaw the s, using

COTTON selise 1 vhasy dreds Presidenes shoald adwass bhave sulinoent
cottrees and eneugh coutage e feave 2 mosion whon staving, would cost
them ther pec nad mtegnn

One respondent whe was faccd wah e now mahas ondasovan-mci-
et board. took too much responstbility upon himselt tor imoang to onent the
board He would nove recommend imvolving the remaimimy experienced hoard

members and s semor adnimesn o o heipmg e heaod work as aeam
and focus on pohicy ssues

hey had noto do over agam. two respondents would use more tact in
deatmg with board members espeaiatiy i open mectings These presidents
would hnd o ditterent wan of coneinicatng then diagieament wiih board
membets

Another resposident advises presidenms o prosectihemclvcs by nesotiat-
e separation clitisos diid caibyicitcimont benetits mto employ ment vontracts.
Yot another enconrages presidents to call on therr own pohueal support carly
crotch o make a difference e deahng warh Chanpes onthe bhoard Other pres
rdents disciss methed s of Copingg wad Chiadlenges mdudimy keepig physt
caliv it hving achalanced e, bemg tuture-orented . and mamtaining integriy
Others seck support from spouses, therr cabiets, other presudents, consultants
who work with presidents and therapest-

Conclusion

Poud changes, bke presidental changes, bring a new complexton o the fead-

tesice understands the pohos-making role of the board and does not have a
special mierest unahgned with the mission and goals of the district, the change
can beahealthy one Onthe other hand, chanee often presents challenges
Presidents and boards cancbenetit from the exporience of other presidents who
Fave Lccdthess kimds of changes Community colleges requure the effective
leadership of dedicated and mlormed teams of trustees and presidents
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Todan lh((”‘\\'(‘ I the rde, not the Uneeplion Inonder todeal
stccessfully with change, comnieniy colicge boards - ast
become cohesve, cllective teams

Opportunities and Challenges
for Boards in Times of Change

T Montez ¢ Martin, Jr.

Change s the simgle miost salient characterisue of communiy college boards
. in the lasttwo decades Weve beerna movement machurny' Duning the 1960s
and 19705 many trustees were long-term servants of their college. clected or
appomted by throwmg then hats into the ring or by being dratted hy public
officials Increasigly, however, during the 19805 and 1990s. community col-
leges have become more visible and more appreciaied and trusteeship has
become a more desirable position. Consequently, whether board members are
cleated or appointed. typieally there are several well-qualified candidates tor
_ cach hoard position This suffer compettion mias esultm stroneon candidiates
- it certanby resubts i greater change On the povernimyg board of Tndent Tech-
: tical College TTOY m Charleston south Carolina, every board member |
~served with in 1982 has reured. passed away, or heen replaced  Cencurrent
with the wrnover i boatd membership. there have been bve changes i the
- board chair. and the college has had four presidents and two mienm presidents
w those fourteen yvears To abford opportumty for leadership we trustees ay
FTe moditied our bvlaws mthe carly 1990s 1o himit board chairmanship o
two terms, thereby ensunng change iy the chan s position.
Sincee the establishment of the college n 1963, TYC has had eleven actual
F oranterim presidents This rate of a new president every three vears exceeds
the average seven-year tenure of most community college presidents Thus,
iy fearteen vedts o boaia capaiidice have remiorced the necessny ol
acknewledgmg two simple masims st change s the tale, not the excep-
ton Me must make change positive, not negative, cvolutionary, not reyvolu-
vonany - And second, the board has 1o make atselt o an effective
team—tmmediel and contmuoush
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Eliminating Negative Consequences ol Change

Siee change s the rulde, early recognition and appreciation ot the feadership
roles and communication stvles of cach board member are critical to the eliec-
(veness ol the board  There are atfeast three tpes ot leadership roles oneach
hoard oftical leaders, as established by the bylaws, cmotional Teaders. as deter-
mited by the passton and commumication skills of the indinaduall and situa
nonal leaders, as determimed by the expertise of mdividual members: Taking
the~e attnibutes mto account helps mdeveloping rapport among the board
Obsroushy, personal and protessional rapport s important for hoard ettecine:
e especnaiy as Changes oecar i board membership

Board= recd 1o work continuoushy to establish and foster respoat and rap-
port aimong e board memdes - lime coistrants make this ditticak during nog
Whar mectines P s one reasen win boards shoubd have annuad retrears T
addition 1o suhsinte sesstons. retieats <hould mctude tme for trustees to get
le R cais Bother miormaliy We need to understand cach others mterests and
coteiie e need o ecasnine that we do et altbapproach issaes and piob-
lente 1 the saine manter We need to recognize and appreciate o divceaty—
whether 1t 1s by race. wender age or pohuea alhhatnon We can make these
diterences positine lactors for the college 1t we take advantage ot our ditterences
and our mdividual Tinks to vanous segments of the community

I one of my ey best board meetings at ndent. we were wresthng withy the
probicm ol trving to relocate our downtewn campus trom o school bullding we
had leased Trom the county school distiict The distnes wanted the buriding back
sowe faed several guestions regardimg change of locavion Where should we
locate the campus? How much should we pav? should we lease or buy " Which
et wouhd be negotiable asd whah swoukdnthe? e were able to take advan
re of several hoard memsers hackgrounds: a developer, a real estate broker.an
ensttiedt. 4 ~chool adnumstrator, and a socal worker all brought specialized exper-
lse o the table The developer and real estate broker had obvious expenence in
st selecton and contract negotiations: The engineer provided veluable assis-
tanee mesaluating the condition ol the building Beeause the site was an aban-
doned high ~chool, the school admimstrator was able to assist i understanding
e miernad operations and pohitics of the school distnet The socal worker trok
the lead 1 developig the communication plan tor informumg the sustounding,
naghbors of aur mientions: She also worked with the faculty and statt to under-
Ataned this mner-any neghborthood and its unique history and needs

A sphit vote of tive o foar on puchasing e abandoned Tigh school
ik ed some wounds, bat the hoard was able to heal them by pulimg wogether
et and communicatny weentarhy and trequently: Although we wereana-
ot dnd coneerned about our deciston, 1t has since been vindicated by the suec-
cess ol Palmer Campus, which has experienced a 128 pereent enroliment
mere e to over flteen hundred students since we apened the doors in 1986

Fatabbishime procedures and processes proactively s crooal to the elh
cienay and smooth funcaomng ol the board Here are a few suggestions to
reduce the negative aspects of mevitable changes m board membership

0J
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Review the colleges bylavos nission, and other othicial documents regularly:
Review board mecting mimutes to enstie completeness and accaracy
Adopt parhamentarny procedures betore there s a problem or contla
Estahlsh o conthict reselution process bedoie 1i0s needed
Adaptagovermnyg model that can absorh board changes and controv e
Achnowledge that smee colleges are acadenie mstitutions, deollogiaie doo-
stort-making model s best Dehiberanon and micllecuual Chalfenees shold
Be wel omed
Byadopting thicse preveninve measties, the hoad should be abic 1o
abarhand adapt tooncw members meduding those with stiong persenad or
politcad agendas The response o chanpe can then be positne and evolution-
any ot neeative and revolutionary
Fhe boards daiy s to provide wsight and oversight for the coliege admin
PILAtCE MO TGOS w0l ailply ECpiosent A sPecitie Constie ey or s
clabainterest Ouar responsinliny s o the whole cobleae
A tustees, we cannon allow ourseives to b sedeced by the comton and
~inphon ol makmy doy o day operational decsions Those dedisions aie eas
i to make, but they are not the boards responsihalitn We need o rennnd our-
selvesatevery mecting that our responsinthny s to Took at the big prcture and
neigor pohices We do not need tomeddle m managoment responsibilities,
Bowever tempinyg that might be
Whan I ihimloabout my responsibility as a board member, Fahways keep the
presidents perspective i the back of my mund Yet, T reahize that our board has
oty s nchonad toallow the preadent o be s dicine as poasible T
restancc, one o our presidents restened shorthy betore omed the board N
ochaved i a by normal =hareacnonay mede weold the new pressdens
Gt iy thai Drad tod 1o fus e NI dL‘]\UIL!l\‘ A Ldso By hun an exten
~ive dist ol things he cowdd not do One such ediet was that he could not travel
out ob the conmunity without whvance approval of the board-—not cven o a
mectin s of the proadee s ol Bie o< sintcen tectmn ad colivees Dooking hadk,
Fawonder howeand why he sunvned our meddhing Under such Grcumstanees
woeconhd hay e done arca and fisime damage to the cotlege Change. espeaalls
hange sparked Dy neaative publiviy and mesmanagement sometimies brings on
dhes tpe of overheaning mcronnanasoneet [ohould oo Berds mit g re-is the
templation o micromaaee ootemes of chanae Wb Qo whan we catr o T e

Processes and procediaies m place to thwart oo wendenoy 1o bohthe Tt war

Forming the Effective Team

I'stablishing Context. Contev v the ey tor creating the dllectne

Yy ['\.' I P JFE B L T T R T I R R B R

Compirieness sonusbthe work el the board be placed mea lnn e conte
for understanding

Fatabishiment of the contest begims carly tor pew board members, with
arconentation hat v escmplany and not perfuncion The onentaton should

GU
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e proveded By iwe master teachers the president and the board chai
Whereas the contest ef board service 1s skiltfully estabhished through trustee
orientation, it 1= enhanced through contnuing education Historically, com-
munity colleges have preached the imperative of hlelong learming. We as
trustees now must practice what we preach. promoung hilelong learning
throughout the trustees hile on the board Naturatlv, as the chair of the Asso-
Gation of Commumty College frustees board ol directors, Uhelieve that pro-
csstonal development through ACCT conterences and senimars s an exeellent
wav to continue “ielong learmng” for board members.

Role of the Community College. 1o really understand the role of the com-
munity college board member. the trustee must hirst understand the history of
the comumunity collepe Unlihe natonal or regional instianons, community col-
leses belong o thon locad senvce areas Woven into the very fabne of the com-
MU 1l seives, @ community college must be responsive and accessible
Topreails, s open door Through that deor walk remedial stadents, vocanonal
students collese nanster students, and workers needing occupational upgrad
me These students are diverse and overw helmingly part-ime: Meeting such va-
o Needs i of course. a chalienge Acknowledging the challenge. Bell observes
that “community colleges almost dets the tune-honored phrase that veu cant be
Al tings o il peopie: These remarhable mstitubions coitie Croser W 1t than any
Bevare Heatbleadapine, and opens They
are cose to therr stidents and sensitive to then students" need" (1993 p 8

It 15 essential that trustees study and understand the history and role ol the
community college The mital onentation of the board members should metude
st ant adomaion on the Bistory and tole of the communiy coilege

other cotlere m the world of academe

Maintaining Unity Amid Change

It~ cnital that the board mamnn unity m pubhic A divided board is not as
Sectne ot needs o he aeree to disagree. and move Gin o fhie nead esii
Othe rarse, vou could himder the efectiveness ol the college. the morale of the
Lacudty and statt and the ability to obtan the pubhic and private inanaal sup-
port crtical to the collepes very exstence

Currently, Fam fortunate te be a part of a community college board whose
members understand and practice the sude that the beard should actonfu asa
whole Individual heard members have po aathonty toact unidarerathv and
padivduads o et spead o the board unless aathonzed to do o

O courc. there are tines when the board makes adeciston that vou as
atrustee, disasree with and vate against Pubbichy vou shoudd defend the dear
<on, or at least remain stent 1 the issue s suthaents important and it vou
Caniod o consaence agree with the deasion publicly, vou may have no
vesorse bl borcsnns lomy the boand

When owr Board was wresthng with the dectsion tooclocate the TTC
Jowrtow i cang s the bt vote tonacgune the propeiis was five todour Tam
protd of how we overce onr dilforenices threngh reamw ok e drayreed

6
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satictimes vehemently betore the vore but we always provided the public
with a united front Although the Palmer Campus became asuceesstul reahty,
1t did soatthe expense offosing one of our fongest-senving and most dedicated
board members He voted agamnst the project. vet he supported the board’s
decision to proceed, and then he worked 1o make g success However, late
mto the development ot the campus. he came o a ditficult deaision He told
the hoard of hus fove for the colege and the wmer tinmotl e had saffered s
resudt ol the howids dedision to putchase the chosen property He coneluded
that it was ame to resien from the hoard: Although we respected s deciston,
we regretted foamge him as atellow hoard member

Role of the Chair in Helping the Board
Cope with Change

The Charr has o play several roles. often mote than one e a time lohn W

Nasen desonhesthe Chammansoresponabilin well i fhe Natwe of Dnesteeshp
The Role and Responsibilities of College and Unoversity Boards  The Chanman

iU inodenatc as weil as doad—achealer of breaches harmomzer of divisive -
Ness sometiies cyeler andswhen necessanry, a disciphinaran To the pubh.
the vhairman s the svmbol of the hoard and very ofen s spokesman Withn
the boand the Chanman sets the example for the ather nmnaees I s o he
persondl pertormance (1982 p K3

fras this s Poiiii—s>cilitig ithe o \\Hll[\h'—l]l.xl tthe end s [m\lmhi‘\ Hw
tostanportant iy st budbyear as o ool the board ac 1T particpared
i my thind presidential search as acboard member The board that chose the
new presadent was comprsed obeht mensand one woman . the later having
jornied the bourd i he Last month of the prestdentid sench Ourhinmy Moy
Phessiov the st woman president ar fadent, provided opportnmties and
Challenes tor the board and tor me as chan

Fhe tust ot those chadlenges came as we narrewed the scarch o hive final
s Then the bowd was Bl mtormsed of he sender and sty o the hinal
e As board members we all had o et aside stereotypes and our own
preconcened noiens This was the st ume an Alcan Ameriean orwonan
had been mchuded as achmaise m any pressdental search at ident Twas vy
pleased that the hoawd could deliberate o clectively as weam o doc e
which of those well qualtticd candidates would hest serve Tident owas vrat-
Mg te see the mneedite recogmtion of the opportaniies that o abead and

that the scloction piocess thoigh oy, s d e -

Evolving Missions Reflect Change over Time

P veepsonsbihineg e Soord i bade - csiabibs by potioy swinch ol conrse
inchudes establishimw the colleces mission A the core of Board cllec by eness 1w
ey el e ot s mieson A example ot evonoam miss o

fonnd i the sty of Bident Techmcal Collepe
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When TTC apened its doora in 1904010 was part of a4 statewtde system
of sixteen tedhiead colleges destaned to mect the taming needs of south Car-
olind husmess and industry and to oter credit programs in mdustrial and
enganeenng technology, That otpunal puipese has been retamed. but w has
hecome one pat ol agreatly expanded missons i 1973, the callege meryed
with « junior college that oftered busmess and parallel programs. subse-
guenthy T added thess progiims s st ot approsed vaseade In the e
1970, when the Medicad Univer=iny ol Souths Carolina ended programs at the
tesoctte desred Tevel Indent Technical College bepan ollermg avariety of
feakth provrams

Respotiding 1o adenidicd docal needss the college neat added hospitadin
At Totsm, vl pustice. and legal assistant programs In short, durmg s
it ethiee vear lestons rdent has evolved mto s comprebiensive twosveadr
cotteve I thar umie credir crooliment catapudred from 224 students i 1964
Lo a0 feisio

Althougl: the coliene = conprehensice the word achnical has been dehib:
crateiy e e he meme to harken hadk tos ongead parpose and o state
earls the direct hindoto coonemie development: Lrke many colleses Tadents
misston has cvolved from narrow o compichensine Thave provided the bis-
rary ol Trdent as an example of how and winy a collede can veolve over time
sedh cvolutions wartant carciul explanation and estabishiment of contest
by then can board members respond eltecuvely to concerns trom the pub
Coahonn the cobic gl ronnaning e to s il sion

I merts attention that messaon, acterm from Latm s olten wsed morchgrous
contoats Dike amy seatons missionany, board members shoudd frkes e con
mit e the cotlege s misston T order 1o be ellective missionaries, we have 1o

Lo ong saed B iert il presentand dicans b dreasis for e futuee

Forming the Elfective Board-Team:
Tridents Quality Management

Aveooeneed hatienee for all cobose boards o onn o cohoane, e
reani Reflectmg on s own fow vears dwo termstas hoard Chan ob Tadent
e el Collepe Tam convinced thar PRe s anproach o crema process
ORI T i sensible wonbiahisie cep towand devaopingacohic

. ,
e clecte team of board ey

t
Phis dea was diven home to us by President Phombey one dasm Aot

Pau i the Lalbcollepesw ide mectme That davs shomuodaced the concepts ol
CONnUOUS- I Prevement teams and guahiy ainianves o Al ot the colleves Ine
hundred vmpiovees she shared Biey compoiin o ons o itnindiing o NTINIS
i appioachar 11O They were personal praciead - and fanaal the
el ted o fodoral state o foeal niandate, notone ront o gove sing boad
Sinen that date the coleve has made gieat stodes ioward bomg gualins -drven
Elowemndimenont s cssmmpron e it e PIES commprised o coplovees
Momn atoss the colioee have tackled such processos as the o ol pomae
!
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font empiovees and the purchase of colleae Ty books AW hile this trans-
tormation has not been driven by the govermmg bowd. tustees have been beo-
choares of e colleges successes i developmy teams

President Thornley tirst mtroduced the hoard to these concepts at the
1092 bowd tetrear she then contnued 1o renforee this philosophy and
approach every howrd tetreatand woregnba reports tothe board think we
fimalhy ot it We have recogmezed the transterabihiny of the team concepts 1o
cllecne l:'ll\lL‘L‘,\lin

[or the miost pat the totowmng characteristios of stceossiad eams RIENE
destihe sticcesstul hoards Phe Bt o compasie frorm several soaces and

was developed by the colicue tor s PHE manual

[he ssten and oo b ot the team e dlearly stared

e toles and resporeaniives of mdicdual tears member- ane Cearhy shaed
Regutar mectings e scheduled and mecting nmes pubished

Pl Wainis process tor amnang al docstons ooy stated

Methods tor Ui‘l nning 1(’((“\(;1\' from custoniers are dczvnmnn-d atd e
1 \l» . |_>H\‘

Data satherim s« umimud USIZ APPropriiie me l}md\mw\ anid toois

e organzations detinition and destee of empowerment s cearhy statcd
e teans buibds mean assessment component el s owieactivy

he continuous improvement process developed swaithin T canbe cou
pled wih the polioy govemance modvl developed by Johin Carver His model]
Jllm\». hoards 1o provide meanmatul pohes s \do[wm nioutea boro cone
stituenees, ard an appropoate u.ul.umlup with and oy aliation ob thic pres
whent Carvet and Mo how 19900 state that “pelicy s anapt and famedar

word for s o cmplon wohen oo to viaaniZate, dvalues and persped
Gies. hut the ~treneth of Ly s also d weakness Policies are not
devated and event speaific severnance p 2 [ hose authors descrbe tour

Categories of paiiey

[ad= the eeds the orgamzaton mtends o meet and at wiiag cos

[ aecnine fnntatons the prisaples ot erbies sd prodence swarhin Wit b
the stath overcises it practives and mcthods

Board-cacotin e tclation-hip delegation e and assessent od the CHO)
Board proces- hoard procedures and feaderstap adapred from Carves
and Mavhiew P

\ board unfiane the Carver moded aerees o disapimed pechice of not
il i with tie skl s Choices o means wsed teaceonsphish e cods s The
Board Tu ons ettecnyelom acolicae that enbiaces statbempowerment con
oot mprovement processes,and other acconnabihing s TAESEISVIRERTERTE
cllccteness medsttos Use ob thie Canver maoded promotes accountiabiiiy at the
Collere s Bahest evet of decision makmy
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Abo promotin accountabtiny ar it ghest level are the secommenda-
tons of the TORE repoit of the Comniission onthe Patine of Community ¢ ol
lewes. Budddimye Communttes A Viston for a New Contuny

Worvconmiesd b e ol e Loty o B s B songthond
Specihicadlv the govenuing board shoald focas onseleci an ertectve teader
wind ol G e o fodis e BPoaad diso oo dd reoen e Portod s
Paorhi Dionetion e b e Uit the coifoge s souis are ey met rastees
detnon oo e the aeiitutbion
Proecducanon of comnunsy colivee Dastoes shouid be espanded W
StEoraiv e 2e that nes puslees PArTCPate B onenitiabion prograi ds Jdooon
b cthee W alsecconnaand thad oy partiopate w connan
deovnsiee caticaton ad focal regtonad and natonal mecnnes
Vo s hoad o trustees and tat of the mtenal sosernane e an,
el et oo e s tees e the e authionit oo widh
T T O A N O LR S VIR TS AR S TIPS +] RN VS ERY V8 PG RPRPY ll:“r
sentatines et e appoimnted of clected toach boards s st e [Com
rssiott o The Dotvre of Commumity ol res Tose AEEEN
I boards ollow thos doctor s oide e L\\’\ll‘lllk‘(,l with o SOty dose ol
Guanty-divens conanuous mprovenient. we would have stronger, healthier
cotleges fustas busmess and mdustiy have recosnized the necessity of becom-
myquaiiy doven and team onented. <o must we
Fimnadly, the coal tor eifective and cohesive boards s perhaps best caprared
P De Prec e Feadordip e on Dnbook wnten b the cinet esecutinve
othicer of agqualiny -dvven turmitwee company We would Tike to find the most
clective . most productive, most rewardime wav of work iy toeether W would
Ehe to know that oue work process ase~ b the approprate and pertimers
resotrees iunan, physical inancal We woudd hke a work process and rela-
Honships tiur mect our peisonad necds tor belongine for conrnbnemg, fon
meanmgtal work o the opperimiy o make @ comnuiment. tor the oppor
tunity toogrow and beat least reasonably i control of o own destinies

Pinddhv we d ke ~eincone to =ay thank vou o« sy, poot
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Acrsty on canipus reqaires that the presdent and the board of tristees

works tovcther tooreselve the isstie i the Best nitcrests of the imstitucion
Resodution o predicared. o large measiee upon the communication

Sl o i ["(‘\ldt ni

When a Crisis Occurs:
A Presidents Perspective

Sean A Fanelli

Pame the fihcen vears Ehave served as president o Soson Communy Cob
e ONCCH I Garden G, New York, Thave come to know that no stitu-
Pofl o Mt s Aniniude of cinrobment s protected froms the tossibin
of wecvmtoward event What o adbso clear to me s thas coeses can ke e
fornes Whether e a labor disputes student distupuion oncampuas, personal
pravedy foe et sesual assaudt financial mallea=ance, communmn furor over
Qepodker eran erent mantopared dow i i cniollinent reducion m
Fndime . o reducnon e fonce s achoad expects the president to demonsirare
e Teadensbup and mumageral skalls necessary o dead efecevele wth these
rottom e and o avord o else mimimize harm et e metitngon

Crises can be hisened to natural disasters <ome are predhctabie others
e totadhy unpredictable: These we see vonnne e Bike Bursnicanes tor which
tha e s sty ample warnine and e o prepaic dresponse. others ate ke
catthytahes. providing fitie or no warnmg Inoreahty, events that presidents
and hoards dead with he onca broad conumum bhenween the unloreseen and
the toteseen

Goad communication i~ mdisponsabie aid essantie o deadime woth both
tpes of cnses Based upon my expenienices al Nassau, the felloswing pracuces
wive proven ty be successtub inomecting the challenaes ef these crises Wha
v learniod somphy remtorces the value of good pressdent-hoandhmierchangee
and underscores the pon obimcomplete communication

A\n open and hammonious relanonship between tiwe president and the
bowrd of trustees s cocnnad tor checne e feadensliup o thie collegnate setting
Although there ate nuny Groamstances that can steam this relanonship s
createst = duransa s oviernal or mternal predicrable o anpredicuable

. I . IR T T A L L RN 03
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Fhe poteniied tor sttes~ Bessenet o be podiced and ovon e ot th

prostdent tikes proper steps hetore and dutimg acrses

e e to prepare tor actisis s boforc one occurs han atmosphere free
of ansvieiy and contusion, the board, with the gundance and support ot the
sresident s able to develop procedunes for dealing with Grises MWath proce-
Jutes docady m oplace. the nmelh aciions of a president can minnmze the
nopact of a cisis upon the pressdeat-hoard elationshipstuch acions nuas awen
icd o stronger relavionship between them 1 a crisis s dealt with properiy,
positive ctects can acarue toan insntution o addition the relinonsbip
Db uin the Bodid aind proesident may be strengthened as acresude of mecting

I‘d overcoming i shared challenge These resulis, howeverare secondary to

. A
Phcpreenhonr st v iy e wetbowenth b beand o cohic il

pestte b Bt and enstione the weli-bome o the mstiution

Examples of Crisis

“assine Community Collese s the lareest of the thirts communite coileges in
Ve SLae L ey of vow Yori svaent b ea siedocamprns sohuban cod-
icee Tocated frittecn mules cast of New York Caty There aie twenty -thiee thou-
~and studdents registered mcredat cowrses and approsimately htteen thousand
crreticd o cedi roe prograns The coliose as 030 fid nime aad aboat 500
CUEE i fad i w o ate iopresciited Dy nwo senarate and unredsted unions
The colloee has boendiited froman excelient system ol goverinee The aca
denue sonate s separated rom the twe bicadne inions. s membaship s com-
prised e facidny admmistarers .md stuedents

Pl collese B an actonomioas ton peison baard of trasices swhoscanem-
Hors e appomtd for me cean terns l e s ters \[ potnted by the fodal
cotnty sponsor four are appomted by the covernorand e student trustee
“il;l‘ I.u\yg!ll‘."i‘_}|\" lvl‘(\ l(l]‘ :‘.'.L' !L.\l""' L'.\L RS ELI‘\H”\ ‘.L‘I ]\“
cathy one appomied board memiber and the student trustee are replaced on the
hoard cach vear This statutornis mandated aoaneermeni has the distinet ben-
cat el providing both cotitinniy and change on the boand

During my presidenas NCC s sustamed ks onacademite reedom
Phe et w e Bronght on asoc mdivrdiiais m the conunny decmed ey -
Crenta phiy presented by the colleee theater departinent The second aack
e hont iz obpectmg to the contents of o human sexualiy course
hoth mstarces the boand reached consensus and took decisine aetion 1o
rphold acadenne reedom The boadbwas i s re-olve not o allow the
curncutunm to be dictated s those external 1o the college -« process of cover-
i These ssnes drow nations d aention, my hadimyg Goverage on e NS
Farey Rang Live show

Fabor tebmions hoave createn <omie rtses Althoueh relations soith the anon
representmg full tme faculty ae NCC have been withowt inadent the relanon-
Shipowath the anren ronresentny part e licalts s ook cotitentous st

it~ oriem The colleye saccesstulle deal soth oo ~tnkees by thie adomet Lacuding

ORI
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arnon and stood fast s last negorar ons wairh the wnon on sigdicant ma-
averient and deadenic ssues A labor dispute that fasted seven vears ensued
I the end. bevause of the resolve ot the board and the admimstrate 2, signihe
cant adustimients were nade to the part e tacady s conttact Throughout the
negotiations, the prossJughlighted the ssues Seidement followed only ater the
coflege ~ought and obtaned wehet m the states nghest court from thoae con-
it mrovisgons that thieatened the regonad accreditanion o the vollege
Pinalin, the collo s has had spoakers who have eveked protests from per-
~ons ottaide the campus thus creating stress for the board and president as
they resisted the protesters demands tor a code detimmg aceeptable speech at
tie collewe Phrough consansus bulding, the fseae was successhuily resolved

B i oo~ athiomanon o :

the nnportance of o i pabhie disoosse whik
e g the &.J.;‘l ton i RIRISNN ]‘I u‘ul\'

Fach of these ssues drew ool stuae, and nanonal attention . vach on s
Cai e potciiad 10 causing major discephions within the cothoee Bur they

oty

!

calt it b s aeiicoed wel apor toe ansnion and apon

a president-board refatonshipy marked by heguent diadovte and discussion

Important Lessons Learned

For Cnimttin THah o« oo e Thot Decome 1 disdste Thee s ru= be dong
COTIIMETCAC, cotunicate, d commumeate: Communeate with the board,
compriicaie with thie volleze commumine and commumicate with the <take-
bolders o mpers wetha die communieaion be done elfecmely nshioudd
Boe cotmplete and tmee's Ahove b vood communicaton between the press
ontand the hoard s mecessary m dealmy withv any cises Fhe emphasis, how-
cver eoen the sediveness ¢ the communicanon, serous harm resalts hom
Pt eT b eRp o o i n

Stice the president s closer to the tsaoiion than aie the trastees o
Drocess toen=tre that oo tsis doees nod worsen shoudd the presidens il mha
cHoenthe pcsident-boaid relatonshes s no donbe seeiihicands Tunmed: ason

TR cpports s position A the top of s e of thirteen duties of trustees

pethen esponahiliny o be mbormed s the prosident s responsihibitg 1o assis
prntees bbb dha ded cspocndiy denmg acrss

Cooodd commmn inon st tegrines adear and conose desenption
of the event that Tas precpnated the cosesand ihe steps i e bemg taken
o deal withnt A Gasceand-clicat approaci s hiegquentis helptod asihe presi
Jontesplun o tetstees the events op senes feadmes tocthe s and s oimpact
NIRRT TS AT T

C risis Communications

1. - Corrpen e . [T \ \ e ' .

i ;V‘.Luul.lE IO A SR e TR AT I\Pl.\iu\' R N N PR R IAR | AR AR AL R SR T TR II\\Ml\!HI
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a theater department production, and a demand to ehminate a human sexual-

ty cottee fom the college s curncalum i both mistaneess the college had

wiphe iy it aonsis was oo, ds smadi bt vocal groups of jocal res-
idents began organized protests through letters and statements to the press
Another predictable erses was foreshadowed by the contentious and drawn-
ol contract negoniation with the part e faculne: These events provided an
opportuity for precrists communigues with the board m o which matenals asso-
cated wath the protests and positions taken by the parties were shared Fore-
most through these communications, a- 'ﬂ\\ldli U was able to present o the
board abternain e strategies and positions and o aricudate them to the college
comtrany and the vubhic an lree Bang provided with arecommended
esponise to e utoldime events, the hoard was able o tormulate a posiion
sl pronccta proactine rather than reactine imaee

Maith the crises that come bike carthgpe ' esccommunication begins as the
Cists s andeldiey becanse there s hude time tor precrists communicaton. the
picsident must he especathy etfeciive i mformuny the board in these instances
\CNC L the canthyguahe tool the fora of s peae o apespecedhy cnslaning in
2 i sanie diatnbe atan event sponsared by the stadent govamment To
mtnnme the mipact of this ocaurrence the vollege had to respond quackly
e president had the responsibihity of deading what action would be taken
o coticd o mnthnze the situation With the knowledye of the board of
tasteds, the vollege issued a statement critieal of the speaker while encourag-
g campus groups who invite speakers 1o he sensitive to the possible hurt that
can be engendered Iy ll-Chosen rensarks

I'flective Board Communications. In both tinanucpated and annapated
ciees e president must begn mtense conmmuncation wat the board as soon
ds possibic Depending upon the wigeney of the issue, communcanons can be
awrtten oral or both M discussions wath board members must include the
nevatine ranehiorons wssoctated with the erisis at hand Potter (1079) advises
the president w avord commumicating onhy mdormaton that supports his or her
position The president must outhne every possibihiny so that iere are no sur-
prise~ Lot heawrd members Trasteos mwd therctore be torawarned of even the
remot 1 possibility ot disaster This matal contact with board members nuay be
the mos entical phase e all the commumication that oceurs

rhe electiveness of communication with the board al any pomt 1< intiv-
Conad by ehe mutual vespect and trase that esists between the president and
the board Potter, T979Y 1 either party facks this respect and trust. a anses ondy
rves loantensdy an el sctious probilem

Precrisis Communications. 1 he best tivie to commumcate soth the board
Aot cnas s betoreatoccus, b at all possible T requires that the president
he constantiy on the aler and sensitiee to the camipuie caimate [0, therelore,
moortant to scan the ernvironment betore cach board miveting and adert board
members to iy unestat bhips on the soreens Advismg board members that an
st may be brewing hclps prepate them for the aciial event shoubd e occur
For example, the board -hould be informed if acontrovetsial speaker s cominyg
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o campus, it negetiations with the umon are not gomg wellf charges of impro-
pricty are beng brought agamst an adminstrator o afaculty member, oraf
crrollment voals will not be rcached The board should then be wdvised of the
tepr the president stk to prevent the issue from escalaung kerrand Gade
l QR0 sugeest that amor s the tests of dgood president ae effecin e consulta-
ton with the board. carly discussions ot important rs=ues. sharme adequate infor-
mation, and ensurig that there are never any surprises for trustees. Phese two
threads -—vood Comniumication and no surprses 1or trustees - -ran through most
ol the work wien about president-board relationships
Communication s two-way from president to board and from board o
prosident Potter 1979 150 shnes "Nothing s omore anpottant than effective
comiaineanon Senveen the president and the board A preadent must keep
the board fdlv intonmed of evenythimy of any signihicance involving the college ™
Flo continaes hrustees have aconcurrent responsibility to commumeate to the
pn\xdcm Al mtormation the trustees weeene regarding Ihc mllcgc Ithat they
nm redsont o behieve 1s not poseessed by the presidens ™ [‘Tk\‘ld“n' IS Care-
S i e e e embal - A RenZn Laddi siiioer contribuies to
1!.( !mnd the hmud 1> one cnity and should speak with one voee I a presi-
dentiries o follow the direction of indvaidual members he or <bie s doormed e
sttend those whose advice s netollowed  Greenhield 19780 was cotrect when
ne warned presidents not o get along oy aomy along” gy 35

i ;mlmm.‘n\ isctsston pron e bosrd meeing s s posanle et

or memo sent o board mencbers can alen wom o the mapending cnisis i
advance of s peconmy public St o onie s nae can also be anopportu-
nity tor hoard tput m coadime coreesorss s the s An added benetit of
witten commucation to the bead w ihut it allows isasues 1o be better clan-
Bed and discussions more focu-ed, This procedure gives the president an
appotiy o onende al boaid s beis wion the same idotmation aiihe
s Giie 4t diivives the good practice of treating all board members
cguallv nothimg s more diconcerimy w a trustee than the feeling ihae s or
rier peers have nore or drberent imtormation than he or she does regarding o
o rsis thal s undordimyg

Hhe tiimng of tustee nothication s cruarad 10s highly detrimental to have
A Urtsted vall abotit a matrer that he o1 she has heard about from members of
the mcdi or from asonree other than the president or board char Pretocol
and guml practice dictate that the char of the board be notihied before the rest
of the hoard s informed Although some chairs prefer to convey the informa-
von b then eoddeasie s oncthe board themselves, the president may be ina
mch betrer posion to do o smee he or she s deser wo the atuauen and ey
o prepared g answer any guestions trastees micht have

Ater mgivrials have been sent o the trustees, a conference aall or indi
sidual Gt o dscss the matier shoadd take ploce berween and among the
preswdent and board members I the stuation permutss there should be ne
dolavan this discussion Once such intormation is shared with board mem-
Bers, all reapients should consider e prvileged. premature release of this
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information can have disastrous effects not the feast ob which s the dissension
that 1 may cngender within the board

()ullimng a Course of Action. .\ necessany and miportant clement for
ccesstulh dealma wath acnsis s o hase aonses plan i place and toltow it
}\.\pm\ Martim, .n‘d Samicds, 19900 Kophik suegests developing @ cnsis auda,
wittch ash~ whether the m-ttanon can detect aonsis e an carls <aves whether
s prepaiod T s woans s ana iy o w it oaoni an msituton migl
heneht trom acrses A plan nemmizes any ensis, bur the pressdent must take
dhcead m dnaimne sachra pion

PNarme disces=tonsawath the tustees the prosdent st clearhy prosem
ithe plan Toe amos oo borand snwaverning hoard support o theretore
it ulne b P N sident B ke He tsste crestd cear and eo oariime
coneh e toed pla o e tustecs toadopt o auppane The plan shoadd be
BosabBie Bociiso 1t s ollen necessan to (,11 mee directions 1 a arsis as the
et ol now o coolvie, cncumistnees the prosident st e sure to esplam
the teasei- Tor e Lil.”l“n;k tothe boaad tost the ?.‘IA\I1 b poiceive s ot e ihy
woord ot e

Communicating with the College Community. o= ipoitant o notiis
ustees s e as possible na crses b e s equatlo imporaant to notily the col
e communhy Once omaonty of the board supports aposiion on plan. the
conmmittocanen phase v es o nes arena, the colloae communits He presi-
'w shovidd mtenn the colleee commnnty of the ssue and the mstitution s
response Fhe colleae comunne should be wold of the boards endorsement of
et s pobise o e cnists and ol ene boords supnoit o e president

Camphd TR0 ronands us o the cverpresent viapevine When poo
P e advised ofbwhats happenme win s happeming and what the hkely
catovtne wit e thes walk bt abowt e then co ono other thines” op 11D
omas well Be thar the president needs the help ot all or i feast some collewe
COr e = oo the eene OF Coneey b e toen b vy oo
POt AN o nsiss huat hetore the cnsis crupis suppott gl campus con-
sttiencies s cained and mamtamed by earl and freguent commumicanons

TN

At e mectimes are hedd reanlarlv wath the Toader~ ob various oneani-
L Vo e the avade e senate. wintonis and stdent covei nimen!
P ctonps are hepr toned of the statas ofcampus ssues When aonsis
TR NI A RS I the N TR R PR orstilted i this e
2oread on the positions of the varons camois oups ind e ob Creas
Pil"'.ht'!”. o e et v et O U i o i Bic v she commitinie e with
Lo ey o=t o -
Informing the Media, ~mudimeonshowah notce tothe college com

I

|
ety o D ress sebease shoodd by prensared notloo i, CShoand s aand on
| -
1
!

ctists ot hand s Fne pressrelease hondd Comc o x ‘.!1\- wand and

PN . HE Vi . i . . . .. PR '
vhe presndent Phe chan Shouid b the vollcae stath dl ol P\N:\Ihl\
' Py e . e . 0 ! . P ! 1
T T R L SIS P AN PRI Lo : Ceae Hhe colo ‘,\H!"‘.‘.\

rebinene ot o e dd b fudh imtornned ol the ovends untoldimy as well as the

Ao ot e i the e stnaron oo oo re doad e e
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this stage i deabing wath the preswdent and thie pubiic relations olficer
DU=t be i constant conta 1each other

Who Is the Spokesperson for the Campus?  Iypicaliy, the president
should be the spokesperson for the matation, Lacept ion uiiiatdl sittations,
the president shoudd speak tor the mstiation. o the extent that someone
needs 1o speadc tor the board it s Cesential tor the presidont and the Chanper-
~ofi o teac i an dadersiaiding aboat toespoctive tolos SZwangle. 1982 pp

A

23=24 Bt there e time~ when it s m the pressdents best mierest to have
Db opcan bon e msiitaton fo the extent thian the ciuirperson as a
spokesperson doe- notmvade the tuncoons of adimmistaton the hanper
SOTL A =erve L ood parpose ds voree Lo the board= o visibilin o the
hoard arid ~orvi as a butfen for the president sAwingie 1932 p 24 \When

the prosident s andder sseae by the faodne ot the commumine the best cotrse

v S I . e i N Sy e T
DF R TTOT Wt e Doy Chann e SPG T Ge i

Communicating with Institutional Sponsors. Onice the picss ol
ted the president shoudd ensure that the sponsor ol the pistnanon. medud

. ! j ' :
My appropiade focad and stae acemvies e absoomtormied Useallv the pasic o

ot e colice spotesors fails o e public refanions oibeer or the oovein
L

mental ason othoer Remember s mmporant 1o nonth the bosird membars
Eotore anny o these ol nds are notthed . jest amember o one of these srouns
Becomes ke a0 Conitdact o board member durimg g orsrs

seratonal ~ponsors cguentiy need o be caucated about the scope of
e tehts and responsbiinies This sk talls wirhi the purview of the pres.
dientswhe mas enost the aad of board members chose o ihe s cthicins T
exarphos sote sponsors presume thae fundinge authens macudes the ngh e
determune adnumstrats e ornsttattonal polioy Fducatme the sponsor s

process thar the prestdont st tdee as v oncomy responsthilinn toavoad the

necd to cram the desson home dunime aersis
Tristees mutst he renunded By presidents thar they hotd the college in

et for the students nor post for theso whe b dappomitad thom Anoidlus-
Pt el rastees new v appomted toastate aniversiy bhoaed nnder
~coios e ot tanice o oveidig potiead mnasion apen bicher educaton
[homas Bactlerr former chancellor of the stare Uonversiny of New Yok,
ODSCTVe ] T e s o tdod wath e o et O CePan tssties rather
than acnms mdependentiv and represenving the Lirger mterests ol sociciv were
not fubfdlimg then trast The Board Das worcsponsbving o face the uniser an

b st rhae et s obircanens to the publbic, " he sad Buiog mast also
e the other diection and butter the unmsersis from polines The boad
the pamt i swtinch these two sphorcos mbersect Thae s asuble ban vt fun
ron cgueted m A cnson, foan p B

Vo Bt e e piestdent e i et o LiecsddE hunie 1o

tae <phcics While doing s the president must feain 1o be

ST TRR RETENE
N . ' . H '
ool e b v deahime wart astees end cosvernmont ofonls e

Dresident s the i s cbic ospon dv ob ke bothyine board and the
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Communicating with Other Stakeholders. In siuanons imvolving
iatests ron stakeholders, the coliege mastve them an opporumiy to share
ther vicws AUNCU, this 1~ done by seting aside blocks of tme during the
pubhc session of board mectings to allow tor comment from mterested patties
Board members simply histen to the speakers and do not engage them
debate Although this does not completely satisty those who are protesting an
actiont by the collepe ot thie Boand, ihey do fedd that the mcctngs provide them
with atorum to veree ther concerns, These meetings also aliow college per-
~onnel o speak When onre curnicutum was challenged. faculty and leaders of
professional orgamzations spoke cloguenty of the need o preserve academic
trevdom Thei tomarks Biciped teassuie board members that they had made
the ng'hl deasions

On the othar hand, tustees must b resolute in not engaging in debate
with stakeholdo r~ durmg the pubhic session Inthe matter of Libor negotiations
with the part-nme anon ar Ne e the umoen atempted to use the board mcet-
mys as o vehide to negotate m pubhie: Toos credt, the college board rctused
to Lali for the plov and renuuned steadtast i s resolve to ke back manage-
ment pretogatives that had been given up in prior contracts with the umon.

The President’s Responsibilities. As suggested, the president s the ke
m resobuing a campus ansts Presidents do not suddenly develop all the nec-
candry skills tocdeal with boards dunng a crsis They must possess those shalls
hetore the crisis occurs, and they must have dearly demonstrated them o the
hoard in dav-to-day operations of the colleye.

The same holds true for trustees Tt i~ too Late to educate trustecs about
thew roles and responsthilines durmye aonsas Bducatmg rrastees s an onge-
My tespoisibiline of the president. part ol the care and feeding o trustees
Lustees have been regularhe mtormed i they have been consulted onmpor
nant matters, 1 they have been heard dunng boand sesstonss thera enias does
ol cause 4 sipnthicant departare from busmess as usaal L however i takes
A UTISEs Lo enerate genuine dialogue with board members, then the current ¢ri-
<= a nmor matter, the presidential relattonship waith the board is a far vreater
camptis problem

The pohtical nanire of the board must not be overlooked Tncspite of the best
cliorts 1o keep polttics out ot the board room. wesisis there nonetheless naon-
sta. the president must help assare that board members are not captuied by spe-
cal groaps such as laculty unions, student onganizasons, or community leaders

Trustees’ Responsibilities. Trustees also have clear tesponsibilities in
tes of camipus dithicadty Trustees should work together to develop a dlear
position and take debmiive action regarding the cnsis: Finally, there s the need
for trustees to speak with one voree through the chair or the president Onee
the president and the board have built a consensus posttion, it must be artic-
ulated as the positon of the board The boud speaks wih only one vonee

I they pubhicly share therr opposttion 1o the hoards position, indwadual
hoard members make it more difficult, or perhaps impossible, to resolve a cam-

pus problem Tt s not ditficult for them o g an audience: The medians all
oo
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too withing o write a story of contraversy rather than consensus Whereas
board members have a st amendment right to ae ther personal views, the
responaihihtios as trustees of the institutiion shoudd not be forgotien This is
espectally true when comments are made for personal gain It aover there s a
tme when the diplomacy ol the president s tested s when she or he must
isagiee wiivatrastee i pubiic ormthe media

Never Take a Crisis for Granted. 1 nor deadt woh guick!s and aliec-
DA eiv some vrses i hav e afasingg ettect upon the campas commuminy \Whide
they tan the mental and phyvsical resowrces of the president and board when
randied eHectvely most arises hecone memonies i a few months Conmmon
~sen=edictates that the fower aises o board muose dead withs the happier s
Foo many crses that reguire mvelving the boaid may be astenal that the pres
hent s not capable of handhng the evervday administrative tasks of the inst-
saten inacrisis of the presidents ew o madaigg, the board quackv recognizes
that i mas be sompromane of dlack of managerad or feadersbip skalls Tven
when the cnstsis salvads ancentightened hoard mav come 1o <o the president
A~ the genesis of the problem

Phe storcs tald obibie suborwho s goccn aomedal by the captaim for lash.
e down acannon. at yreat personal risk as it threatens w sink the ship by
rolhng back and forth on deck during astorm No sooner has the medal been
avrded ihan the capram ordersthe same safon threwn m the big because it
wWas his responstbibiny o secare the cannon belore the storm Much can he
tearned hrom the story Intmies ot cnas, the president must not be caugh Lashe
neg Jdown thie cannons Rather the ettective president has already done the fash-
mgand s prepaed ro weather the storm Board~ quickly recognize when o
prosident is solving crises of hus or her own making,

Crises Can Bring out the Best in an Institution

At ob shared respoiisibility canrably the board wound acousse of action
Calsts situaiions vanc bring out the bestn trustees & the siteation 1 handled
propetiy by the president and the board 1 there wie tensions between the
board and vanows gioups oncampus, thee 1its the president svho must build
bodyes This = espectally true wath faculty “1tis the president—as leader.
nuanager aid o all teachion —who must estabbish common pround between
the concarns ortrustees and ot taculty " (Taylor, 1995 p 9 A cnsis m which
campus conshtuencies join with the board strengthens board-campus ela-
vonships I these situations, the president and the hoard emerge as true lead-
ers who demonstrate a canng vision lor the entire campus community

Everv ansis otfers the president and the board an opportumits 1o fearn
nuportant leadershipiessons A thorough review of the sequence of events, the
sstitutional responses, and campus and community reaciions must be under-
Pabenaconn e e distdleats Cottidinication finks must be analy zed 1o
determine tacn chieciveness FThis postmortem review greath stiengthens thic
prostdent-board relationship

Ly PN
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- Constanthy workig to mmprove the relatonship does much o prepare any
Dreiduait i Poeaid for e cvontuehiny o aciisis a6 S0 s caiied
when e contends that the vast magory of chiet executives and poverning
hoaras are copiug suceesofulh with very ditticadt issaes and that ther relatson-
B are tundamientaliy even mcredibh o sound s Wiile that s true e many

Ctdoes not happen withour Clective commumicaion between the parties
ot one of the presidenits responsibilities is tomahe the board look
o i L a st siliation Naseit (197 4 provides a capstone comiment
a0 coveness depends onthe presidentand onthe relatons between the
cooat e the Board Fhe sase prosident keeps hus board Tullv mtornmed —
v stabes as et as saccesses and aboat whatever problems require imme-

fon g ~ohtnn Complete candor, mutaal respect and wallingness

soti the president are mgiedients m elecive posernance <ason 19

oo advre s tollowed, the president sureh looks cood as well
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Incredsigly whendoollege fooos aornas i miost dlso jace be glare of
prblic scruamy Poor feadership dwrmg aconses can be devastatinge and
01 cdtie marer Changes e day -tosdav operations, For the presaden:
vitd the vovormimg board teann o function CIrCCEY ey g dnge of

crisis, the oy s plamsme and e vaeement

When a Crisis Occurs:
A Trustee’s Perspective

Phallis Guticriez Kenney

Acrsss doebmed e wodeasn e or Guaal moment T Dunmg vhe Last decade.
~ome new words have aept mto the lesieon of academe . althoueh we nughi

R T R R N e Voot
T S T T S P A N A I TR S

‘ o atde disddcr aid cadasdioplic o
fonger pertan =olefv roomerdentss m o novoead cnvionment Cce assocnated
with hurmcanes. hires and Hoods, thes mas even charactenze the cvenvda e
U R TR ATERNNRL

Ham

Consts Danage ment At and o

critical compenents moan imstiaton s straicgie phising Ay collose Giisis can

Dave anadverse impaat on thie college lanudv and the commumin A Cosis can
bodin Hnng o foss of Tunding to borched news coverage or dismissat o an
administrator Fach can have the effect of setimg off o chain ol events that
mvoive sttt ime and money How would vous campus react oL for example,
iwas roveaded that vonr college president was under FBLimvesnigation® W ha
would happenibvonr president then became meommuonieade and ulimatehs
had to he replaced o shorenonce™ Woudd vour board have apolicy moplace
i deal wih presicential mesconduct™ Would vou know who could step m as
PULH PreshaciE ol amenents nebice T How worrdvour campris contine 1o
tunction Ao dd vounr donors contimue to eve Woulkd the tacubiy and <ttt
stckowaith the insotuton?”

Fhrs osample s not L letchad siadar events happened momy <taee
Ahashmytontand 1owas agquickethmking espenenced . and prepared board
ol trtstees that kept the canipus operatimy smoodh v cvents on schedude and
shart-and ong-term plans in ctlea

Idcalhy st vk withithe adiaanstranon . the facadt, and the <tudents

1

eoprondince st b oiredinot e b o e st ws T e e
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S TGN THA a4 crsis s unithely 1o arse Lt is the deat world Bois not
teabistic, because we all know that erises, both internal and external. oceur
sccastoradly, sonctines more olten than desited How dowe estabhish a
rosponac team, ihyou wih to carh the siiaaton immiedarely and nunnmize the
damige? someone onee said that governing a community or technaal college
- hike mdigaciiovcde moorder o mamtan vour cquilibiium. vou hase to keep
meving forwaud T Cimss vou et Do cady e iose fonwaid Boawrds and

stitutions that arc s prepaied o move forward pertonm best i aoris

Crisis Management Plan

Paperienced tstees w et vouw that ac s s e neteral disaster otten
v ondable but something vou can plan tor and learn troms There are abroad
panoe ob st whinch imsatanons egune aomechanism that sdentibies
and responds tocnsis issues For cach siteation, there should be some type ol
s tnntement nedel Cortan disastrous sitwations canbe asonded through
Hecdtnve planmnes For esample. plannimyg can cas-c transiions sterroundimge a
Change ob presdent o Chancelor e can prevent o sherten actacalty stk
Crisis management plans canbe mstrumental in casing some of the destrug
T Hec s G G e mest undoreseeatne cieses

Acoblone wite g contest tined me s disasior o one community col-
leve whon ke stime wrapped are nd the ankle ot acontestant The wind
Htted hum mte the e and thang honn to the ground. kdling hime The action
Al phae diowed the msanmten to be somathens an the Lce of the
faccdy Bur to e the fona-tom neaave CHectof the taeedy onthe
coliewes Teputation

Phiroaeh the feadership ol vhe presidentand vrostees n-nmanmons shoald
TR IR T I RN ENETERT SRCU IO Patiois s pi.u\ nisDodono v oidable v
sencesand second o nlan tor the unavordable ones A drnsis management
Cian esides o mesitution with the abwhiy toconomue s dav-tosday opet
wien- while the crssoas bemye nunaged

Coitin oo iie make upan cliocone phan

\ |' ' IEEN] . i H . i H X B B P Al - N
Pl phan e be dosdec i plan cannot o cilecin i eplorered and o

pod ent gt worth the papa i s s iittanen
Fhe plam mad be smdersnadable Keeponsimple
1, "\i\m o b revresed woth ol I‘L'I‘*(‘HH'.]. who e attected
Phe plas mustncade a bist o key plaversowath than elephoene, pager. aid

coibnn teloohone numbers B guate obien happens oy the somple oo

cal it ob o Ty s ol d ot plan

[P
[

FPhe plan must be reviewed regulariy to ensure thar s warking dlecnsely
1

sSoromnet b corpprchensneg bt Hesthie cnongh o accomtand e veeny

P e wnse A cond crae plan should ol boused e the

tramowerk by which the president and the board consador mencs nd mke

vt e .
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Crsts management should not requare that all personnel stop work to
address cach crists Instead. erises should be handled with mimmal meerter-
cnee in the davro-day rounne: nthe case of the mvesiipaied president, the
st plan kept the campus running smoothl, withour much awareness that
the [H'\‘*\IL{L'IH w.is ol of touch with the \UHL‘L‘\\'

Components of a Crisis Management Plan

Some clemenisare imperative toavood cisis monagement plan Hdastees did
the president need o review the key clements that play an important part in
e pi.mn alleu s>

Governance. tnless there o Clear understanding about the role ot
trustees as pobies makers and the admimnistranon as the agent for carrving out
these policies. when a crists develops, the board- president relationship may
alreads benjeopaidy Eapenence has tld us that wher a campus s 10 aeri-
S siiation. there s abeter chanee of tesobvig the sittation prompti i ines
of authonty and responsibiliy between the president and the board are already
Cearly established and aocepied Newher the boad nor the president needs
the added burden ol developimy working relationships while tryimg 1o put out
fres Having had cight chaldren, ook at preparedness ke lamiby fire dirdls
be st cvervone knows what to dom case the house caches five

irustees are continually reminded that they ate not o meddie m cdnun-
rration et they olten do not make thie comparable caif when the adminis-
tation moves mto the poboy arena For example irastees may bind oan ddic
the fact that the collepe has purchiased propeny demome them then respon-
sibiiiny ol sty pobioy around such purchases T appropnate roles are not
re~pecind Lemternal Gasis canhas e actallout effecr on operations 1t is mpaor-
Gt therciones thai the president and trusrees woork rosethier 1o cnsure that
they have a common understanding of the espective roles i the clectine.
and shared, povernance of ther matntation

Communication. I any ciisis sduabion, commur cation 1s the kev A
Bistresponse toany ersis situation nught be concern about what others ae
~aving about the colleee But betore we worry about the medin, we need to
Wt abioul os we are communicnme w et caci other Communiedtion -
A Mottt ob aisis management 1 atlow < tor an orderly response o
crisis sitations: Remember that commumaation 1< not onhy speakang but s -
tening as sl

[rustee-President Communications. Tadi insttunon has s own com-
municaion models hased onexpenence and personahines among other faciors
AU some s ttaton s tre presdent may relay cnsesanformation fiest o the
board hanand then to other members ob the board At other communiy cal-
fewes. the char mas be tesponsible for mfornmng the other boad members
about the coms My expenience as a trustee streests that information shouid
Porelived tonadi the seonmember by the procieent Regandleas ¢fwdio iebas »

the mformanon oo mporant that al tstees be mtormed of the Cies ang




T Presinr s i D TeEsTrEs IN Parisg getie

At e detions - they occur keepg, the trastees informed bids sup-
portand strengti ton the whimare reseliiomon the probiem

Fhe worst possible seenario s when the president has not been mlormed
of the stattis of the crisis Han mtemal ar esternal cisis arees or even threatens
Ly anise, the el deiender ol the college s the president or chancellor, the per-
woira o muest move wath speedand niiative wath courage. fiimness.and Lar-
ness Fhe prosident or chancetlor should -t s o her board of trastees as
A nenhitnie force o b proscive aind proicccihe imregny of the msttation
{ e tees should neither expeat nor be expected by the prosident to stand onthe
adel ewand watch the ~how Trustees shoudd support the president as he orshe
Cadin s ot beard potioy They necd o Bsten o the T and ssues and advse
Sheadnmnt-taos ob the bestpudginrent as the crsis moves oito resoltion

Fhe Board s awhode shoudd communicate to the president the issues of
coneern reardime the course of acton proposed o bomg taken T sonwe cases,
O tistees e not agree among themselives abont how asittation s being han
died Board members e s obbraaron to hsten to b sides and hascan hone
el dimctimmion o all e the petes Internal disagrecments among trstees must
e dealt with botore the real Cisis gets out of control

Phe presadent and board shonld speak from the same sanpt to the media,
Hhecommumiy cotlese b and the commuanty Iy order W do this, the pres-
et aid tie bord must commmicae with cach ather clearv and meacamedy
nannet hont the e el o the i and the dareed upon plan el acion

Who Speaks? The mostellecine crisis plani calls Toi v istee o be
Jostmated as the spokespersen cenerally the spokesperson s the howd char,
] the hant doesny feed Ut he o <he s the best posstion o do so ot s
not comtfortable with the subject, another trustee may be chosen The
spohesperson shoald he well mformed and commamicanon Between the pies
plont ard Uhe sobeaporsons Deakd B o,

At trostees must aditere o the agteement that there s only one
spokespoison s Entortunatedy this does notalwans oceur and sometines 4
tistee ather than the spokesperson chooses 1o give opinions ob comments 0
the media or the communiy The spohesporson mast ase disaphne i
responsc to the medias colleee members and e communiny: The spokesper -
o showdd not detend or dispute what the other trustee has sad but shouldd
B attention back (o the message agteed ipon by the board and the pres-
dent The nest <tep o=t calb e trastee motor o of cobiee and airank dis
Cusston abent the oversieppma of boundares Sitaatons bike these must I
sorded, on thee can canee the board and the presadent 1o fose ceedibibin
within the celleye and the community

As triatees we b inote it nce than we thimk e can plas apovotal
ol accis Untortunaiels we e adso tp the balance i acaemibicant wan
Vi neas et e tothie beneht ob the mstanon f we are caicless o not awane
ot ow responsibthties Play by the rules

Community College Family. A pood managenione plan mostimchde con
dtation and ol ment i the member e come iy cotiere IRTIHIR
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MHESN ACRISISOCCURS A TRESTHE'S PERSPEC TINVE

There should be a plan on how the president, working with representative lead-
crship of dhe campus constituenaes or trustees, communicates to the commu-
niy college members about the crises ssues and about what is being done o
resolve them, Whatever torm of commumication s used, be sure that i is clear.
siplesand honest I the case of o facaby strike, a darly news bullenn might be
inorder The president or grustees mieht have anopen torwm tor college employ -
ces An example can lfustrate the importance of formal commumcation with the
colleye facubty and statt Duning astrke at one communmity college., astatd per-
son i athictes told the Tocal newspaper that the college s sports events would
centinue as planned—the exact opposiie of what the college president and
trustees had determmed . They had sisply Lailed o well athletics—or amvone clse
o campus-=how bismess would proceed durine the strike

Another concern durme v tenes s whether trvistees should mect wrh
aroups o dividuads myvolved mothe crsts Lo just say noas shortsighted. the
door should never be dosed. Trustees hove aresponsthihty to histen, evaluen
and ke senotisiv what s bemg sard However, this should be done wahin the
grndelmes and procedures of the poliaes that the board has set torth for deal-
my with disputes and coses Anmdinaduat trustee shonid noi raply that be an
she personaliv s comy o do something about the sttuation This kind ol achion
counteracts the problem-solving approadh essendl to wotkang out asolutien.
e not ondy crodes the micrnal workimg relationships of the board bat aeso
vndermimes the tole and authorey of the president

Communicating with the Community and the Media. A suoay com

wecoliege torespond tothe public mavanens of wavs sttcoments o ti
communiny od the wedia are important and must be dearand precise, stav-
iy s close s possable tohe meage Bostie thic indonination oy reieased
ttteiy Refeases shoadd e omitorzad by il prosideii, aid board members
showld he kept intormed of all press releases and pubhce statements When
the Boand pelospa ot idin s tic elease or starement the tudl boaid must
b concurrene

Pramme o eennebeanals = proside the sponespetson with an oppor -
tWhity Lo practice respondimy to unantapated gquesttons For example, icheans-
e wotld have boen helptulb when o president ol one communidy collepe pave
arintenvien duig o bacuity stitke: A the reporic pat away his notebook . he
ashod what would happen st the onie were o e hved e a timely tashion
he prosident shiagged and man otf-hand manner sard that st the stike were
not reselved, the colleae would cancel the quarter That oft-the-cal! starement
Boecame the headbne and the dead paragraph the nost monnne Tnstead ol

ale

hemyg able towork towand resohving the stitke. the president spent the day
dom damage control with the camipus, the board and the media Remember
tht reponter e not oguiiad o icad yuu youn Muanda ngins And. unior-
turate s acontrover-y makes a better new - stors than does aresolunion
What Happens When the President s the Center of the Crisis? ot
s mote disruptive 1o the college and the commumity than when the

ot
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president o Chaneel s the focad point of thie dise Stone community col-
enes the president of neash sventy vears retired and his suceessor changed
cversthing from parkimg tules to adimmistrain e structure, catsing turmold on

campus Sull the new presdens had the boards suppen and was oo

renvwal But e contlinl over the chanaes porsisted,

1
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sranted o
arantad e
unni a aroup on coifeae retitees and othar icnds" ot the instituion pressured
the poverior o appomt a task toree to study the turmoth Acthe same tine.
o new trastees who had been appomied to il hoard vacancres chaneed the
hoard trom one ot unied support 1o one of divided Tovaltes The two new
members worked mdepondently of the other board nembers ainvesugated the
presdent on therr own and eventually convineed a thind trestee 1o abandon
cappei on the dresident see s wasctivemember boands this ailine
o e codddse obaction Uat the board eventually wook

The chanees i the college leadership and in hoard composinon it the
mniuen anprepared ot ihe tst cnsis i !}u ulll\\.:c-hl\lul\ The natue of
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the pre~adent and the board —arther muddml the abiliny of ulhu the presi-

[
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out the renewed contract and replaced the president i conthics wirh a more

concihaters intenm prosiden:

Fese coliege ristees started o on the nann inack with i phan of action
Phes worked osether and <ovie wth one voce o o hoand s when e
with g crisis bar the addimon of the new trustees broke the boards sohdann
Fhe trustees mommientarh forgeot tha asndiaduals thes have nostndina-- tha

oo e o and anathory derve rem the group Yet m the endL they were
1

e e ISR and shrmueele was e umty that resolved the stuation

Using Data for Decision Making

Boasds shoudd ~tive todennty the ssues reiated o the cnses and asseas the
AT Ut TS sl s Tave o e cobese and e conanuiity Annte
Dt ol Hs rocess s mdonmatien vathenng intorniaten <hoidd be earhored
tromy all possible soutces Your plan miust be very speaitic on how von gather
the facts Hovew e gom o hear hom didlorein aloups, Jotas ahoarnd wr e
Cotninititice ot tic boand IHL ol Ay vl el the above o \daupu ,,uhluxu
thar intormaton sath the help ot atask toree The state-appoimted task force
nret with more than st people and collecied asssfoot-high sack of docn-
ment fom three davsobmterviens Towaes the work of the task forcecand noe
of M dual trustees. that ded o resolution o the cosis s dangerous torinds
vidual trustees toact as the ~oundime boad tor differimg view pomts forepeat
ey ideoduial trostec imeplving that e or she personally s pomg ro contecta-n-
tation onthy adds contusion and Bustraion to an already resstul staton
Ofren overboched as valuable tesorinees are the trustes < and adminisira-
oot othor communins colleges that are simnlar i size and progiams o the

eowherc o b occanad Tearn bom those v ho e expeneneed o




WHEN VCRDIS OCOURS A TRUSTIES PERSPT O TivE )

siban situation Measare the experience and methods vsed by others against
vour own sitation fn Washington, we have established a team approach pro-
Fram to provide assistance to cach other when requested: There s awealth ol
expericnee and expertise among our college trustees We need o use n—for
aut own benefit!

Conclusion

The koeys to cresis managenment ate planmng, preparaton, and a strong work-
g relattonship between the president and the bowrd. Cooperatton between
the president and the board 13 essential when the pressure s on The founda-
ten for how a board and president work together during 4t of cnsisas
establihed long belore the crsis occurs They muat work continuoushy to
buatld trast ancd conhidence mrcach othar and i then abidiny e be goad stew
ards of the mstianon they ~erve

One vy Lo develop that relanonship may be to set aside one work ses-

~tonteach vear to reviesw and amend the cnses plan Trastees and presidents
may wish o take e durning that sesston o practice thewr intenvies skalls or .
o rale plav acnses stuation A review of the colleses listone noting how cnses y L
were handled or averted, can also provide valuable msight and highlight wavs
te nnprove the plan T addinor e mght be vectal to discuss how trustees at

other colleges handled ther Grsessor mvite one or two tistees from other
communtty colleges to the sessien to share then experiences and what the
banned \Whother the board changes member by member cach vear or changes
= entire member T atonee s imporaant thar the ensts plan be learned

and revieswed reste v Thorough preparatnon by the president and the hoard

toorespond e can nonmmize the adversiny and s cons guenos

Procivrs Gt o Koy oo mustee with dhe Seqtide Communiny Colfeee Disgnict
she s the pase presidenson the Washimgeno State rustees Assocation o Seditly .
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Phe wpcomme nulleraint providos piosidonis and fasteo widh
the appor oty toconsider the curreni siate of communty cello
cover e e dnd s miplicaion for refocusing presidenis and pustees”

contrtbuttons o then communny colleges

At the Millennium

Fred Gaskin

[hose ol us asocated with commumn olleges tend o Took at decade
changes as opportunities to padse and consider how we night better senve ow
siardents W diactss not andy what v shetnd bo doing Bt alse fiow we are
dome it Throughouwt my career, which becan mothe carly 1970<0 T have par-
napated mtask forees labeled "Renewal tor the Eighties.” stratepies tor the
Noneties.and recenth Vison 20000 Whide the topios have been different.
G aihhci Lo baas Boci it aochanae s dhe desade piovides sigindivadi

appottunity for contemiplating possible changes m how community college

weadvrs b thian roies

Pho wpoommy mic i o nnd thosy Se.omnnnnl. ceacd
! hanees that need weoccan o ensare
GUT st s continue o provide quaity education and sersvice for our stu-
donts This chaprer exanunes the evolution ab communies cellepe sovernance
over the dast tew decades sugge~tions tolfow on how prestdents and ruistees
rneht adpust our focus inresponse 1o these changes mecovernnance and o
necas of e stindents we are AR Heved 1oy seree

\Whereas there = peneral agreement that the proveey 1oie ' the prosident
and trustees s governance thore s miach debate abont whar wovermance
means Determinimg whore to dreaw the bine between governance and opeta:
dons s d frequent discussion atmany community colleves There s -0 mu b
debate about the tole of others bestdes the presidont and tiistees mthe gov-
ernance of our college~ What s Cear thonghois that presidents and trostees
rode - i collore vorvermanee are oy s alsedlear that esternal Lo
primardy state legislattires - and internal constitueney wroups-- prinieds the
fculte e phvmg a maach more sigsiticant selo o collope povemanc e H
expanded tole of these o gronp<oy pariadar dimmisbes the teahnonal rode
o presidents and nostees

ol
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Those of us whe serve as either community college presidents or meme-
bers ot woverning boards have a responsibility wo bring vatue-added to the
organization that we serve Only then can we justity our place in the organt-
sation and the trust placed s by those who atford us the opportuniy o
hold our positions We should Constantiy ask ourseives. Hew s this coliege
better able o meet the needs ot s constitueney because of my contribunion?
What ant domg to postizon the college both tor the present and tor the years
to come™ For betier or for worse. communty colleges are {orever different
because of the impact that presidents and boards have on them

Over the past decade. the role of governance within community colleges
has drimancath changed How did this change mgovernance evolve? Tn mam
istances, the evelution has been the reswdt of state fegislation mandaung
Chaiees i governance sttuctares o st iung certamn responsihihives that pre-
vioushvowere wtder the purview of the locat cotlege board to the state

For California, changes in covernance were aceelerated with the passage
of Pronosmion 13 1979 Prep 13 moved the Tundimy responsibihivies for
Contnnindy Coile gus hronn astsony ocal base Lo a sthodiy stald Mase U course,
once the state had more fundimg resp bt i heg i o excicise inioie Lon-
trol over college operanions The result was i reduction w the dedision-mak-
mg authonty ot local collepe boards that contnues todan

Aunother prime example of changes i governanee. abso i California, 1s
the mipact that AB 1725 had on the structure of governance within the com-
munity colleges of Cabiiormia This Liodmark 198K feeslanon sopulated tha
the governance of the colleges be shared with el consituency gronps
Phe foremuost imternal group s the tacodns A8 1725 Bisted eleven arcas of gy
crnance mowhieh the president and focal board cither relv primanty upon or
consiat colicwialis warh the facuity Laaniples inctude curnicutum develop-
ment o ndduding degree and certtlicate requirements, grading policies; mstitu-
cotad pianmng and budget development, and sclecnon, evaluanion, and
retention of laculty: The fegislanion also mandeted shared governance agree-
ments with other emplovee groups as well as with students Toother states,
feeisfanres huve mandated general edncation reguirements masimum cred-

i~ tor dearees the joming vagether of techmed colleves and communun ol

Tewos, and ety teachimy foads, among other mrrusions o was previousty
: ) 5 Y )
within the tradinonai responsibilits of Tocal coliege boards

In addinon, state tunding s wending to move toward more categoriead or
provram specthe atocanons than has tradiionadly been the Case The oo ol
such funding s that colleges are becoming more similar to cach other rather
than bemyg designed to meet the umgue needs of thet Constuency At many
comnemnty collepe districes oy example there aie bar more categonical or “ear-
muarked  dodtars than there are discretionary funds in the budyet

Hhese examples of fegislaton demonstiate how the lunction of presidents
and o s Das chunged dramatcally The effect s ther athough community
colleaes e movi o g niere collegal or tradmoenal college and universin
svstem o wovernance for mrernal oparanioas vieater contiob s bemg exer-

(&
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cised from the state fevel, The paradox begs the following questions \What s
the role of the president and board® How do we provide the value-added 1o
justfy our positions?

In the next mitlenmunm, ne single tactor will be more tmportant to the
successiud funcuomng of a commumity college than a mutaally supportive reia-
tonship between aboard of trustees and s pressdent. To be mutually sup-
portive. presidents ad boards must dearly anderstand ther own roles and
cach others This s not to suggest, thongh, that a dear delineanon between
the rofes s alwavs present To be sure, there 1s more blending of these roles
thain there s a ear differentiatton. a situation that often causes asigniticant
degrec of ambrguity Tolerating or aceepting aibiguty itselt requires atevel ol
anderstanding .ind trust achieved only through open ond forthnght dalogue.
not st between the pressdent and board but also throughout the enure col-
feve communnty

MWorhing s tean, trastees and prossdents should tocus onthree areas ol
actival guarding aeeess, puisung alternatine lunding sources, and engaging,
n political and avee aciaties T addinioas trustees and presidents muast cap
wahize on therr own nmgue takents and experiences o enhance college opera-
tons This focus allows presidents and trustees to contimue 1o be ol value 1o

I o IR . . . !
THICTE G e d DO s (S 2o e i, Sy sivins ev oy

Guarding Access

. Pt presidents and trustees must be the pimuary suardians of the epaanian
B philosophy of the commumuy college S allirmative action programs come
under attack rom nany guartess see miest remember that communiny collegses

hold camque place i higher educanon Inremarks defvered at the Amencan
- Councd on Cducanons anmal mectng i b ehruany 1996 Robert Avwell sad,

Hicher education shoukd be about valucs—thie vaiues ol mloned auzenship, N
the vaites axpressed masense of responsibhiiing toward those whose potentul

fas not been teadced for reasons nor ob thens own domy e this sense of R

responsthiity towacd those whose potential has net been realized” that s the
principal mission of American conymunny cotleves Forthe vast magornny of
oun stadents there stmphy s ot apeod ansa e o the guestion oot the
comnuy college, thenwhat” Forthem there simphy s no possible g
""' cdtication aicimate

The responsibihy of protecimy acoess T those swho mest need ooy
. iy colteses rests with the presidents and trustees We muast be the ones
o heht assiduousiy to cnsure that the mission o the communny coliepes
remams imtact We must be the ones to protect the unigue natare ol the come
Wy cortepes ot oniv whien docess s chadienyed boewhen necessany sup- S
port services and svstems are thrcarencd Yeri s not cnough to simply et
evervone e she msttiton Phe chaltenye soroder them moand provide them
with the necessany tools to complete then cdwation suceesstullv In BFlonda RIS
for examiple. tegsbon denes tundimge o repeatmg aremedsal class because '

QI ,
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of w bohie prade H o sedont fals a remedial dasss the entire cost ol repeating
the las= must be pad by the stadent T repulan credin courses. there 1s no
penadiv of tis e tor fahing When the L uestion s asked. How many times
Jo b have o pay o teach Johnm 1o read® the answer tor communmity colleges
Pastobe o more mme T Prosidens o e sens e e ones whos neak

for the antoc o~ of indivdudis who Bave the potente to benedit from attend-

. . 1 N
RISEVEN LR RS S

Pursuing Alternative Funding Sources

Phe miortiiee of aiteraine bnd devetopnient s gom o becomie cnteal as
v mes o nto the nost centurny Fhionehout b or meher cduca s thore wald
kel continue to beaeduction i radimonal souices of fuinding, Public fund-
S peteeDtase of tould budect. has been comg down Lo vear~ v thic
necds of our stadents are greater and the costs tor provid ng tor them contim-
tes ot Aitheugh commumiy college presidonts and boaids know this too
fow s undrasimyg as part of therr responsibile [ we are o meet the stedents
Socdwe sl begn fo see dliciiatne land Geverpmient as key response-
Briny in this tepard we must emulate the £ havior of presidents and trustees
o tradinonad coficges and wnversities A actew comunity colleges pr-
vaie fandraisime has heen mcarporated o the duties of presidents and
nustees with some measure of success 10 net enough tor presidents and
Trustoes Ton b manace s fands Bow e dhe mentanon W e to be
T O the pruersut ol fands iorder toomedt the ceds of o studenis
This cliort nat only regure~ a comnuument of time and cttort on the part of
presidents and trustees 1 regatttes acommithient of INsHUional resourees (o
aobrove the Lk bandrasmy sospensioe Tiadinenad colleees and trinversy
tes understand s Breauentdy those associred warh communny coileges
have ditticeliy undorstmdimye the necessay imvestment

Engaging in Political and Civic Activities

Commanity cobioge trustess are freauenty acnve i ocad pohiies Many were
Clociad to b poations Otherwere appointed o ther posttions by eleated
ctficads Consegrienthy the vost magonts oF Comnnamty coffoge trustees hawe
~ome pohincad vaperenee Some tiisteds afcabseoi boards aihien than at col-
weees theas providime addional connecnons wath avic orgamzations . An
mrpertant tole that trustees can plav thens s as indormal lohisy st for polimead
aned civee causes that have an impact on the college smee the trustees are
known dand respected by ather pohticaband cvac feaders they can he effective
et onhvng cndeavors The chatlenge m dealing with political tssues s to
pot et partisan pehtcs mtetlere with the process of supporting college nitia-
tees o ted trustees are generally onca nenpartisan hallot In most instances.
Boswer i thes are ciedied on b thae mdiades Pratbisadt olices TR

sy I oy [ o
Brecotrihig vt VHeE s stale s Diov e o clsobiaaate cice bions i ah cllan teecon-
-
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Pustoes, on e omer Danwd generally share the same
party athhation as those whoe appoemt them: Inenther case. the impornant mat-
ter is to Reep the college and ss minatives curside of partisan polines to the
Tutlest possible extent

In cxchange for state resources, legrslataies wmvd povernors e nnposing
changes on community colleges A good example of this control 1s iliinors.
i both bsead vears T9 aid 1995, pubi colieges m Hhimois receved the
budeet marease they reguested  Accompanying these increases, however, was
legistation that changed the svstem nI gosernance tor a number of the col-
Al e SR A it s ol this L)i}L div L\Hnlu\lL\,i (B3 kr.\lﬁ.ldl('l‘
andother politicims it s mportant for trastees 1o have apronmiment place
i these discussions—and this place poes much further than simphv writinyg
fetters of support or opposttion for the ssue. Trustees need to be at the table
when the s s baig discussod Tiustoes and picsidents shoald coan for
Didate ideas that can he developed mto tegislatve proposals to errhance our
cotteges abiliny to serve stadents

Presidential and trustee involvement i local avic acinvities s equal in
rmpottanee wthai poliocad mvelvament A suong rebiionship wath high
~chool dstnces, tor example, s an essental element of a successtul commue
muy college. This relationship sheald begin between the governing, boards and
presidents When the relatonship s strong, it sends a foud signal to members
of the college conmumty that s essential 1o the colleges sticcess A positive,
munalhy sepportive relatonship s also important between the ary m which
the colleye = Tocated and the commuminy college Inone matance. the an
manayer and two counal membors mect monthls with the college prosident
aind o rustee s tor an intormal breaktas mectine where they exchange o
rent rdormanon about hoth college and aty matters Moreover, they disce
wavs nwhich the any and college canvwork toeether on a wide ranee of issttes.
from ccononue development to speaal programmimyg lor semor aizens

Fristees should be acive alone with the prosident mthe focal chandwer ot
commerce and focal service dubs These orgaizanons have much 1o offes the
college and also much w gam from the \ulh'gc [tcan be anded partnershep
dpursued properhy The ke, hu\w\ of1s the noton of nartnership Presidents
arcbiratee necd o andashand Ui u:( G W OFCYE O AITSIRTRTIAN ICAUCTS, WL
contribute not only college reseurces but also ur own personal tume and
enciey Phis pessonal comnurment viclds signihicont rotunn to both the col
bego and the commuin

Capitalizing on Spedial Talents

Frustees frequentdy have aprofesstonal ke addimon o bemy on the collepe
board ikewise. presidents often ave tengue professional skl Proadon
atd hoard members need toomnenors then wdents and uthioe them Lo

sticithen o collcges A st stod above many trostees have connedtions
N the community that can serve to strenethen rebattons hetween the colfepe
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and the communiny some trustees. through therr protessional knowledge. can
hring expertise o the hoard and tothe collepe This s not to suggest, for exam-
ple. that an attorney on a board should provide fegal advice He or she can,
Bowever assist the cotege i understandme legal issues and the consequences
ol certam actions Likewise, a trustee with ~alid planmng expoence can be a
Aidpor assel e shaping the planming process for the colleae A <trong back-
stound i bnanee of tarhiig andd pubhic relat ons experience can hevery
waeluil te the codlede oo e challenge to tustees with this mvolvement s to
heep e acuviies dthe policy fevel and not partiapdte m management of the
calleae By athizng tristees special talonts without crossmg over ot pohay
o adminstration, presidents and frustees can muacannze therr contibutions

and manrze ambiawny of roles

Conclusion

Bty Thel e fiut s conndboaals coic oo e doding o
e L en o BIPeRLnE e etk sosicts AT e ational feved niote
LTenteon has been aiven to e teeaear coliuoite cvperiviioed thai ovar Buone
Phe nenber of students whe tneed twovear cotleges s expanding at a raprd
nue bor evamiple By the vean 2000 10 prejected than Calitornia commanmin
Coere Wil toed o serve Bt mnhon mote students than they sernve today
e udtimate tesponisibility for miccting this expanded need rests with the local
Srosutented boards b teaces Whide e dluan that the doveianee of o
crrrnanity oo <ol e shared prmcpadly s Lcadiy temibers ana the
St doatishina s this sbuig shesid ot e s
v hringe to therr colfeges

P b ot wiad tiostoes nevsd To diecs ther tenion Lropure g
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Anunnotated inbliography provides absoracts of documents Jrom the
ERIC system focusing on leadership issues o the communiy cellece.
and the vefanonship beoween prosdenis and boirds

Sources and Information:
Community College Leadership

Fucy Lec

Communmty coileyge presients and trustees ate at the torehront of hagher edu-
canens cforts o talhillanoncreasinaly Boad and complex missian They face
unparatleted chailenges as feaders of - democracys collepes.”

I may be o dphul toview those parbeadar chatienges withm the broader
contest b ioscardh o ogaticaties s icaderstup o general Phe study of Tead-
ciship has followed atrajectory that can be foosely dinaded into three time
pertods Unul World War 11 ellecinve Teadership was seenr i relaovety sim
Phtc termis s cicrging from persorabing tranes that separared the teaders
tom the tollowers The emphasis on it theory was gradualiv replaced by a
focus o distinctn e leadership behaviors Rescarchers thought that they could
dentity the hest leaders by ther stvle, for example . task-onented versus rela-
nonshiponenied Behaviorsm was donunant i the stady of leadership unii
the carly 1960S Increasingly, rescarchers in the last thirty years have viewed
leadershep from the contingency perspective Contingency theorists asseit that
the most clecnve deadership s ot detined by aee single guabitn o bohavir,
tattier trads exeellent feaders are withng o adapt therr approach based on a
snen siiion of set obcicumstances sWren 19930 Tt is worth notimg that
thus it m the study ot leadership occaried ac roughhy the same time as the
vapeborowth and diversihicaton of onr igher cducation sy stem sinee {980
seents el that this siodeBisciserter bt tor the T dynanme wordd of highe
cdicanon v eencral - and conmuinisy cobleses particular

Argnmg that most feader-tip theons ustakern s prosupposes that organ
Zaions e ratonatly stiuctiee benuties Benstmon 1994y expands on the
poten obastaional meodel o Teadv elup Phe oo mme ob acnilege o

versin de pite tdy oransanienal chanes s debimed by change and shitin

1 I , P S e fRE Ry =,




S8 PRESIGDS DS Ay PRUSEEES I PARDNE RS

sodl~ ot o mention the constant How ol new studenms Admmistratne fead-
crship must be collaborative and indusive i ordet o tespend 1o this constant
State of s Hhe socied Change mioded o teadersbup dovelepment (Higher Pdue
cation Rescarch Institute, 1996 ofters a siratepy for achiovig the oten elu-
ane goal ot gennely collaboranve leadership i our collewes and nniverates,
Central to s task s e behiel that feaderstip s aprocess tather i aooses
donand Uit the best Teadership decisions are mdluenced by alowndavon ol
valites shared among diverse imdividuals

Mhe followine pubhicanions reflect ERIC herature onleadership an the
community colleges As was pomnted out carlicr i this volume. presidents and
theit boatds ate not ahwans viewed as members of the same leadershap team
Thewe cranons ofler more information regarding practical gdelines tor taine-

iy oade s the cntead tesponsibahiny of butddmg iclasonships wih the coms

ol this chapter provides the latest FRIC Hiterature mowhich commumity college
feaders ook abead 1o the chalicnees and Changes of the nestoentury

FRIC Dociments dhose teferenced with LD numbersy can be read on
e rohiche at approannately nime hundred Tibranes worldwade Inaddimon,
most may he ordered on mucrohiche or mchard copy from the FRIC Document
Reproduction service (FDRSY ar 800744 3-FRIC AN citations pres cded by an
asletish e eler wooural ariclos, whuch are not v adable from LDRS Jour-
nal articles may be acquired through regular Tibrary channels or purchased
Vi aitie e Grcddinehiogoee s s as CARL Uiiconat ai SO00ST 20 o thie
U Artc e Cleanmphouse an SO0248 0300 For b=t of Bibranes in vour
A it fouse ERIC nncionche docamcniss an LR oides oo, ot it
mtormazon abots our products and services. please contact the FRIC Clea-
trohone To Contmniaiy Cotloges at BSOSO S50 0 v the Internet

i i
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Practical Guidelines for Effective Leadership

Communiy ollege League of Cabtornia Dratee Handbook: Saciamento com
muny Collese Teacue of Calitorma, Tave D 30 7o

Intended as aresource for trustees at Callornia community colleypes and those
Proviching i to trustees, this handhoo! 1eviews the roles and responaabil-
s ssoctated with trusteeship Generab mbormanon on Caliormas communin
collewe~ and other svstems of lagher education sets the seene or abroader dis
usston ol the board s a governmy ennty and the responsibilines of mdimadual
tustees A disonsaion of ellecove Hll\l\‘u'khlp mududes trustee ethios oard scif-
cvalinion procedures, and ellective processes for making decisions One chap-
fer toctses on hoard and chict excoutive officer elavons imdudimg conducting
O e aches cvaluation mcthod s and proading suppernt to CHO- another
Chaprer reviews regulatons and rmplementanon ssues related o shared gover-
e The boards funcion m commumty and pubhc elanons, fundrasing, and

m
v/




SOURUES AN INFORMATTON 89
Both the legai and fiscal responsibifitios ol the
commuuy cobiege board wie examimed, as well as issues of devisimg stndards
tor mumimum gualifications and tenure for board members

,
politcal advocacy s ascussed

Dowdy HOB A Manwol for fristees Rofes Responsibilities, Relationshgps Cary
North Carehina Associatien of Communiy ¢ ollege [rstees, 1996 62 pp (ED

.

NS OV

Fhs manaad provides informanon on trastees” woles, responsibilitios. and rela-
vonships st other agencies o the stae Tollossmaa hidoncal overveen onthe
North Carohnacommunny college system and a review of tourteen signiheant
stuchies of the svsten the key elements of trustees” respronaibthnies are described
Incinded wre estabhshima the mission and goals of te instimon . appomning,
cuatuading, and termmatng the president. ensuring that the msttutien s well
mandaed approvin budaos, tanimy mones o progtams aid lachine s, estih-
FSETE GO OB TS SOy H g TOHR - LAl EG PR, assising witin jruie
o relations clortsand serving s both acbudler iron external pressures and
court el appeal tor syaten polioy A discusston follow s Hocusig on the trustees

]1vnvl|

o s oy the B U

Ol SO
. S0

i
statl lcudng cradents e board member communiy college ~‘) TGN

deniand state-lovel adnimistration and the sbale attoimey generals onice

Bobicanne BoarddPiesident Refanons Paper proesented at an i er
Soeho Michican Communimy Coticee \ssociation Fobh 223 1990
DY e K=
1 ' : ' | . L Vo
Coolicde e T O L A L I e R RN R ITS
for shanins memrutonal objectves and matchimg talents wath resourees 1o real
t h
erestratedic voals Calleee vovernmy boards are otten seen as anitical 1o ]H'u
!

".in‘?"‘ln IR S AT A T

Prva o LY i ce sy e IS lll( IIIHLlH\ (‘llll\

&l"‘llk‘lﬂ‘t' A board retreat with the pre stdent and Al” DHSTCees proseil s silyleste d
das drodeab wan o mtodice new trastees or anew president, and 1o impait
ovdaesand vieon cbthe maunon Boaeds amdseaders ot dovebop
dcivdl vonnon vistiode as o well as outhime the pnionmes tor the msunon Then
cvrd s o i Phey NN Phlin v st v o L gl - and SUPPOTE as the

Prosident cvpandsand bdds apon the colleame seaon o the callea

Paubh o boand othor o Delivanme the Wante Mewap The Memo o Toans
tortaienal Peadersbap b The s of Teadensup Overconumy Obstaclos,
Padancme skl Lo Ricbs Proceedines of the tdy oanual Tnternational ¢on
h‘\-.l‘lll’(l.l;\ (RIRRRARE I ARN AN 1‘|i('§"{'( i‘,ll’ HI!‘HI\ |'l\1‘t‘ﬂl\ At

b, 1‘3‘3,"-‘\‘1'\]» cEIY ot s

Peaders must avord mi-nnderstandimes m wennten connmumzeation wirhy ke

Pttt e coninney colleee e nterp e SN oto s sohon thy nature ol
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the wnitten correspondence, college leaders must remember that when a
sender forms a message and channels tis iformation o a “recener, com-
munication breakdowns can oceur either through nustakenly encoding and
decoding iformation or through Linguage barners and cadiaral ditferences
Further, leaders must be conscious that wrnitten communication lacks the cues
tised 11 ot comnunication to rehne and interpret the mearing ¢ he mes-
~ape When the wntien word s “decoded” i a way thatis atodas b the
senders mtent. the resulung nusunderstanding can provoke emotional
responses or unnecessary contlict, thereby wasting precious tme Leaders
~hotid ask thiemsehves 1f the purpose of a writien memorandum mighi be bet-
ter seived though atelephone call o vistt: They should also be caretul of the
tone they adoyt i the 7rowe ” behind the memo, always takimy into consider-
ation the pomt of viess of the memos mended audwence

Building Relationships

Rosenthal, b B and Ulsner, P Rennventing Governanee: Masicopa Conducts
Stategi Conversations ” Paper presented at the seventy-sinth annuald conven-
Gt of the Amencan Assoctanion of Commumty Colleges. Atlanta, Ga., Apr.
F3=16, 1996 17 pp (kD 399 6460

The governg, board of Arzonas Marcopa Counts Communiny Coilege Dis-
it MO DY has doveloped astrategic conversations tormat to ensure mter -
action with the coilege commuumty and continuous gualiy rmprovement m the
sovernanee process he use of strategie consersanens faclitates communica-
ton with the oft-campus commueny 1o help consutuents understand 1ssues
it the distet the process alsomtormis wd goides povermimg bhoad deo

Aot Making Strategte conversations are pubhazed as mlormal. open meet-
mys ot college personnels mternal and external constituents, and members o
the commumty Meetning topics dare decided madvance by the sovernimg hoard,|
usaally alter conducung a survey on opies ol concern o patticipants After a
brict presentaton of the issue to be discussed at the begimming of the strateaic
ottt sibion fachiaiors assistn gurding e onchange of doas usaaliy
smali break-out gronps The use of strategie conversanons has resubed m new
m~ttution:] diversiy pohictes, a new vision stiiement. a revised staienment of
Mission values. and voals and o dimate of open communication and e
siveness an the MOCCDY Appendices hst posine results from thie cltoras well
as the barmers to nnplementing the stritedie conversations format

Milor HE N Trastee Relattonshups - Paper presented at the Assocaton of
Community ©ollege Trastees sonthern/Saortheast Regron semmoar Greensbore,

‘ot P % Tonn T Wl

A= represcntative s ol their HI]\‘L“‘ and moworking with the (1”“:\‘ caotmmun,

COMMIIT Colfeye rusiees CINRE I L telationships cach oi winen
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has ssociated roles and responsibilities Responsibiliies of the board chair. for
example. include working with the presudent (o set meeting agenda, appomnt-
g committee members, serving as the olfwoal spokesperson for the board,
overseeing other trustees providing counsel for the president. and imuaunyg
perioale boand evaluanons In addinon. trustees m many colleces emplov or
opomt the college president. andit s important that a fnend!v trustee-pres-
dent relanonship exist With respect 1o trustees” relationships with college
administrative stal and facaite the tundamentad responsibility of the board 1s
to provide them with adeguate pohiaies, rules, and regulations for effecuve
operation of the msitwnon Faculty and stadf for therr part, are directly respon-
~thle e the prosident and should condua their busmess with the board
through the president Fhe role of state governming boards varies. in North Car-
clinae the srae board has udi authority to adopt all policies, regulations, and
standards deemed necessary or the opetation of the system b tradiiionaliy
Srants maximiuat dadtononiyv o the colleges T that state. mdividual trustees
have imated ditect commumcation with state-level adninistracors bun are the
most poweriul group of lobbyists. advocates. and public relauons protession-
als that commumty colleges have mowerkimg with the state assembhy and the
LS Conaress

Pisher b L The Beard and e Prosidens New Yook Nacoedban, Towl 1ed pp
PP 32R 200

The author discusses the tradionad voles of pressdent and trustees and revicws
rescarch on leadership that suggests that pohcies and practices of most gov-
criing hoards mav be antitheucal 1o etfective prestdential teadership
Approaches tothe presidential search are analy zed. as well as potential stum-
blmg blocks m the process of choosig a president Modets tor evaluating the
cliecuveness ol the president and the board are ollered The book concludes
sath a dibctosion o dcadaship rosponsibiinin, authoning, and accountabihiny
Appendies mdude examples ob imstuienal ieview s meetning agendas, com-
pensation studies. and other olevant docaments Also indludes TT7 1eferences

Shared Governance Issuces

Bivant. W New Leadership Conssderanons for O Realines ™ Connmonn
Jurten Collece Qwaoterly of Research and Practrce, 1aa) Jecly 77 o84

This aricde snggests wavs tormprove community college campus leadership
delegation by understandimg the Laculivs hretorie role tn acades e areas

cicouraging vibancad lacalty paiticipatioii i conege govermance . keenimy
Channels of commanication between lacndny and boad open, working jomth
o dliimative acton processes mamtaming o focws on feadership develop
ment s denthy g moded manaiens and mentors

Jd
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Nusshaum, T Dvolvine Compnety Colleee shaied Governance to Better Serve
the Public Interest Sacramento Callornn ¢ ommuiity Colleges, 19935 09 pp
(LD 39T o2

Intended o stmulate imiprovenients m shared povernanee i the Cahtorna
commumty colleaes this report authnes the oy olution and carrent structures
of shured governance at the local and svstem levels and provides recommen-
dattons for chanee. The current more formahized stractine for mstrational
pattiopation i svstemwide policy making s scen as open and ctective buat
sulnerable fo weaknio sses o of increasad competion among institutions
The auilics provivies recommendations for improving shared governance,
mliding mstinting acode of ethics, implemenung mulu-mstitwoonal coun-

land o et the aatde

nn o et addiional revenae The pro

(‘H\L‘d code of cthies s AP ed

Pravkbon | Dand others Facwiny Poades=hipy Y Dvpamec, Potent Force or
Compichonsie isttunonal Developnent Paper presented ab - Leaderstup
2000 the dand ol onterence ondeadaship developmens ol the beague ton
revevation o the Communny College, Chicaea Jul 710 100 D 344 020

Schobus and practtionees ahice have cadicd o aonew sivlo ol cadeiship on
community college campuseswhere admmistrators and irustees shoudd be
capable o adiapiee aood e pending cash o an wcertan pebite al and sodal

Biate Mirhongh community celicves are rooted mstoncaliy i acherarchical
leadership miode. there seems o be broad consensus today that coltean e lead-
CESTY B ey cliccin e in S Hic cases. factuiny o comoiuniiy colicees e
entibied erarchcal Teadership siractarcs an ther mstitanons as mettectaal

i
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iy aie entguehy guakitiod o and desires Teadershap roles e accollective

prosder dvisions boiweon e Tealte and the adimistranon resmet thei fead-

ciship potential bmtaning o partiapaton eadershipy model reguires new
ipproaches and imvolves sarious steps o8 baukding toaso wacoltecnve model. " N
A emong the vanons cotstitienc e s ropresented i sachamaode! 20 devel :
opiny methods o mtormation sbanng omore tacaltn admmstators, and e
Bonttd~ o Ttiatoes, ) for iy dvnaanine mteractio s hetween Hhe 1o coents - ' <
i paths for decsion nabing ahat s adosoanve and academid) enabling

Py members of cach o Cross-padiicpate o4 presenving Leulty develop- ‘.
ment the face of buadeet problems by providie: resomrces tooenhance pros

fesstonal crowth Oy auhome wechnofoey tohelp facube and admmistrarors

cigage o coses e feadersap etforts and oot inshituting concreie sastems of

tece ateeoreond teswand Ton eady s olvament Incloges seventeen telerences

vuture Challenges for Community College Leaders

Parre 70N and orhers Teadersbup ™ Commnoinny Colieae Duioidd [ova
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Aspart of a theme ssue eAprik-May 1990y entitled  Bevond the Mirror, Retlecr
e an W ho We e and Where MWe Need o Beomthis article imcledes hve
casavs by communay collewe presidents and researchers discussing college
wadcistup aind tice direcnon loaders must take i the tuture Each president
CnUnENes sstes o mplementa, on of college programs. complexities

ol vender ditfcrences onleadershp stvie-eadership competenaies. and the

Challenaes and rewards ot tcadeship posttions

Mathn, D and Reans T R Girder ontof Claos Teadership torthe 210 Cens

ey Commere Collosc Lovonad o Roseerchand Practice, 1O Tsipy 527338

TR

Thiid iy e

cvplore s thic Ctects ot the carrent hanges expencnced by come

v
1
I

cues and the role that Teaders st play o govern eltecinely The
authors suggest that sticcessiud Teaders should have aweli-oncuhined vaon,

AT RTINS TR rpeset e Catius conimnumiyg And acknow fedoe

i 1 .
the e ob dndevadtad~ 1o Lt Contarns liltcen telcren e

Schober D] oand Rosenthal T Quahity and Board Teadership Paper pre-
~cnted at te anmad Associnon of Communty Collepe trustees Pacihie Region
Semmnar Lafotle Calib o Mav 131501994 37 ppy b D 371 7820 [Hor the
Al eport ol the Comnusston on Quantuny Quahing see 1D 350 0010

by b ebruary 1992 the Commission on Quantum Qualis recommer, Jed tha
the Marcopa County Commumity Cotlese Dhistnes oNCCCDY 0 Anzona
e e aguiadity rriiatne that ey edbimplementation ot contmuous guahta
NP ccHC U and Bascd o jolin Canver s pinlosophy and moder acne
rvehiement of the AMoce DS board Ko prmnciples behind the mitane
muluded acustoma focus, dedication o contimuous improvement, a svstem.
alic approay hoto srocesses and then IMProV e feaninaa b and el -
tstical miethods tor decsion makmg, nfuenced by Carvers ideas that board
mernbe s should be active feaders, the MOCCD govertung board became more
pnvobved mthe devetopment ol the distnces vision and misston and began o

applv oo hoa meenmzs

Assocratton of Compaanmity Cotlege rastees Irastoe Quartcrly (1993 o
st Waishimgron, DO Assodianon on Communny College Inastees 82 np

Sob D Qe eicn s contanedhinahes focnment o ot
ot concernto commututy collepe nastees Tncluded are articles anthe prospects
P edbac moeab retcr denng the tast Clmmon adimmsn o s aresies b
obiamime necdad tesouees fron state degsLacdie < and the relationship netw G,
codleee chiet exccutive oo ersand boards of trustees The importance of trustee
comuutment to winpng passace of community colleye nond referenda, as well

as the raie obcommny colleges o the alobal coonomn, s e eed s Giomig Hi
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experiences of Southwestern College in Chula Vista, Cabforma, wath the North
American Free Trade Agreement The relationship between communiy col-
feaes and the federad govermment s also discussed inarticles o the rode of

protees 1 foderal ady ocay

Vaughan, G B oand others Didemmas of Leadershi Decsion Nakang and Fthios
mothe Commuiny Colleve San Franasco Jossev-Bass 19492 | This document
ot avadable from EDRS Contac pubbsher diecth 32295 ¢ wade U S

Maswetd Macmiian Internatienal Pubbishing Croup, 866 Thind Avenue. New

Yok, NY 0022

Focasie prnmaniy onossues that can be directhy wtluonced by actions of the
soverning board or prestdent the e chapters ol this book explore the etineal
dientmas of leadaship motodav s community colleees 1 eaders ona
Hahtope The Risks and Tenstons of Commumity College Teadership” By G B
Verdghan, provide anoverview of some of the ethical didenius feadets tice in
cducanon 20 The Fowr of Kuowing and i Ttines of lenornmg, by A A
Cohensesamimes @ gundime cthos of commuty colleges and the v vsmwhich
datadre cotleaed and emplosed 3 7 The President as Moral Teader. by D F
Modiarty places e responsipniny for ethical practces direcoy with the prest-

dent 4 Bihaes m nstracnonal Progiams b b Baver Tooks ag the peed for
COmRIN colicges To deathy enuncate crnena bor ethnead behavior 2 "Aca-
denne scruples Tacntiv and Personnet Tssaes by | Flankin eltors esamples

crethicab difemimas i student servces carnculas mstractional actaties gon-

crnance and colleveZcommunuy relations, budger and hinance. and personnel
naattoree O B s and Commuanay Bavioaeos by ROV Bowover cvanines the
postive and Beddiive tesidis of those parinersbips, poinitine oud pridadis 1o s ond
Tl and Governing Bodards Dy G DS Tocuses onthe ole of these
entles g scting an mstiudion s chicd tone 8 selecting and Des etoping ©om-
ity conleze Teadvias by OB NGl evaiares the cthicad commaimients
ainoent i the presidential seard process & The Importanee of Frines i Good

Vdmmestrative Practice " by | B Lamme sums up poimts made s the previous
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FROM THE EDITORS

Much has been written about the roles of the president and governing,
board in leading and managing the nation’s community colleges. Rarely,
however, have the roles been discussed in one volume, thereby permit-
ting the reader to understand and appreciate the relationship between
members of the governing board and the president—a relationship not
always {ree from conflict, but one that must function effectively for the
community college to attend to its complex mission. This critical rela-
tionship depends upon the hcning and use of personal and professional
skills by both the president and the trustees to develop a clear under-
standing of their roles and expectations. Whereas the board-president
relationship is important to the progress and achievement of a commu-
nity college under normal circumstances, an effective relationship is
even more critical in times of crisis and change. This volume exp!ires
the professional needs, challenges, and roles of community college gov-

erning board members and their presidents—and how these factors
influence the board-presidert team.

ISBN 0-7879-9818-4
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