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EDITOR’S NOTES

Cummunuy calicges are heing reshaped by a variety ol social, ceononic, and
polincal forces thar are creating new forms of coeperation and collective action
among ail types of oraanizations, n the corporate realm, business lims have dra-
matically changed [rom the nincteenth-century image of the antonomous.
citadel-Hke organization. We now find many ditferent organizational forms, espe-
cially ores imolving long-term refationships widh hoth supphers and customers.
Fo sttucture thetr deabings with one another, business lirms are incrcasingly mov-
ing away rom vaditional, highly specific arm's length contracts toward much
looser and open-ended contractual arrangements. These new business relation-
ships range om informal inks to arrangements so mtricate tau they begin o
blur the boundaries between firms Business analysts have wdentified a varicty of
new relavonships, including jomt ventures and consortia (Marin and Snuley:
1983, Harrigan, 1985 strategic alliances {Gomes-Casseres, 1996, relational
¢ontraching (Goldherg, TORD, global coahions (Porer and Fuller. 19863, net-
works (Powell, 1996 ind cocvolution and business ecosvstems (Moore, 1996).

The polical realm i seen dramate change as well The United States,
Great Briam, and a number of Furepean countries have shilted away from the
interventiomist national governments of the post=\orld War H era, This reduce-
uont in the role of the federal governnent is devolving responsibuhity o stanes
and locales, aceelerating, the importance of Tocal and regional allances in pro-
moting ceconomic development. The vitality of communitics increasingly
depends on the capacity ol local governments, businesses, and civie organiza-
tons Lo resch across tradivonal boundaries to leverage resources and maxi-
mize comparative advantage (Saxenian, 1994 Castells. 1996).

In the nonprotit world, we see the lorm aton of a varicty of service net-
works (o address the challenges facing U.S. communitics, and many organiza-
tions and agencies are developing new ways to coordinate and supply services.
These include community-based consortia, pukhe: private partnerships, for-
profit joint ventwres, and public-pultlic coor vative efforts tAlter and Hage,
1993 Baley and Koney, T995; Harvey, 1993 Smale. 1993 Wallis, 1995

In cach case, organizauons develop collaborative relationships because
they see the henelits of workmg wogether. These wrangements add value 1o
both for-proht and nenprolit operations and are increasingly critical o fulhili-
g core missions. Callaboration permits orgimezations 1o levey “ge scarce
resources, reduce costs. Iink complemientauy competencies. and merease speed
and flexibiliiy.

Community colleges are also beginning 1o be shaped by this new organi-
zational nend. OF cowrse community cotleges have long been mvelved with
ather msttutions i therr communties. They have sought out relationships
with local schacl distnicts, husmess Tiems, social agencies, and community

Capee Brpa e Jeaatnn gy o e e Tk Bl beds s B ey 8o Palile g
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organizations as well as with other educaional nstitutions. These relatemships
have fostered elforts sich as customizea job training, tech-prep courses. and
transfer articulation agreements and also a vartety of community service offer-
ings. However, today we find many of our colleges invalved m new and deeper
forms of collaboration.

This volume oflers a varieiy ol examples of long-term, sophistiicated. and
influenual collaboranve efforts. Each began with external funding. However,
in each case the institutional partners lound ways to leverage thewr grant sup-
port 1o build durable, sell-sustaining collaborative relationships. Consequently
they can serve as uselul models, even o nstitudions plnning 1o draw on therr
own resources to launch collaborauve efforts. Several of the chapter authors
are part of the Ford Foundations Urban Parinership Pragram, a sixteen-city
collaborative educational reform effort to merease the number of underserved
urban students receiving the bacealaureate degree. The othier collaboratives
deseribed in this volume have receved a nux of public and private support.

The new interinstiutional relationships are guided by acsense that central
clements of the community college misston cannot be realized without sus-
tained collaboration. For example, many commumity colleges are engaged in
collaboratve efforts 1o develop more elfective ways to promole access and
improve student achievement at every pomnt along the educanional pipeime.

Lindsay Wright and Rona Middleherg, in Chapter One, and Janet Licher-
man. i Chapter Two, disctss the crical role conmitinuy colleges can play as
anexus between ngh schools and four-year institunons. As Michael Gillespie
demonstrates in Chapter Three, access and educatonal opportunity tor at-risk
students can be promated in powerlnl wavs through the development of
neighborhood-based collahorations. Such colliaborations recognize and build
on the interdependenctes that exist among community colleges and high
schoals, feeder middle and clementary schools, acighborhood social and
health agencies, other community-hased organizations, and parents. Heéctor
Garzit and Ronald Tller, in Chapier Four, shilt the focus from urban to rural
areas, deseribing the role of rural community colleges in bulding collabora-
tives 1o promote economic development. These aunthors emphasize that in dis-
tressed rural communities, the most important role that ¢ *mmunity colleges
can play 1s to foster relationships among local institttions in ways tha link
cducational aceess and econamic development.

As the contributors 10 this volume continually emphasize, collaboration
mu- - be undersiood both as a distinctive process and as a particular type of
interorganizational structure. 1t differs most strikingly from other relationships.
such as joint ventures, in its capacity to transform the parucipating organiza-
tons. Unlike more limited forms of coaperation. collaboration can deeply
affect the internal structure, management style, identity, and mission of par-
ucipating institutions as they learn to coordinate their collecuve resources,

Thus the process of collaboratton poses special challenges and offers
new opportunitics that must be idennfied and carefully managed. Sara
Lundquist and John Nixon, i Chapter Five, explore the new pai tnership par-
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daeligm and s implications lor plapning and management. Carolyn Withans,
in Chapter Six, discusses ways ol integrating collabostion inte the leader-
ship role of the community college president. Barbara Schaier-Peleg and
Richard Donovan, in Chapter Seven, desenbe the role ol @ managing pariner
in promoting loundation-lunded collaborations and emphasize the vital role
community colleges can play in promoting interorganizational relationships.
L. Steven Zwerling complements thts analysis by offering a funders per-
spectine on collaboratives in Chapter Eight. In Chapter Nie, Lawra Rendon,
Wendy Gans, and Mistalene Cadleroz diseuss the essenual role of assessment
in advancing collaboranon. They provide a detiled picture of the many
ssues that must be addressed by the various mstitutional stakeholders so
that asscssment can guide decision making and program develop ment.
Finally. m Chapter Ten, Erika Yamasaks describes a number ol resources tha
those undertaking collaborative parinerships may find useful.

(1 sum, this volume explores the challenges and opportunities that col-
laboraiion prescnts for community colleges. Becwse we are just beginning to
fully understand the many ways in which collaboration both henelus and alleais
the paricipaung organizations, the conuibuting awthars emphasize pracnceal
examples and lessons leaned as well as practices and madels that can be used
by wvaniety ohinsiiiations. AL the outset we can cansider the following lessons,
derived (rom rellecuon on the best of contemporary collaborative clforis:

Collaburation often produces flutter erganizations with fuzzy boundarnes. This
resudt can increase lexibility in our colleges but requires new styles of man-
agernent to promote the transitien. Lundquist and Nixon iiflustrate these issues
by analyzimg how one community college reahgned its administrative sirue-
lure W promote a more collaborative cultwie.

Collaboration emphasizes that comnnmity prablems are iiterconnected. The
process ol coltaboration ercourages communication among a variety ol insti-
tions, which van stimulaie new, joint approaches o solving problems. This
is reflected in a number of innovative programs that encourage joint prablem
definition and problem suolving among partners. Examples include the corn-
dor imtiative desenibed by Gillespie, the Extending Transler and Middle Col-
lege programs discussed by Licherman, and the Summer Scholars Transfer
Ins zute reported by Lundquist and Nixon. Garza and Eller review how a col-
laborative approach helps communiiy colleges promote 1ural development by
idenulying the interconnections among education, social services, and cco-
nomic development.

Collaboration builds relutionships even among institutions that are ostensibly
competitors. As boundarics become blurred through joint ¢Horts, new and
more complex organizational networks are formed. For example, the Corricdor
Initiative and Middle College programs establish links hetween community
colleges and school systems, and Extending Transfer builds relationships
between community colfeges and four-year institutions.

Collaborations promote new relationships with funders. As granimakers wm
to collaboratives to increase the impact of funded initiatives, new relationships

9
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ae developing between community colleges and their funders. Zwerling
describes this new relanonstup from the perspedtive of the lunder. and Schaer-
Pefey and Denovan analyze the role of @ manuging pariner ma privaiely
lunded it e,

successful collaboration regquares o com nimient (o dssessment As Rendon,
Gans, and Calleroz dlastiate . micrinsttunonal relattonships cali lor new forms
of panticpatory asessient to guide plannineand acuon
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i i purste [e'ede hlil‘i{ t!mf Woman seinvce careers.

Lessons [rom a Long Term
Collaboration

Lindsay M. Wright. Rona Middlcherg

Fhe New York Unnversity oYU sehool of Education s a professional school
whose mission s (o prepare students for @ wade ranpe of carcers i the lnunan
senvtees B ihe Le 1980, under the Teadevship of Dean Ann Mareus. the
~chool began to Jocus s energies on urban needs and set ot 1o establish o
raitge of programe that would take nmito account the diverse racrl and «thie
populations of the nauons cities. Fhis involved recruiting stadents from andver-
senved populations and encouragmg them to commnt themselves to serving
urban areas alter graduation. Because community colleges serve as the entey
pamd o higher education for a majority of mmority and low-income stu-
dents, the school set ot to create a program that would reach out 1o academ-
1cally gqualtlicd commuany college students 1o help them ransker and complete
therr haccalaureate deprees at the NYU school of Tdocation.

Prior o 1989, anly ifieen 1o twenty community college students annue
aly translerred to the School of Education. Auempting 1 sigmbeant!y increase
the number of student transters, the Communuty Coliege Transter Opportuy
Program (CCTOPY was developed. 1t is a collaboration hepween the NYU Sschoo
ol Education and eleven ti-stie community colleges: Bergenn Communnty
Collene. Borough of Manbatan Commumny Callege. Brony Conmunity Collepe.
Housatonie Community-Techmea! College. Kingshorough Community College
La Guardiad Communty College, Middlesex Cotnty College, Nassaw Communtiy
College, Queenshorowgh Community College, Rockland Commuinty College.
and Westchester Commumty College. During, the past eight years, the collab-
orative has enabled more than 530 comniunity colivge siudents (45 pereent of
them Alrean Amercan o Fhspamed to transfer o NYU o complete bacealau-
reate degrees i education, nursmg, apphed psyciology, commumcation stud-
ies. nutrition, musie, dance, and art.
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Ihe program has three components 1t ams 1o beithitate the tansler
process and enhance stiddent reteniton by vaig artcuianon agreements tha
mimmize credit loss, by oftering scholarship ass - ancee 10 belp overcome finan-
ctal need and by provdig a centralized sowce of mlormaion and gadange
to studenis from the ume of ther communmity coltege studies, through ther
pransition o NYUL and untl they giaduate from the universis.

A Briel History

Although a number of siicalanon agicements were m plice prior o the col-
Laboranve. the School of Educanen had lew communmity callepe transler stu-
dents. Prospeainye wanster students faced a mvriad of ohstacles, among them
the lugh cost of ttion, the foss ol transter eredus. the difliculues of negotat-
g the comples admimstianve structure of the umversny, and the general pei-
ception that NYU was not community college transfer stadent feiendly., Afer
extensive discussions with commuinity college presidenas, acsdenne deans,
transler counsclors, and students, it became clear 1o CCHOPS founding, cadi-
redtons, Martin Mocd and Hindsay Winght, that il we i the schoal ol Eduga-
von were serous dhout nercasing the number of community college studeins
who transferred. we needed to work mose collaboranvely with the conumumiy
colleyes to create a comprehensive program that would notondy provide access
Dl actvely encourage 1.

We mimitrally approached commuuniy colleges chosen with an eve towand
a diverse student population. geographic proxmuiy. andd academic progiam
olferings of hugh qualiiy. Alter painmg, the support of the college presidents.
we proceeded o learn more about the colleges” acadenie programs and dis-
vovered that before we cou'd write eHective transter agreements. our schoeols
academic requirements would need 1o be somew hat modilied. During the liest
vear, the School of Educanon adjusted hheral arts requarements lor cighteen
ol 1s haccalaureate programs. and we dralted nealy 180 transler agreemenis
These agreements indicated how eredits would iransler and which counses
woutld renaun o be completed at NYUL

The articulation documents were miended 1o be both advisory and con-
tractual instruments, designed to make 1 caster lor community college stu-
dents 1o plan a course of study and to transler with conbidenice. [t also enabled
the NYU admissions office w provide studeni< with Laster and more consistent
inflormation about thewr transler credits, hecause most courses no longer had
1o be reviewed by the faculty but were preapproved by the agreementis.

This work formed the basis for dialogue hetween NYLU faculty and their
cotnterparts at the commumity colleges Throughout the initial plantung year.
meetmgs were held to dralt the agreenients, earmn about cach other's programs,
and establish new collegial relationships.

In order to address the financial obstacle facing most ol the prospective
transfer students, the School of Education has carnuarked scholarship funds to
he awarded to students transferrnmg from the CCTOP consortium colleges. The
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Community College Transler Opponunity Program Scholarship has been
established, and cach year administrators, laculty, and transler counselors ai
the commumty colleges are invited to nominate qualified students. This nom-
ination process has proven an excellent mechanism for publicizing the pro-
nran, creasing the involvement of community cotlege facubty and counselors
in the transfer funcuion, and creating natural opporiunines for communication
between NYU and the community colleges.

Last, we established the CCTOP Otfice. which is dedicated 1o helping
community college students. faculty. and transfer counscelors negotiate NYU's
Lvge. complex administrative structure. The CCTOP director - wades a con-
tralized source of information and puidance and serves as a li.-on between
the community colleges and the various offices and departments at the um-
versity. Fmphasis is on creating a friendly, responsive atmosphere so that
CCTOP s not only about access in theary but also about community college
students and personmnel actually experiencing NYU as accessible.

CCTOPS services do not end enve a student enrolis at the university.
Aithough all studems are mansueamed (there are no specil courses or sup-
pott programs per sed, CCTOP continues Lo serves as a touchstone, a familar
place students can come when they have a problem. need assistance in nego-
tiaung the university, or want a sounding board for their experiences.

The CCTOP model has been successiul by many measures. Since 1990,
as mentioned carlier, more than 330 students have transferred through CCTOR,

43 pereent of them students of color. Entollments have mereased consistently.
from 23 students in 1990-91 10 112 i 199798, Our overall retention rate
for Tull-time students is 80 pereeni. with the majerity of students who leave
doing so for financial or personal, not academic, reasons. Two hundred and
sixty students have already praduated. 26 percent of them with honors,
Twenty-five students are currently enrolled in graduwme programs: cighteen
have already carned their master’s degrees.

Barriers to Successful Collaboration

I establishing CCTOPR we faced both structural and culiwal ebstacles. Strue-
tural harriers included the perception that it would be dilficult if not impossi-
ble Lo ava a close it between a privane four-year university and urban
community colleges: Could courses be considered to be equivalent? How
could the dramatic differences in tuition and fees be bridged? Would univer-
sity faculty be withng 1o work collaboratively with comnunity college facnity?
Awmong the cultural or environmental obstacles were concerns about students’
behef in their ability to succeed in an academically challenging environment
and their self-doubts about fitting in at an elite private umversity. Less dis-
cussed were laculty ssues—the doubts that community college faculiy might
have about their studems and their own institution’s ability to produce aca-
demsically capable students. In the early days of CCTOL 1t was not uncommon
for us to be asked. “Why would NYU want 10 recruit our students?™ and.
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“Where were you when we were trying 1o nmtiate articulation agreements?”
Some community cetlege faculty obected o our efforts. protesting that we
were poing to skim the cream ol the best students out ol the public system. We
certainly wanted 1o encourage transler. bt we were also concerned abowt
appearnig w suarantee o participaing, fcalty and students that the arrange-
mient would work,

Lessons Learned

Drawing from the programs fiest eight vears of nstory, we have gathered
lessons that may be of value to insututions seekimg to establish programs sim-
tlas o CCTOP

Dovour hamevwark U program eaders ate 1o design a transler program
that not onh meets the needs ol partealar students but also works well with
the different organtzational stractuee and cidisie of cach community cothepe.
101s mportant that they spengd constderable tine visiing communiy college
campuses and mecting with transfer counselos, wdvisers, admnsirators. and
studerits.

For examiple. CCTOP directors visued loar campuses, spoke with vanous
admpstrators and lacudi and miet wadh small groups of stadenis. They
tearned how many students iransterred cach vear which calleges they attended
and why (cost. focation, ease of transler, parental advice). nd what they chose
tystudy: how Laculty adnmistrators, and stadems pereeived NYUS the maor
harpers (o transfer that students encountered at XYU and other prnate isti-
tuhons, which faculty and administraonve ofhees advised stadents abou trans-
for.and how mportant transfer was 1o the mission of cach community college.

Create the framework. Tos mperaove that vou destill the wnformanon gath-
cred lrom atkimg to meinbers of the commumity college Jaculpy, stal, and swa-
dent body 1o deternune the key tactors vou must address in order 1o have a
suevessiud program These Lictors shoutd be sdentilied early because they wail
suide the direction of subsequent activitics, For example, alter mecting with
comtmmity college deans, wdinmistrators, transker counselors, and students,
the CCTOP duectors discerned that three issues needed 10 be addressed in
ordet o have G steeesslul programe the Toss ol vansler credits, the cost of
attendhing a private unversuty, and the adnmstrative and psychological ban-
et mpeding transter. In responae CCTOP ereated flexible arniculation agree-
mients that guaranteed the transfer o at least sty credits, an exclusive
scholaship jund lor prospective students rom partner colicges, and an advisei
Lo proside support to bath transker counselors and prospecuve students.

Get support pont the top and build down. For collabaratons 1o work well,
1 is cruaat that the head of the four-vear mstituuon reach out dhreatly to com-
mumty college presidents and ger ther support lor tie mitiat e and thew com-
aHnent o is suecess, For example. the dean of the NYU School of Education
personally invited the presidents of nine targeted commumiy colleges to jom
the CCTOP consortitnm and to work wath the School of Fducation as full part-

14




EFSSONS TROM A LONG-TERM CONT MIORATION Y

ners in the design and promation of CCTOP on their campuses and in the
recruitment of their students. We discussed their studenmts” needs and asked lor
their experuise.

fdentify a top academic official at cach community college to serve as liaison to
the tramsfer program. The active involvement of academie deans or vice press-
dents is important for practical and svmbohc reasons. Thew partcipation ren-
forces the idea that promoung transker is a valued and imponant academic goal
of the institution, Because they provide direct access w the faculiy, they also
facihiate much of the work of huilding a transfer program. Thewr fimson
responsibilities should be well defined. For example, the dean of the NYU
School of Education hosted a luncheon for CCTOPs academic liaisons specil-
ity Lo discuss issucs of tansfer and o get their recommendations for build-
ing a transfer program in partnership with them. These liaisons were asked o
arrange opportuniues for CCTOP stalf to meet wah depariment chairs w dis-
cuss the transfer program. and o facilitate the review and approval of articu-
Laion agreements. In revumn, CCTOP promused o provide data on their
students and 1o keep them widormed of the programs progress

Invelve the diasons and transter counselors in the pogram’s iplementation
phase. When program directors provide opportunitics Tor laculty and admin-
istrators 1o have @ vowee in the development ol the transker program and
actively solici their advice, the program will become more responsive w the
needs of the communuy colleges and their students and will be more flexible
and open to new adeas and change. For example. CCTOP directors warked
closely with communny college ransler counselors i the development ol new
articulaton agreements. The counselars reviewed dralts, sugeested diflerem
formats. recommended ways o clanly fanguage . and helped idently the kinds
of things that good transler agreements should communicate o students, W\
threw out mital agicements and created new versions when transter coun-
selors responded negatively o our hest anempts, We sent drafis o agreements
1o our academie hatsons for their comments and suggesuions, and we asked
them to send the linal agreements to their department chars for review and
signature.

Dent neglect vour own facudty: A good transfer program requires the com-
mitment of the faculty at the lour-year instiuton o ensure effective tansfer
agreements, laculty must be willing wo acknowledge the academic legitimacy ol
communiy college coursework. This often requires reeducating laculty abown
community colleges. thew misstons, and thewr studenis. For example, we gath-
ered istorical data on students who had previously transferred rom commu-
nity colleges. and analyzed therr incoming and graduanng grade point averages
and their graduatien rates, We met with cach undergiaduate program diector
in owr school (o discuss his or her perceptions of communtty college students,
shared our data. and ieviewed our plans. We addres<ed directiy prejudices and
misconceplions about community college preparanon and stressed our deans
commitment (o diversity and to serving urban populations. Maost fxeulty were
receptive o the program and supported it Others were more resistant to our
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recruitiment plans, and we spent many hours talking about their concerns, which
ranged from thinly veiled racism Lo fears that community college sindents would
be poorly prepared for advanced undergraduate coursework. Soine of these fac-
ulty “joined” CCTOP only in its third year of operation, when it became clear
that CCTOP was auraciing large numbers of academically qualified students.

Develop and implement a comprehensive marketing strategy. Think broadly
and creatively about the many different ways 1o get the word out about your
new program. Deveiop strategics for targeting desirable graduaes. Understand
the image others have of your institution, and address that image dircatly in
vour marketing strategics. Monitor your results, discarding those efforts that
clicit few responses and expanding those thae elicit many. For example,
CCTOP does the following:

Involves the community college academic deans, transler counselors, and fac-
ulty by asking them to nominate students for CCTOP scholarships

Publishes an individualized brochure for each participaung community cal-
lege; distributes the brachures at communuy college transfer lairs: and sends
then to faculty, transler counselors, and students

Works with community college public relations directors o place storics m the
local press

Promotes the trans{er program in community college and NYU bulleting and
other official publications

Praduces posters o hang on community college bulleun boards

Places ads in student newspapers

Mamntains a mading list of frculy and sends personalized letters about the pro-
gram. asking {aculty lor their support

Invites commumty college students 1o open houses, mlormation sessions, aiul
transfer days au NYU

Develop a communicdations strategy for presciving and strengthemng yvour col-
laborative. Consistent and [requent verbai and writien communication wiih
presidents. academic haisons, transfer counselors, faculty, and studenis will
ensure smooth operations, build trust and support, and provide ongoing feed-
hack about the program’s progress. Personal letters, notes. and telephone calls
help remnloree the sense of ownership among vour community college panners
and encowrage them to publicize your ¢fforts more broadly. thereby helping
you to attract and recrwit the kinds of students who will transter to your
schoal. For example, we have established a regular flow of communicaton 1o
different peaple a our parnner college~

Presidents and aeademic liaisons recerve an annual report in the all that
includes a list of students rom ther college wha enrolled through CCTOP
and also these who graduated dunng the previous year.

fransler counsclors receive numerous mailings including the annual report,
upkues on academie programs and scholarship appottunitics, and copies ol
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newsletters and news articles featuring CCTOP students. They also gather w
NYU for an annual wransfer counselor luncheon, which gives them the
oppertunity 10 talk with each other about transler issues and o ry o new
ideas.

Faculty receive updaies on the stwedents they have nominated, a personal
thank-you letter from the dean, and an annual letter reminding them about
the program and their importani role m advising students about transfer and
nominating them lor CCTOP scholarships. Some NYU School of Education
departiment chans also write directly 10 community college faculty about
thewr specific baccalaureate degree programs.

Students receive personalized responses to their inquuries. letters confirming
their nominations. scholarship award letters. and other correspondence dur-
ing the admissions process.

Building on CCTOP

In addition o 1s core misston ol improving aceess. CCTOP has provided an
mirastructure that has enabled us 10 broaden and decpen our involvement with
communuty colleges and has enabled the CCTOP community colleges 10
hecome more engaged with hoth the School of Education and the universiy
ar large. For example. working with many of the CCTOP communtiy college
presidents. the school has created the Center for Urban Commuunity College
Leadership, which olfers a doctoral program and also seminara and mstituies
focused onissues particularly relevant o wban community colleges. Tour of
the CCTOP caommunity college presidents serve on the centers nate nal beard
ol visitors. The duector ol the center, Jushua Smith, is a former community
college president and a former chancellor of the California comimunity college
system. In anather mstance, the NYU Diviston of Nursing and the Borough of
Manhattan Community College Department ol Nursing worked together o
explore and develop aliernative teaching stritegies. including wavs 1o intearie
mulimedia technology to acadenne curricula. As i thivd example. faculty at
ithe CCTOP community colleges are mvited to participaie in the universings
prestigious Faculty Resource Network, a cansornum of 1wenty-seven hberal
arts instinutions hinked with NYU {or the purpose of faculey development.

Conclusion

The Commumity College fransler Opportiuniy Program provides advantages
(o the students who partiapate. the faculties of all the colleges including New
York Umversay. and the mstitutions themseives.

Students. Clearly the rate at which CCTOPR students graduate from NYLL
the prmary mdicator ol suceess, 1« a major henefit for those students: Olien
not dscussed. however. are the signmiheant inanaal benelits 1o the students,
Notonly do they receve scholarships and thereby see their NYU ttion bill
towered. butihe relanonship between NYU and the leeder communnty colleges
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allows students to carn an NYU degree at about hall the cost they would incur
if they hegan auendig NYU as lreshmen. although there are significant intrin-
sic advantages o attending NYU for lour rather than twe years, for students
[rom low-income backgrounds, the CCTOP structure offers a fine allernative.

Fucultics. They too win—and on both sides of the CCTOP equation. First.
the NYU [aculty henefir by having a more diverse and excellent student body:
Eight years of data show that CCTOP students not only graduate on time but
at high levels of achicvement. Disproportionate numbers of CCTOP students
receive Latin honors, serve in elected and leadership positions, and go on 1o
graduate school. The faculty at NYU. who prior 1o CCTOP were in many cases
skeptical about the ability of communny college students to thrive in NYLUs
academic environment, find their aunudes challenged and ultimaiely changed.
This makes it casier for subsequent cohorts of two-year college studems,
becanse educators” expectations about siudents” acadenie potential have a dra-
matic imjpuict on how studeas fare.

The community coliere faculty beiefit as well. They oo, in many cases,
have had attitudes about the potential of their students that needed examina-
tton. Stuches have shown that oo many do not believe that their siudents have
the capacity o exeel in challerging acadenue environments. I the weords of
Richardson, Fisk, and Okun < 1983) they level down their academic demands
1o fit their view of the two-yerr college students” limited academmc ability Now,
the gathermg evidence from the success of CCTOP students at NYU has begun
o canse faculty at participating commuiity colleges to take another look
thew students. and not just those they nominae 10 CCTOR

institunions. Finally, all instit <fons have noaefited from a more diverse stu-
dent bady and elevated expectsions Among all those who have worked
together through the years on s developmen: and implementation. the
CCTOP pantnership has conuibuated 112 sense of optimism about what can be
accomplished through collaboration,

Re rence

Richardson, R GO Bk B cand Gken Moo~ Zara s the Open-Access Cellege San
Frandsce Jossey-Bass, 1983

LINOSAY MOWRIGHT i dassistant dean for planning at the New York University School
of Education and one of the founders of the Commurir, Collegs Tramfer Opportue-
nity Program.

ROXA MIPDLLBERG iy director of the Communily College Transjer Opportunity Pro-
gram af the New York University Scheol of Fducation.
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Fao muovative programs (o reduce attntion and promote student
achievement, Muddle College and Exploving Transfer, exemplifs the
hest practices myalved in community college colluborations with high
scheols and four-vear instituions.

Creating Structural Change: Best
Practices

Junet E. Licherman

The stary of the commuminy college movement s a e of rapid expansion,
multiple sgendas, and diverse missions, Ininated as anainstutution w provide
aveess, o offer vansfer as well as termumal educanon, aind wmnate hifclong
learnig opportunities. the two vear college now conlronts an ideniity crss
Tune has created o disconnedt between the opgimal missions and current real-
ity The missior of the two-vear vollege needs reappraisal for the nest century.
hut one funcioon remains cssential, Accordimg, 1o Anthur Cohen and Florenee
Brawer. the American commuinty college “was Tounded 1o serve as a ik
Between the fower schools and establishments ol higher learnmg”™ o ohen and
Brawer, 1987, poahs Thar commuitment was a cornerstone of La Guardia
Communty College when it was estabhshied in 1971,

History

As the newest umit i the ligher education system of the City Universiiy ol New
York. Ta Guardia was expecied to develop mnovaove solutions o urban edu-
caton problems. At that ime, an deast 40 pereent of the pupils m New York
Lnied 1o complete high school: of those who did graduate lngh school, about
une oul ol low went o college. Clemly, this degree of aitriion reduced the
admission rate 1o the two-year insntunons. In respanse, the university vice
chancellor directed La Guardia “to do something about keeping adolescents m
high school and atracting them 1o college.” The president ol La Guardia
assigned me. his special asastant, 1o deselop an institutional response. 1 spent
twoyears anah zing and researching the problem and then secunng funding, lor
an inovative model than would meet the educational challenge. The prevaling
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idea was a collaboraiion between high school and college, 1o be catled Middle
College.

Principles of Planning

Planning lor collaboration requires a hard look at whar is and an optimistic
outlook at what could be. Developing inmovative structures demands know-
g the designs that work. ana'yzing the practices that fail. and comprehend-
ing how o redesign the madel. To solve the problem of reducing the drop-out
rite and encouraging more students o aitend college, the La Guardia stafl hirst
spent two vears studving the school-college connections exisung nationally.
The reseiuch showed that

The highest propartion of drop-ouis in urban schools occurs in the mnith and
tenth grades.

Dropping out is not a function of students” mability 1o master the academic
content but a funiction of school structural anomahes: anony mny, bureau-
cracy. and irreleyaney: A better sofution would be a student-centered pro-
gram.

Pevetopmenial psychology prinaples suggested that a Dfteen-year-old has
mare in common with an eighteen-year-old than with atwelve-vear-old.
That realuy-based ohservation argued {or a high school—college collabora-
nve as a way of advancing the scamless web of schoohing,

Successiud models in private educational settings proved the feasibilny of com-
hining high school and the initial vears of college education,

Any national modeld fostering callaboraton between two levels of the edu-
cational system has to involve both those Tevels mits planing The iwe years
of developmenal activity for our progrant {(from 1972 to 1974 required many
mecnngs with secondary and ligher education officials at the state, city, and
borough ievels A meeting at Alhany, the state capital, to present the Middle
College concept was the first ime mn state lustory that the higher educauon
and the secondary systems sat together at a planning table. Planning owside
La Guardia Community College called for patience. diplomacy. and fortitude.
Planning mside the college o convinee faculty and swaff of the ideas value toolk
negotiation, manipukation, and a dual appeal 1o monetary rewards and moral
integrity: Key to planning in any collaborative is strong leadership at the wop
and voluatarism in the rank and file, and we had both in designing and imple-
menting Middle College.

Description of the Model

The design that evolved stllhiemains imact ac La Guardiaand in ihe thinty-one
repheations nattonwide. Middle College, the first public lugh school-college
collaboration in th.e cowmnry, aims at attracting, potential drop-ouwts and high-
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risk students. Itas an alternative Bigh school established jointly by the New
York Cuy Board of Fducation aid the New York Board of Higher Educanon.
The school’s five hundred students are urban disadvantaged underachievers,
with Black and Hispanic groups representing more than hall of the school pop-
ulation. They come valumarily from local schools at the end of the eighth
grade. an-! enier a caombined high schaol-college program on the college site.
Here, they share lacilities with college students, and have the opportunity 1o
take college classes. The program includes ninth through owelith grade, but
depending on ability and on motivation, the studernts progress au their own
rate. Middle College has a twenty-two-year history and some remarkable suc-
Cess SLONCS.

Today. Middle Colleges throughout the counury repoit a student retention
rate ol 85 percent; 75 pereent of seniors graduaie, and 78 pereent of tha por-
non go on to cellege. La Guardia now supports and sustains two additional
alternative high schools on 1its campus: [nternational High School, addressed
1o Lumtited Enghsh Prohcient students, and the institwte for Arts and Technol-
ogy. a program dedicated to high-risk students who have an interest in media
and technology. The Middle School collaborative received an Outstanding,
Innovation iy American Govermment award m 1997, one of twenty-live pro-
grams aited i a competition of 1,300 mstiltions.

The collahoration benefits bath the hugh school and the colfege m a myr-
iad of ways.

mureases the pool of students gong o college.
cnables college faculty 1o 1atluence lagh school curnculum and coment
Mmastery
allows faculty at both sites to share a realistic knowledge of expedanons and
achievement levels of incoming studens.
allows high school studenis 10 1ake college courses, reducimg the total tme
they spend in school and incieasing moenvation.
gives the college an enhanced reputation in the communine as an institwsion
serving the public. This results in greater envollment for contmuing educa-
tion programs and more heshmen commg 1o La Guardia.

1t allows both the ugh school and the college w apply for a broader range of
ledteral and state grants,

The planning and the teaching i Middle College vefleet the praclices of
La Guardia® full partivipation in cooperanve educaton, broad mierdisciplinary
Tearning, and wide use of learning communitics. Part of the planning called for
a reassigniment of mandatory faculty posttions, with a igher proportion of
guidance counselors but the same overall budgetary allocation as other New
York City high schools. The school is small. five hundred students maximum,
but the size 1s not the only eritical lactor inits sticeess, 1Cis @ holistic model,
designed alter we loaked - the prablems of the student in a repgudar school and
developed an mstiiunen that would
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* Raise aspirations

e Lnrich the senimg

* Reduee lear and anonymity

Replace farlure with suceess
» Provide a sense ol the luture

The ek 15 o embody these shstractions ma practice waching and learn-
g mstitution that quns on tax levy money. Any madel that depends on soft
money is deomed, becatse the soft money uswally disappears after three years.
and admimstrators cannot plan fong werm withont the assurance of continued
funding. Simiarlyv. mnovative models are most suceessful when all partici-
pants—students, teachers, and admmistrators—sign on veluntarily Choice
and options. embodicd i voluntarism, give people 1 collaboratives a sense of
working topether to reach a goal.

A Corollary Model

About ten years aiter founding Middle Collere. La Guardiy mct the challenge
of the upper half of the collaborative sequence. jomimg the two-year college to
A our-vear mstituation. iy this instance. the Ford Foundanon siimubaed the
clfort, through the Transfer Opportunitics Progrant. La Guardia was inited o
respond 1o ihe progrnm REE and Exploning Transler. a partnership hetween La
Guardia and Vassar College, emerged (Lichernrn and Hunger, 1997 The role
of the communiy college was critical w the collaboration La Guasdinimitated
the wdeas, worked out the pannerships, hosted the meenings. supphed planners
ana constdtant fculty and msonte cases admimistered the planning lunds,

Description. LExploring Transler s a collaboraton between seven com-
munity colleges and Vassir College tha allows tao-vear siudents 1o spend five
weeks on the Vassar campus in a nuni collepe program They take two acadenie
courses, piiched e the Yassar level of imensmy and requirements. attend a
required writng lab, and cam seven academic credits. They hve i the dorms,
on a rural campus seventy-live miles north ol New York Cin: All courses are
feam tawght by one community college Taculty member and ane four-vear faculty
mentber. All participants volunteer, The progran has a twehie-year history; there
has heen one drop-out in that tme, and 64 pereent of the ive hundred partici-
pants have acquired a BLAL degree, three nmes the national average ol successful
transfers.

Principles of Planning. The prinaples of plannimg were sinnku to those
cibaodied 0 launching Middle College: tha is. fooking at the student, exam-
wing mstruction, improving the process As in the hugh schoal collaberation,
leadership at the top ol bath institutions was essential: presidents had to sig-
mal thew approval and minally dear the way for facabty o plan. in Explonng
Transfer. alter the inival instoutonal commment, lactdty from hoth schools
ran the prograni, deternuned the eriteria for admission, and generally assumed
responsibifity log the program. The key component responsible for the success
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of the prograam has been mutual trust between the two-year and fow-year per-
sonnel. Trust is a much talked about but seldomly integrated principle in col-
laborative endeavors, yet it s the sme gua non ot stweeess. Entortwmanely ihere
5 litle trust between levels of educanon: instead there has more tvpically heen
muttal blame. Developing a sense of shared mission takes tme and requeres
dedication to a student-cenered approach.

Exploring Transfer. hke Middle College, removes the obstacles 1o achieve-
meni and enables studentsio use thew minds and develop ther abiliies. These
apportumies o uncover ther hidden hopes ind siretch acadenmically promote
students” self-esteem and increase therr suceess. The Vissar campus setting elim-
mates the wsual distractions of nihes. jobs, and arduple responsibihities and
permnts the luxury of full-tme study: However. at both Middle College, Tocated
at the community college, and Explong Transler. held ava four-vear. sy eague
beral arts college. developing an ennchied learnmg environment that substi-
tutes seaarny lor lear. encouragement for disappomiment. and successhul peers
for discouraged classmuates creates programs where there are no losers

The Lessons of Success

The suecesses of both Explormg, Fansler and Middbe Callege stpeest the fol-
lowing deep revisions i practices that surround contemporany collaboration

Voluntamsm s the key o success all partcipants—students. Laculty, and
stat—-hav e to elect to e mvolved

All innovative collaborations need o concentrate on the student Why doni
studenits currently succeed? What wire the msttutional Lactors that create k-
dents” negative aittades, fears and mudibiy to display their potential?

sieeessful collabaranves attest to the power of masimizig learning, through
studennts” studying together m groups The campus envivomment that fosiers
learming commurnties enne hes learning,

Team teachmg, with lacutty from different levels of sehooling, ereates valuabie
cvamples of dialogue and divergent opmions that ennich both students and
wachers Fach teacher who paricipates in aossclevel insiruction brings valu-
able msghis hack o colleagues: the nipple cllect hegms o promote the seam-

tess web.

As those mvolved observe and defme commaen ground i helpig students
make academie connectuons between one level of learnmg and the nesi, a
body of pedagomeal practices m oanston learnmg and teaching i~ emers-
g Eventualbys a boady ol knowledge morporating these practices will have
the potenual o supplant remediation.

W hen theve is imbally strong leadership irom the op adnimistianve level. tae-
uliy, given tme and deasion-making power. can ran collaborative programs.

Frnaliy, arange ol unexpected ottcomes deines from collithoratons. One

of the most imporant vutcomies is the energizmg and renewal of laculiy, who
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respond creatively W new challenges and find great stimulation in solving the
academic prohlems presented. Team weaching is invigorating and regenerates
interest i content areas. Combining different levels o education opens hori-
zons not only for faculty but also for studenis and administrators. Other inst-
(utions have come to recognize the acadenue talents ol some nontradivonal
students, as is exemplificd in adapuions of Fxploring Translar at Bucknell
University and Smith Cailege.

A program like Exploring Transter has the poiential to address the prob-
lems of mequity and lack of access in a relatively stmple way, The ransforni-
g foree of intenswve Liberal Ants study i g residennal college program
suggests a partial soluton to broadenmg the poo! of students avinlable for a
bacealaureate degree 1t also remforees the misston of the pubhic communiy
college to olfer oppertunives for nontradinonal students. [or those who oth-
erwise would not have aceess o a college education. That nussion needs rem-
orcenment today more than evercand collaboatives are the key 1o keeping, it
alive. Witen educaiors enabie stadents w linsh high schoeol and move e col-
lege. as they doom the Middle College strncture. the colleye-gong rote
mereases. Fa Guardia has & twenty-two-vear expernicnce with dasa proving the
meieise. Morcover, mast ol the thitty-one repheations document the samie
degiee ol improvement. Whereas the nuwmber of urban high school studenis
w ho graduaie runs ahout one o ol four, or about 235 percent. ar many imner-
Ity popuianons, Middle Colleges generally show three times that raie. with
79 pereent ol their treshiman elasses graduating high school The same phe-
nomenen occits e the role that the community college pliavs i the Explor-
g Trans{er program. The ate of student transfers trom two- 1w four-ye
institutiens s alimost three times the nattonal sverage. The program has a 64
pereent transler rate, whereas the natonal average is 23 pereent.

Why 1z this important now? What has ensunng, the continuty of educa-
ton and mcreasing the pool of two-vear students who achieve the bacealaure-
date degree to do with the futwie of two-year minutions? Most ol the answers
lic in delining the appropriate role of the community college Currentiy the
dralogue ahout that rele centers around restormg the collegiate function of the
communty college, but the societal impheatons of dus diaiogue are extremely
broad. Educational collaborasives play a positine role m maximizing tha col-
tegrae functon.

I large ciues, the futare of the community college s thresened. Whether
thes s a reacton we the inereasing natonal conservatism or the result of a poutted
atack on the underprivileged. the educatonal consequence is an emphasis on
stale testing, increased standards. and himited access. Add to this the loss ol
aftirmative acuon, and the resudt is a predeternuned decresse in opportunities
for whit Patricia Cross (1971 called the pew student, the backbone of the two-
vear entollment Most two-year insiitwtions have reacted by becoming brokers
hetween business and education (vocational courses). between fatlures of the sys-
tent and substituee acereditanen (GED courses), and between immgrants and
the maimstream college (ESL cotrses),
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The comtinuing education funcnon of the community college has gone
from schaol cash cow o school Bife suppont system, but these activities are tisu-
ally short term, dependent orr owtside funding or student payment, not ariented
toward the Ttheral ants, and lacking i opportunitics for further education.
Stmultancously, the remedial function ol the degree-granting division ol the
two-year institution is under severe threat. 1t s important w look at this trend
i the light of the past e the hare role of the community college.

In fact, an interesting, paradox exists. Although the trend 16 1o yestiiet
oppartunities for the average two-year student, there are increasing calls for
broad student preparation o help the Umited States paticipate  the global
ceonomy: It s e 1o ask some guestions:

Il the community college ks the resewrees 1o cducae the nentradonal stu-
deni, who will pick up the challenge?

I aeeess and equity are demied and alfomadive acuon s nudlibied, how will
descrvimg munory students acquire the education necessary to parcipate
i democracy and o gan futare employiment i a global cconomy?

I the two-year collepe loses the opportunity 1o serve s constitueney and is
contunity, what will be the costs 1o cities i ertme. violence. and unem-
ploymem?

How can we motivate and provide socrl mahility for the new imaungrant stu-
dent without the promise and rewards of college cducation?

And linally. m as own sell-mterest, docsn't lugher education requine the diver-
sy ol the transter student 1o promote vitahty and duogue mthe assroom?

Collaboratives across the artificial cducational divides are not the only
answer, but they are the best. the casiest, and the cheapest. School-college part-
nerships and two- to four-year collaboratives have a very successhal track
record i two signibicant arcas: enhancing motivatson and mcreasing the nu-
ber of baccalaureate degree students Both outcomes address the pronuse of
LLS. democracy and the problem of coonunie development Therem lies the
future of the communiy college
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The Branx Corridor of Succes is a collabarative attempt ro promute
svatemie cducattonal reform m e low-income commuuty. {t finks
schavts across all edircatuonal sectors with health instiattons, soc
gencies, comminnty ol ganizatons, and paients.

An Urban Intervention That Works:
The Bronx Corridor of Success

Michuel C. Gilespic

[ was Carl Poloswezs k. the lormer dean of Brans Conmunis College. apas-
stonate visionary for all seasons. who cetned the phrase that most captares the
purpose of the Brony Corrsdor of Success Ininanve: Havng, wortked i the
sowth central Bronx for thiiy-seven years. Carl had witinessed the downward
spirad af povetty, crime, andd jeblessness that characienzed the netghbothoods
swrrounding the campus He believed that the Comdor of Success cauld vastly
uiprove the quahty of file for children. yoaths, and Laeadies in the neighhor-
hood mostmmediate to the college. Onee that neighborhood. the Universaits
THetghtse lremont section, was restored. the corrdor mitiat e could then be
repheaied doughowt the varous other communities of the borough In s
wait. s el o apths put e the corndor ultimaiely could “take back the Brons,
one neighbhotheod atatime

Yision

The Brony Corndor ol Success Imtative mvolves aseledt group of feeder
<chools serving kntdergarten through colicge students in the south central
Bronx. I represents asystematic collaboration ot educational, socral, and com-
iy olgdmzaions, institutions that enhance the academie preparation,
soutal attamment. heabth. and quality of ile of childien. youths, and famihes
in the borough.

he cormder mugatve began m 1992 with fundmg rom the Tord Foun-
Jdatien. AL that time, Bronx Comniumty College planned o create a model -
dle school on campus that could serve as o prolessional development or
faboratory schiool tor cducators and students in the surroundimg, cenwmity:

[TV Tl BN 'Y 5 ELTENRS RVR N BERS MTL S HE RN
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The Ford lunding enabled the callege o secure an aclditional five-year prant from
the Danforth Foundation for additional strategic planning. However, my team
and 1 could not obtain suflicient monies from the New York City Board of Edu-
cation to renovaie the college building chosen for the middle school site. There-
fore the college decided 10 forego creating the mudel middle school and instead
began to develop school-college collaboratives—Ilirst by working solely with
Iermediate School 82 (from 1993 1o 1994 and then expanding o all levels—
clementary. midkde, and high school and college (from 1994 10 the present).

Responding to the Community

The University Heighis=Tremaont sccuon of the south cenvval Bronx is Jocated
i the poorest congressional district in the United Stares. Fhis neighhorhood
< marked by high raes of drag abuse. teen pregnancy: AIDS, crme, unem-
pioyment. and adule illiteracy. The population increasingly consists ol pmi-
grant. transient. and single-parent households, with over 835 pereent of these
houscholds below the poventy level. These faciors contribute 1o chronie edu-
catonal Lufure—poor atendance, low academic achieyenient, and high drop-
ot rates—a every educational level, Many students enter school Tackmy basic
skills i readimg, writing. and mathenmaties and are therelore poorly prepared
to meet the challenges of high school, e alone college or the wotld eof work
and careers.

To respond to these problems, the corndor initrative ok a collaborative.
habstic approach. ereang anetwork among the public education inshittuons
it the community that serve elementary thiough college students. Tach of
these schoals contains a population that is at feast 96 percent mmorty, with
over 02 percent Hispanic and limited English proficient students The vast
niority of students inall of the corridor schoels lve below the poventy level.

These schools alveady enjoyed an established feeder pattern within Com-
munity School District 9 and the Brons High School Division. as follows: the
two clementary schooks, PS. 104 and RS, 20+ (prades K=51. feed mio Inter-
mediate School 82 (grades 6-8Y DS, 109 (grades K=+ students can goon to
LS B2 alter they camplete grade 5 atanother school: 1.8, 82 then feeds mio
Roosevelt High School and Taft High School (prades 9-12). Large numbers of
graduates of these two high schools later attend Brony Communny Collepe.
and @ hugh percentage of these students then attend Lehman College for hach-
clors degrees

My team and | hegan by drawing on the informal relationships that
already existed m this network. We then invited additional focal organizauons.
taserve as pariners (o the schools 1o address social and health needs of corti-
dor constriuencies. These organizations included the Morns Heighes Health
Coenter. st Barnahas Hospital and Pius XH Family Services, a local commu-
niy-based soctal senviees organizanon. All these schools and groups were
brought together to lorm the Corndor ol Success Steering Commiuee. which
thus meluded parents and educators representing all grade levels rom kinder-
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garten through college and municipal, health care, social service, and business
prolessionals. The corridor steering commitice provided a forum for discus-
sion, and the group ulumately defined a number of goals (or the initative:

Educational goals for students and faculty included decreases in drop-oui rates
and increases m student attendance, in studeris waking advanced courses, i
on-lime graduation rates, and in students performing ai or above grade level.

[ tealth goals Tor students, families, and the community inctuded increases in
immunizations {or students and their families; increased access o health,
dental, psychalogical, and social services; and decreases in substance abusce
and serious illness in the community:

Socioeconomic goals for studenus, parents, famitics, and the community mcluded
increascs in the economic attainmeni of adults m the community through
mtensificd GED, college. and job training; enhanced pareatal involvement
i all cotridor schools. and decreases in violent incidents in and around

schools.

Steering Committee Process

The steerig committee necdded 1o hring many local groups and aganizanons
together ta develop strawegies and action plans for achieving these goals, so
cammitiee members decided 1o hold a series of semiannual retreats. Each
retreat imvolved thirty-five 10 fory diverse individuals representing cach con-
stituency, including principals. deans. weachers, paremis, hospital and clnic
adminstrators, supenniendents, doctors, district office supervisors. police ofli-
cers, soctal workers. professors, college presidents, and business executives.
Thes farge group was divided into several subcommnitees. which developed
action plans in the broad arcas ol instructionat practice, innovative programs,
heatth ssues, parenial involvement, and grade articulation and transler. Action
plans were written and submined {or eritique and approval by the large group.
Uhey delineated specilic activitics, timelines for activity completion, persons
responsible for completion, necessary lunding sources. and methads o eval-
uaie the activities” successes and failures.

The reteeats have alse heen oppornunitcs tor corndor cooperation. For
example, w one revrea the Roosevelt High School principal varced 1o the mier-
micdiate school principal her cencern that entening freshinen come to high
schoal with many whnung deficiencies that inevitably retard their academic
progress. The two principals then developed a strategy o address the problem
hy designing an after-school bridging program. Fighth graders would take
crasses at Roosevelt from 3:00 to 5:00 A two days a week and stedy with a
high school wnting teacher. This would permit students to experience the aca-
demic levels of writing expected at the next level and would heip them become
acclimated 1o the culture of high school.

However, two parent representaitves., although pleased with the wdea of
the Academic Bndge Program, wete concerned with the studenis’ salety. The
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parents felt that the eighth graders might not he matare enough to travel home
alone at 3:00 paL during the winter months, when it becomes dark aan carly
hour. The Bronx Community College dean m the group immediately offcred
the solutinn of usmyg the college buses that transport students from the cam-
pus to the local subway siation at night. One bus could be rerouted to Roo-
sevelt High Schaol i 3:00 pM. 1o tansport the 1S, 82 bridge program students
back to their intermediate school, where their parents could meet them and
oscort them home salely.

The development of this program deepened the emerging collahoragon by
helping the partners expericiice the benefus of consuliation and joint psoblem
solving. B also underscored that all corndor students. regardiess of their age or
educational level, are the responsibility ol all of the institwtional parnners.

Strategies and Quiconies

Dering the Tirst lour vears of the corridor minanve, the steermg, committee
developed several Tughly innovauve strategies (o aridress a vanety ol corndor
cducational. social, and health needs. The corridor imuative has had note-
worthy results it the short term and has fremendaous potewtial for ongoing
implementation in the futwre, The following examples represent selecied strate-
aies and activittes ereated by corndor constriuents that have produced mea-
surable results.

Fridays at the College Program. In 1984, my Pronx Community Col-
lepe colteagues and T eollaborated with 15 82 personnet to develop an inne-
vative weekly enrichment program on the college campus lor seventh and
cighth graders at the intermediaie school. The program provides mmority mid-
dle school students access 1o the educational opportunities of a community
college, taking advanced classes and avendiog speaial 2vents unavatlable 1o
them at their regular school.

A learning environment has been designed so the college can respond
appropriately o the developmentad needs of these adolescent students. As part
ol the Leadership and Community Service Academy at LS. 82, seventh and
cighth grade students and ther core subiect teachers spend cach Friday on the
Bronx Comniunity College campus. The students take classes in a variety ol
sttbjects tor example, chemistry: biology, compuier scicnee, music and cho-
1us. histoncal studies. draima and opera) taught by then core subject wachers
and selected Bronx Community College professors, with college students
asatsting, I addition, students participate in advisory or group guidance ses-
stons in whieh they discuss the many social issaes, such as substance abuse.
viokenee . and een pregnaney: that have astenificant impact en therr lives. The

students also explore then career asparations and the educonal preparation
necded to Tullill therr goals

Ihe enrichment of the Fridays at the College Progiam is pivotal 1o the cor-
ndor Muddle school and college personnel contend th thes program has been
A powertul loree to counter the nsks tiat prevent micrmediate school studenis
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academic and personal success. The mtermediate school teachers report tha
their students are more purposeful academically when they study at the col-
tege on Fridays. The students are more serious, atentive, and motivated: they
strive for and have begun 1o achieve higher academic standards during the
week. They become extremely interested in attending college in the future as
a result of their weekly experiences on campus, meeting and hearing {rom col-
lege personmel and associaung with the college studenis who assist their wach-
ers m the enrichmenti classes.

The Friday program has also alfected the mtermediae school weachers. lt
has given them the opportaniy to weam each. with coilege personnel or one
anather, and to offer subjects owside their own discaplines. For exampie. the
math teacher oflers i course in historical studies. the English teachers oller a
course in computer hiteracy. and the sovial studics reacher offlers a4 course in
inusic appreciation and chorus, Furthermone. the intermediate schooel weach-
crs have taken the leadership m designing, implemenung, and evaluaing tiis
innovative program

Cross-Age Tutoring. In 1995 mv Brony Commumiy College colicagues
and 1 joincd with seven core subject teachers at Rooseveit High School 1o
cstabltsh an en-site mum-school-within-a-school, e Education and Human
Services Academy: For this academy: the teachers recruited mcoming freshmen
miterested in purswng a career in teaching or human services. These studenis
are trained by a reading specalist from one of the corndor elementary schools
tn the technigues of waching and ttoring, readimg o Nirst through filth graders.
I he specialict also conducts separate tranimg sesstons for the students” weadh-
ers 1o cnable them o support their students” tatoring activities. As a result,
twentv-five to thirey Roosevelt High school studenis, accompanied by then
teachers from the Education and Human Services Academy, engage in cross-
age reading tworials throughout the school vear with about sisty children in
the three cormdor elgmentary schools, Botl the Roosevelt students” oswn weach-
ers and the elementary school personned report that the students. for the most
part. evidence mature behavior and serve as excellent acadenne and soaal role
models for the clementary schoaol children. The elementary principals also
nsist that the cross-age tntonny has contributed to an veerall mercase in their
students’ standardhzed 1est scores m oreading. with an average corridorwide
mnerease ol 85 pereent at the elementary Tevel.

1.5 82 ~udents and corridor elementary parents have also parteipated m
(utoning elementary schoal children in reading. The corndor steering com-
mittee plans te expand the tuterial program so it can provide college students
o tiwon high s hool students, and high school students 1o tator miermedie
students 1 the coming school year,

Cross-Level Stalf Development. 1hree subcommtices of the steering
computtce—reading, math/science, and ariculaiion—aceepted the charge ol
strengthening mstructional practices throughout corndor schools. Fach group
devised s own strategy to provide addinonad professional development oppor-
tunines for faculty in the corvidor schools.
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The reading subcommitice proposed that Bronx Community College
alfer a tuition-lree reading methods and matenals course to kindergarten
through cighth grade teachers in corridor clememary and intermediate
schaals. 1 therelore hived a principal and her reading specialist from a neigh-
horing high-performing school to tcach the course. Held at LS. 82 1o provide
vasy access [or conmidor eachers, the course proved to be a great success with
the teachers and paraprofessionals that attended. Not only did they receive
advanced pedagogy to strengthen the process of reading instruction in their
schools but they were also able 1o begin formulating a common approach to
Ineracy development throughout the corndor schools. The increase in stan-
dardized scores ol corndor students during this period is attributable in part
to the teachers” advanced training, Future plans include a kindergarien
through vwellth grade approach to iteracy instruction. designed by corridor
cducators. to ensure continuity as corridor students move from level wo level.

The corndor initiative also sponsored a team of clementary reading spe-
crhsts who tramed fony Roosevelt teachers from all subject areas in the funda-
mentals ol readmg instrucuon for pre-pnmer and nonreaders. In large pan
because of the high number of iow-perfornming students in reading aw Roosevelt,
the school had been placed on the states SURR (Schools Under Registration
Review) {ist. The elementary reading specialists also assisted the high school
teachers in preparing their studenis for standardized secondary level veading
tesis. The premise of the tramimg was “each teacher a Reading teacher.”™ The orig-
mal Torty who were trained then served as turnkey trainers for their colleagues.

In frge part Roosevelt High School personnel atribute the overall improve-
ment n thew students’ standardized test scores in readmp—a 1 2.8 percent increase
m 1994-93 and a 7 pereent increase in 1995-96—10 the corridor-sporisored wan -
g Morcaver, Roosevelts graduation rate improved 3.6 percent during this penad.
As a resuli. in spring 1996, Roosevell became the lirst New York City high school
in recent history o he removed from the stae roster of failing schools.

In a3 additional corndor-sponsored activity lor prolessional development.,
Roosevelt and Talt High School science and math supervisors have facilitated
serence and math wrainimg sessions for clementary and intermediate school
teachers. In the futuee, these high school supervisors plan to develop their sei-
ence and math workshops mto three-credit courses that Bronx commumity col-
lepe can then offer o corridor elementary school teachers.

Finally. corricdlor educators plan an all-day conlerence i the tall of 1998
to artculate the newly devised New York Ciry academe standards in all sub-
ject streas e all grade levels. In s was, cormdor educators can hetter coordi-
nate thar academie expeciations o and pracuces wuh students from
clementary through col” ae levels.

School-Based Clinie. The corridor steering committee was greatly con-
carned ahbout the many health prohlems experienced by students and their fam-
thes i the commumiy: As a result, it lormed a subcomnuttee whose primary
charge was o promote the social, emotional, and physical health of the chil-
dren and famtlies in the corridor schools.
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Because hoth the high schools in the corridor inniative had already estab-
lished health clinies in their bunldings, the chnic subcomminee decided to
(acilitate the creation of a similar chime ac 1S 82. The ultimate geal is 1o open
the clinie not only 10 LS. 82 students but to their families and also 1o children
and their families from the elementary schools that feed into 1.5, 82, This
clinic. modeled after the facility al Roosevelt High School, is sponsored by a
locai bealth cave partner, Morns Heighis Health Center, which provided an
architect 1o design the facility. equipment o service the students and their fam-
thies. and medical personnel to run the clinic,

Iutially, over 800 students were screened Tor dental work during the
199596 school yvear, and over 300 students were served n the chime duning the
fivst full year of operions in that same school year. As of November 1996, over
650 students were currently being served in the compreliensive school-based
clime. The HIV/ZAIDS counselor has an acuve enroliment of affected students
who receive regular cownseling. The center 1s actively assisung young people 1o
become [ully funchionmg adults able wo deal with conflict. 1o make good devi-
sions about their badies, relationships, educational futures. and the achieve-
ment ol thewr dreaims. Treawment of the Ingh number of cases of asthma and
poar nutrition among students at LS. 82 is atop priony. The need to expand
to olfer medical services to siblings and fanulies of students is currently under
cxamination. in an cflort 1o promate wellness within the cornidor community.

Parcntal Involvemeni. The subcommitiee on parental involvement
aceepted the charge ol increasing corridor parents” educatienal, language devel-
opment. and job-traming oppartumiies as well as increasing the parents” pai-
tiapaton in the mstructional process ol their childrens schools. The
subcommuttee met with representative cornidor parents, and the enitical needs
of such families and the expenence ol school officials n dealing with parents
who face difficulties they are incapable of handling led 1o the vision of a Fam-
iy Assistanee Center. The subcommittee then estabhished this center at 1.5, 82
and developed plans to expand services 1o parenits from the feeder clementary
schools as well.

tnitiadlv. parenis held workshaps on health issues, housimg. and juvenile
delinguency. Mow an educational component has also started, with high school
cquiv alencey, English as a Second Language, and citizenship classes held weekly:
Craft and sewmy classes have been added, meetng daily in the aliernoon. In
199697 enrollment was sustained at approximately twenty-live parents on a
monthly basis. The conter has also assisted parents by escorting them to vani-
OUs FOVErNMent agenetes to seek support in solving their problems.

Lessons Learned

Anassessment of corridor activities and accomplishiments permiis us o draw
a number of conclusions about the nature of collaboration, learning, and tead-
ership i an ininative of this magnitude. First of all. true collabotation exists
and sustans itsell contmually when the {ollowing processes aceur:
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Participant wdenufication and aliihiaton across orgamzations is nurtured.

Continual lormal and informal communication among participants is main-
tained.

Participants across mstjutions, organizations, grade levels, and subject mauer
areas share a common vision.

There 1s evidence of trust among PRIGCIPANLS aCToss Pariapating, organizations

Second. cross-institutional fearing has been enhanced as a result of the
corridor mitative: Both weachers and admimstrators leel greatiy empowered by
acquiring contextual knowledgpe about the cultures and expectations ol the
school fevels priar o and subsequent 1o thew owi

Educatars [eel that ther effecuveness has also been enhanced by thewr par-
uctpatton w the systematie apportunitics provided by the corridor intuatve
lor arnculavon with colleagues threaghout the grade levels, kindergarten o
college These opportunines have indluded the [allowmy

High school teachers have accompanied therr students 1o corndor clementary
schools for cross-age tutoring.

Elementary math and scicnce teachers have gone o corndor igh schools o
receive in-service training from the high school math and science depart-
mient chairs.

In the Fridays at the College Program. micrmmicdiate school weachers have taught
at Bronx Community College, capitalizing on the madern facilines and auel-
lectual cimate of the campus o demonstrate enhaneed ereanvny, nisk ak-
g, and autenomy.

studenis of all ages have exhibited posiuve changes in behavior. They are
exceedingly purpeseful when taken w an educational institution beyond their
own grade fevel: for example, elementary school students o the Fridays at
the College Program, miermediaie school students 1o the ngh school bridge
program, and high school students 1o college onentauon and special events.

Through collaborative planning and conmumunication across disciplines,
grades, levels, and sectors, educiors are able wo take pride i theiy contibu-
tions to the common eflort. In turm, collaborauve inquiry between teachers
and university-based rescarchers provides a number of benefits. T creates
opportunities lor sharmg informanon and lor learning from ene another at dit-
levent levels in the educanonal system. [t incereases the resowces—human,
financial, matenal. and wechnical—available 1o individuals, simd holds pronnse
far solving problems and improving schools (Snuth and Kmght, i press:
Rosenholtz, 1989: Francis, Hirsch, and Rowland. 1994,

Third, the cormndor imtiative demonstraies ways to evolve and sustaue
clicenive feadership by nurturing mubuple leaders and providing numerous
leadership apportumnes for diverse parncipants, studenis and laculty ahike.
Wheatley (1992Y cmphasizes thes relavonal dimension of leadership: “Leader-
ship s alwavs dependem on the context. but the context is established by the
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refationships we value. We cannot hope o influence any situation without
respect for the complex network ol people who contribute to our organiza-
tions” (pp. 144=145). The cerridor inttiative has affirmed apportunities to
honor and value the diverse contributions of its participants and the leader-
ship abilitics of educators, administrators, parents, and health care and social
service providers by assigning traditienal teadership roles o lacilnate corridor
activitics and by creating, through subcommnuttee membership. roles, expecta-
tions, and viable opportunities for a multitude of indiiduals 1o apply new
leadership skills and perspectives.

OF course problems persist that onee solved will help the corridor imti-
tive run more smoothly. These problems are the need for each corridor parn-
ner o effect inanaal mstitwdionalization of corndor activitics within us
organization. the need tor all corridor pralessionais o miegrate fully the mi-
tinive’s activities with thew daly work activities, and the need for carridor pro-
[essionals from kmdergarten to twelfth grade 1o be able 1o implement corndor
achvities withowt alwavs rehmg on faciitation lrom Bronx Commumty Col-
lege. To address these 1ssues, | continue 10 bring, corridor participants 1ogether
far periodic workshops and focus groups o plan their strategies for greater
linancial. progranimatic, and managenal autonomy.

Elien Schinepel, the external evaluaor of the project durng the 1996-97
academic year, alfers a perspective that captures the spirit of the iniuative, She
maintams that the corndor mitiative shows that student achievement ., academ-
1w preparation. and personal atmment improve as school leaders undertake
multiple systenue eflorts that invelve a coliaborative and holistic approach o
cliect educanonal reforny. As Schnepel (1997 sees it the corridor imbative does
naot promote isolated programs for small groups of students. Instead. the collab-
orative relationships fostered by the initative permit the development of a series
of programs hetween and within schoals at cdilferent levels in the toral system—
elementary. middle. and high school and communiy college—allecting a large
number and vartety of students, Such an initdative cannot but have an impact on
the whole system, and it will achieve nereasingly positve and sustainable ouwt-
cames over time and across institutions. Finally. Schnepel contends that contrary
to viewing at-nisk children and youths in Bronx neighborhoods as lost causes,
the comdor intiative promotes the view that every student deserves a fair chance
to reach us or her potential, anud conditions of hope, tust, and support.
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Comnumnity colleges mnwrdd weas can play o ontedd role
developing collaboranions and relationships that lmk: cducational
dceess and cconomic development.

The Role of Rural Community
Colleges in Expanding Access and
Economic Development

Héctor Garza, Ronald D. Eller

As tural Ameriea prepares {or the twenty-Iiest centary, communny colleges are
being challenged 1o play new roles as catalysts lor lacal and regional develop-
went. In addivon to thewr traditional roles m prebaccalawreate education, these
volleges are now being asked 1o reach out to previously underserved popula-
tions and to provide leadership lor the revitalization of community and
regional economices as well The rural communny college of the future will he
nmuch more than a place where people go to take college cowses. T will be an
indspensable pan of the community’s overall ¢florts 10 buld a beiter Tutare
for all ol s cuazens. The best of these colleges will be at the center of these
cllarts to improve community life.

The new economic envirorment of the next century. for example, calls for
the greater use of technology, lifelong learning. educational Nexibidity, long-
term planning. and community-hased strategics for growth, and communny
colieges are ideally sittated to provide leadership for this transformation. Espe-
cially m severely distressed raral areas, the community college 15 often the msu-
ttion hest capable of initiating and nurturing the local partnerships and
regional collaborations that can timd solutions for crincal community prob-
iems.

The Rurad Comumunity College Initiative is a program designed to assist
calleges in some of America’s most severely distressed rural arcas o design
lacally eftective practices that facilitae this transformation of the college and
the community: Through this initdauve. the Ford Foundation secks to encour-
Age colleges o establish sustainable programs that increase aceess to higher
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eclucavion for wraditionally underserved and disadvantaged populations and
that loster cconomic development  rural areas.

Background and Context

In 1992 the Education, Media and Cullure and the Asset Building and Com-
munity Developmeni Programs of the Ford Foundation began exploring the
feasinlity of a collaborative initiztive to improve the institutional capacitics of
rural community colleges to act as calysts for change in ther communitics
and reglons. In hopes ot gainmg further insights about rursl community col-
lepzes. the loundanion Tunded several studies that desenibed the instingional
contexts of rural communmity colleges serving ceconomically distressed areas.
These studics clarilied the needs and challenges ol these wnstitunons and iden-
ufied wavs the foundanon could be of assistance o them.

Energized by the lindings and the prospects af developing a callaborative
program hetween twe disimet bun related prograny areas. access to higher edu-
cation and ceonomie development. the two Ford program directors began (o
huitd o new colluborative paradigm i grammaking, and program management.
The story ol the emerging callaborainve maodel goes hike this: two program offi-
cers representing, twa different divisions at the Ford Foundation identihied rural
community colleges as key institutions that could enhanee hoth educauonal
and cconomic opportunities in cconomically distressed regrons. The feasinl-
iy of collaborating on the conceptuahzation, design, and funding of this ni-
tiative was discussed and agreed on, especially the need to see these twin poals
as imterdependent. Together. the pragram oflicers convened a smalt group of
cammunity college leaders and rural cconomic development specialists 1o help
them think through some of the opportunnies and challenges faced by rural
community colleges. Through this collaborative and consultative process, an
miative framework was developed with broadly defined goals 1o increase the
capacity, visibility, and resowurees of rural community collepes.”

In 1993, the program ollicers inmvited MDC. Ine.. a research and techimeal
assistanee orgamzation dedicated o rural employment and econonme devel-
apment, Lo assist them in the continued design and managenient of the Rural
Community College Initiative (RCCD. This work used a collaborative and con-
sultative process, benelinng, from the increased talents and experuse ol the
expanded team. Together. the Ford Foundation and MDC stall developed a
conceptual framework for the mitiative and defined it as a “work w progress.”
1o be relined as new stikeholders were invited to participate.

The operative assumption underlying RCCI s that given the necessary
resourees (planning time and technical assistance. collaboration among col-
leagues. and availability of modest grant funds), rural community colieges in
the most perststently poverty-stncken regions of the country can mcrease
access to lugher 2ducation and serve as a catalyst lor economie development.
thereby helping the poor to hecome more cconomically independent and help-
mg local ecanomies become more competitive.
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In 1994, a grant was awarded o MDC o plan and admmister a pilot pro-
gram invalving nine rural commuinty colleges located in geographically diverse
and cconomcally distressed counties. The first round of instititions selected
o partivpaie included Alabama Southern Community College tAlabana Black
Bel), Coalioma Commumity College (Mississipps Delu), Hazard Communny
College (castern Kentuckyd, Northern New Mexico Community College.
Sowtheast Conmunny College teastern Kentueks 1 Sowthwest Texas Junior
College (Middle Rio GrandeY, Salish Kootenai College vwestern Montana, Fort
Belknap College OMontana). and Fort Pecle College (MontanaY. The RCCL grant
provided the panicipating community eolleges with financial resoutces, a plan-
nmyg process. and techmeal assistance amed af budding, msntutional capac-
ties tarespond 1o the twm goals of the RCCLL student aceess o postsecondary
cducation md rural ccononne development

MDC provided the participating mstitutions with a <ct ol ongomng plan-
nig and team development activities. Pollowin imual meetmgs with the vol-
lege prestdents e explore and rebme the kev goals of the demonstration project
mn June and August 1994, 1the parncipatng colleges were mvited 1o the Inst ol
v senies of leadership insututes: this one was held n October 1994 and hosted
Iy Southwest Texas fumor College at Uvalde, Texas. Participants attended
workshops on acton planning and group lacihaion. In ¢lect. cach msutu-
non began a planning, process resulting m a grant praposal to the Ford Foun-
datton outhning wavs each mstuuton would expand s capacity to merease
deeess 1o educanonal programs and o promote cconomic developiment. At this
msttule. partivpants were introduced 1o the vistar (o acaon plannimg process
By MDC stafl. This process included lorming a team and holding meetings
with communtuty feaders to intradece the mtiative o them and invalve them
w i Through mectngs and discusstons beld a this fust insutwte, the partia-
panis contrtbuted o defimnyg the role of raral comnuuoy colleges m generat-
Mg aceess and cconomic development.

RCCEs long-range goal of helpig the pamicipaing colleges becone more
clectuive catalysts {for cconomic development and ol assisting poor regions o
move o ard ceonomic ndependence is integrally related 1o educanend aceess
hecause educational attainment and high poverty are bariers to regional devel-
opment. MDC views the economic development obpectives of commumity col-
fepes ds creanng jobs, rasing, meonies, generating wealth, and remvesting et
wealth i the region’s busiesses. institutions, and people. To merease the sta-
hility and resilience of aregonal econonmy: it 1s essential 1o diversify the cconomic
Base. Ideally, @ community or regron detines the kind ot economic development
tseeks inaccordance with the vatues ol s peaple—for mstanee, a communny
nun plice strong cmphasts on johs with high wages and generous benefits or on
civironmental protection combimed with the preservation ol traditional culiure

Rural communmty colleges generally serve a hroad socioecenomic cross
scectan of the population, and the colleges pa-tuapating o the RCCHserve
Large numbcers of the peor. There are puticular ponulations: however, that
[ace spearal barrers to education and employment. they are the people lor
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whaom college 15 olten an alien idea and a lorbidding institunon. RCCT hope
1o change this trend through the way MDC delines the vole ol communuy col-
Teges i aceess, as nat just providing passive aceessthiliny through open admis-
sions and low tition but engaging m active, aggressive outreach, counschng,
support, and job placement: bwtlding pannerships with secondary schools;
recruiting high school drop-outs, weltare maothers, and other disadvantaged
adults and vouth for college programs and establishing, progriams that enable
them o succeed; ensunng that adult hteracy programs are accessible, of Tugh
quality, and helpiul in preparing adulis for the warkplace: acting as a one-siop
center that provides or refers students to all the educational . employment, and
traning services that an uncmployed adult or youth may need: butlding puit-
nerships with wmversites 1o ensure that commumty college students can
transler successtully: and offering distance learmng opportumties.

As part of thew planming activities. participating institutions visited sites
with noteworthy programs o gan lamiharity with innovanve approaches to
aceess and economic developiient issues In ebruany 1995, a the mstuute
hosted by Northern New Mexico Communty College. partiapants bricked one
another on the mstghts muned thiough these isits. A major locus of this msti-
Tuie wits to move the callepes rom foree-held analy ses o project devetopment
and grani wrting, T was alse at this mstituie mecting that the Ford Foundation
annoweed the parapauon of the American Counatl on Education and the role
the counal wouldd have in cenducting RCCT documentanon and assessment.

i e documentanon and assessiment component ef the Rural Community
College bunative provides a mechamsm for

Docunienting the provesses used by the participaong raad commumy collepe:
iy arder o glean the “lessons learned”™ rom cach situauon and o use this
information in subsequent program planning aned replication initiatives

Validating the appropriateness and cllectiveness ol specilic program interven-
tions and implementavon strategies and documenting lessons fearned and
ellective practices o be used i the next phase of the RCCI

Tdemils ing and evaluating shategies and pracuees related o impoving aceess
1o igher education far the underserved and undereducated wmy rural seitings

tdenulying and evaluating strategies and practices relaied w the role of rural
communiy colfeges as catalvsts kor improving local ceonomies thvough eco-
nonic development imtiatives

Usimg the data collected througls the assessment work to promole institutional
change mraral communuy collepes @ they become engaged in rural eco-
nonic development miatives: sharig the results with other rural commu-
ity college pracunioners, local and regional cconomic development counctls,
and key policymakers who help shape programs, policies. and pracuces that
have an mipact on these colleges and their commmunities

Uising o case study approach, cach ol the lour documenianon specialists
hired 1o conduct the assessment work made several visits 1o least two of the
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community college campuses to capture an imial gquatitadve portrait of the
participating mstitutions. The hasic anit of analysis was the rural community
college. Using standardized interview protocols and field observation guides,
these research specrdists examined. deseribed, analyzed. and reported on a
variety of regional characteristics and mstutunonal factors including programs
and lacihties, student and faculty demographics and charactenstics. msuiu-
nonal and orgamzatoml structures, provedural and developimental processes.
campus climates and thewr impact on studenis, and linkages with local and
county groups, schools, and agencies.

Questions related 1o the Rural Community College hiitianyve program
goals and institutional objectives and strategies were also meorporated ko the
interview and held observation instrument. The specialists collected daa
through stractured interviews with stedenis, faculty and staff, locat residents,
and conmunity and busitiess leaders to capture a diversity of voices, opinions.
and visions. thereby creatmg areasonably complete local and institunional por-
trait. The words and numbers were analyzed, compared. and contrasted 1o
wlentily recuiriig themes, trends, and instiiutionat sumilanues ana dilferences
ardd o assess mdwadual and imstunonal capacities w espond 1o the chal-
lengies posed by the RCCL

These hndmgs were detailed in several reports subnutied to the founda-
ton and were used o develop generalizanons for future empineal research.
They also assisted the eam in modifymyg and refining the assessment process
lor continuous quality improvement, identificd rescarch questions for {uture
research. and assisted MDC nd the Ford Foundanon 1o refine the operaung,
assumiptions, program principles, and management practices lor the next phase
af the Rural Communuy Callege Initiative. Morcover, this effort documenied
mstuational capacitics and needs and offered recommendations lor going o
suale.

In 1990, the mine orginal colleges receved Tunding from the Ford Foun-
dation to implement the projects designed during the plannimg stage of the
RCCL in addivon the loundation mvited another lifteen community colleges
to participate ina second rowd ol the progranmy. The docuntentation team con-
tnued to {ollow the progress of the nine pilot colleges i order 1o idenufy
lessans learned [rom the implementation of these demonstranon projects lor
other rural instituttons. The results of this assessment rescarch were released
in aseries of reports in 1998 by the Amencan Association of Communty
Collepes (Ellei and others, 1998a_ TU98h.

Redefining Access

Rural community colleges ave tadionally based thar mission on the phi-
fosophy ol open dceess 1o hugher education. However, colleges serving, dis-
tressed areas face special challenges because ther students must cope with
geographic distances. poor preparation for college. weak economies, and inad -
cquately traned workforees. Reaching those who face these special barners to
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cducaiion and employment, therelore. requires colleges to move beyond tra-
ditional open-door stratcgics for mereasing access and o provide aggressive
autreach and support services to the disadvantaged. RCCL colleges have
endeavored 1o address thus special need through a variety of new campus
programs.

Common to many rural distressed areas. for example. is a agmentation
of private and public agencies that makes it chflicnlt to create real partnershps
that address community problems such as school drop-out rates, weltare
reform, job creation and retraining. and adult educanon. Yer fimued local
resources demand collaboration if aggressive strategics to improve educational
fevels and worklorez skalls are 1o succeed. All of the RCCT institutions have
developed projects that encouraged college-commuaity partnerships designed
to improve the transiven from high schoaol to college. enhance workplace per-
lormance. and mcrease opportunities lor advancemer.t.

southeast Communny College and three focal school svstems, for
mstice. established a parmership thar areated a jomt college-community carly
wmrervention program for cighth graders that pranuses them a scholarship to
coilege on graduwanion from high school. Southyest Texas Jumntor Collepe cere-
ated sinilar partnerships with twenty-one local districts. These parnerships
employ the Internet and videocomlerencing to give high schools gccess te aca-
demic offerings hitherto unavailable 1o them, espectally o those expernencing
fnancial hardships. Other RCCI collepes have mdiined collaborations with
local incdustries o establish camipus-hased technical training centers thar min-
mmize the effects of downsizing and provide management training and other
an-site educational services 1o focal workers. Such centers help hink the col-
fege with business and industry in the arca and serve as a gateway o stadents’
enroliment in additional programs at the college. These partnerships po
beyoid emergency and short-term traimng programs to establish more per-
manent refationships among colleges, public schools. and business and indus-
try. and they help ereate a culte of collaboration that 1s crivical o successful
community development.

A second strategy employed by the colleges has been to mcrease distanee,
or off-campus, icarning opportunitics and thus improve access for remote com-
munitics. Geographic distance and insullicient wansportation often make it dil-
heult for rural mdividuals with family aind work responsibilitics 1o pursue higher
education. Branch campuses and cxtended canipus centers can provide basic
education and core coursewark, but thetr range of offerings i< ofien imned.
Recent advancements in wekecommunications technology, however, make it pos-
sible to unprove the delivery of acbroader curviculum nat only at the main cam-
pus but 10 remote sites as well. A number of RCCL colleges have responded by
expanding their distance education wechnologics. These mitiatives have inciuded
new partnerships with regional colleges and universities 1o deliver electronic
coursework as well as the expansion of remote telecommunicanons Lacilities,

To improve reiention and successful employment anong disadvantaged
students. several colleges have enhanced or restructured the educanonal sup-
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port seivices available on campus. Alabama Southern Communny College, for
example, restructured s developmental studies program to enhanee faculty
abilities 1o diagnose student deliciencies and provide hoth personal and
instructional support. in so doing, it has changed the face ol instruction at the
callege as well, revolutionizing the use of compuiers and linking student eval-
wation tools with new counsehng, advising, and teaching strategres. By mite-
grating hasic skills, student suppors services. and aduh education. Alabama
Southern bas facilitared a paradigm shiflt lrom teaching o leaming that has
greatly reduced student anrinon and enhanced student atirudes woward learn-
ing. This approach to developmemal studies has energized the faculty, raised
the bar on faculty performance expectations, and generally translormed the
teachig and learming process on the campus as @ whole.

Finally. several RCCH colleges have emplasized the development ol avan-
cty of holistic appreaches to aceess, reaching out broadly 1o recruit and sup-
port underserved populations such as high school drop-outs, wellare parents.
and other disadvantaged adulis, For many rural iesidents, accessing the oppor-
tunities avaikable through higher education requires overcoming a number ol
noncducauonal barriers. Low [amily income, lack of cluld-care sevvices, health
problenis, madequaie transportation, and custems and atitudes that do not
promuote cducation can prevent men and women from achieving productive
employment or pursuing further education. To better serve these disadvan-
tnged students, RCCT colleges have initiated a variety of academic. noncredir.
and lamily suppoert pragrams destgried o reach the indmwidual throughou hife
and within the conteat of hus or her fanudy and communny,

At Southwest Texas Jurior Coilege and at Northern New Mexico Com-
munity Collepe. newly established day-care programs make o caster lor par-
ent students to atlend classes and also provide thew children with sigmificant
carly socualizaton experiences. Une tribal college, Fort Peck: established a cen-
ter for family and community services that offers a range of noncredit programs
for welfare reapienis, teen parents. voung lamilies, displaced adult workers,
potenual farmers and ranchers. recovering substance abusers, and many other
clients. Workshops on domestie abuse, dysfunctional famihes. gricl recovery.
staying sober. communicating with teachers, and other stbjects artract people
Lo participate 0y programs that can Tast the whele day fong. Such programs not
only address a variety of family and community barriers 1o emplovment and
education but creaie an image of the college s a caring place for everyone and
serve as agateway 1o other educational opportuniiies.

The experiences of the RCC pilot institations suggest that mproving, eco-

_ nomic opportunities for minarity populations in rutal distressed areas requires
colleges and communities to reexamine their traditional assumptions about
access. Strategies appropriate for urban and suburban areas may be inadequate
for rural communttics. The challenges of rural geography, culture, thcome, and
history dictate that open-admissions strategies and enrollment-driven pro-
gramming will be insuflicient to meet the needs of these commumines w the
twenty-first century: Just as an elfective curriculum for rural students meludes
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a pedagogy of pluce and appropriate cconomic development lor rural arcas i<
place specilic. strategies to improve access 1o higher education must look
toward the community and toward the context of that place. :

Redetinmyg the meaning of access within the academic culture of the cam-
pus and within the community as a whale is the critical first step to building
more elfective access strategics This means not only the reeducation of faculty
and admimstrative stall but also the implementation of a varicty of creative
programs and practices that reach siudents where they live and encourage both
personal and Family growth. Such practices include thie expansion of traditional
educauonal services through new echnelogies, distance learning, work-site
traming. developmental coursework, and scholarship assistance and also the
provision of a more comfortable and place-sensitive learning envirommeni that
values local culture.

Morcover, to reach rural populations thar have historicaily faced barriers
to employme:t and education, RCCI colleges are moving beyond wraditional
roles and delivery systems 1o address noneducational 1ssues such as child care,
transportailon. wd famidy and personal development. Just as educational
relorm in raral secondary schools is placing greater emphasis on paremt
invalvement, student nutrition, after-school programs, transporiation services,
and interactive learning. these rural colleges are developing famity-bascd
appraaches to learning. including the intiation of partnerships with schools
and other social agencics committed 1o this goal. And just as many new busi-
nesses are finding wavs to support the educational and personal growth of
cinployees i order 1o increase praductivity, colleges are learning how o sup-
port the entire individual within his or her family and community context in
order o improve academice success.

Rural Economic Development

Improving aceess to higher education, however, does not i itsell ensure com-
munity cconomic prasperity unless that access is linked 1o an expanding local
ceanomic environment. In rural distressed arcas. improving cconomic oppoi-
tunities requires more than the wraditional job creanion activities tha have char-
acterized development efforts mthe past. Challenges of geography and
indrastructue. poor social services and inadequate education, and historwedl
paterns of explotanon have lelt these regions dependent and withow the
human and cvie capitad to build a sastainable cconomy: The poliuies of race.
class,and ethmicny have hurdened their develapment i ways different from
that of subuthan Anmerica,

One of the disunguishing charactenstics of the cconomies of rural dhs-
tressed arcas. {or example, is the selatee absence of indigenous entreprencurs
and the paucny of capital available Tor development. Yet i rural arcas where
there are few mudsized or large employers, smail business development pre-
sents ane of the greatest opportunitics lor ecconomie growth. As a result of the
RCCL many ol the partucipatig colleges have established or expanded small




THE ROET of RURAL COMMUNITY COFFHGIS 39

husiness developmesn centers that offer traming and technical support to local
entreprencurs. These centers work with local residents and students 1o design
business plans and marleting, strategies and (o cyeale @ positive entreprencur-
ial dlimate in the community. Southeast Community College in Kentucky also
collaborated with five local banks to establish a revolving loan [und., the Pine
Mountain Development Corporation. which provides startup and expansion
capital lor Tocal small businesses that is not atherwise available.

.“\IUI'I:,'_" \\'ilh nany Suhurlmn Ct‘li'l'll'l'll,ll'lilj' ['OIIL“L"CS. RCCI CARIUSCS h.'i\'(,'
also reached out 1o existing businesses and industries 1o establish partnerships
for warklorce development. These partnerships provide opportunities for hasic
eclucation and advanced techmeal traiming lor existing workers and orgamiza-
donal trammg lor management Alubania Southerns parinership with the Ciba
Chemical Company offers a formula of schoiarships. internships. and employ-
ment possthibities thae provides a promising model. This training program sup-
poits local industry necds and gives taenty seholarships annuatly to local
students. The college has also established a partnership with Auburo Univer-
sity to create the Cemer for Excellence in Forestry. Paper and Chemneal Tech-
nofogy, which serves local ndustries through echimeal trammg and echnology
transler.

The most effective practices among RCCLinstuutions, however, go beyond
tradional workloree tainmg alliances with businesses and  mdustries.
although these are important, to enhance indigenous entreprencurial deved-
opment and civie capacity. These practices recognize the culwral differences
within communities and huld on the cultural assets ol nunorities. working-
class people. and the poor to develop cultrally appropriaee curricula and sup-
port programs. Succh eflorts suceeed when the college 15 anintegrad part of the
whole community and not responsive W just one clement of that communiy.

Tribal colleges. perhaps as a result of their unique sitwanon, offer excel-
lent examples of this integration. Set up 1o be integral pans of the community
cultwre. they are able o reach out o caalyze the intended change in cconomie
and community vitahy Business and economic assistance centers on tribal
campiuses give close attention o the incorporation of Indiain values and the
traditions ol the focality in enueprencunal traimng. They build ecconomic
capacity out of community strengths rather than deficiencies and promote eco-
nomic sclf-determination withoul destroying trachiuonal culiure. The regional
vocational training program at Morthern New Mexico Communny College
offers anather example. n a unque program the college emphasizes waditonal
C hicano arts and cralis and also has expanded markeiing opportamiies tor
local crattspeople by creating an artisan ditabase.

Currently not all aspects ol focal culues will contrnibute 1o building a
dynamic cconomy. Parinerships and collaboration e absolutely necessary
lor elfective community development, but organizations and agencies serv-
ing dtressed rural communities ofien have hitle histoncal expenience of
wutking together and creating sustanable patinerships. The political culture
i these communities does not support an environment ol cooperation
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within bureaucracies and across class and racial hnes. To change this sttwation,
RCCI coleges are helping to build a culture of cooperation in their communi-
ties by modeling cffective access and ceconomte development partnerships
themisehves and hy facitivaung leadership development and networking among,
lcaders within their regions. For instance, several of the pilot RCCH colleges
have established regional teadership development programs and nitiated
regional strategic planning dialogues among businiesses. agencies, and focal
governments. Soutwest Texas now spansors a regional case competition that
encourages university business studenis to propose aliernative strategics for
the ceonomie development of the area, winch are then considered by local
feaders at an annual conference.

The RCCT experntence suggests, moreover, that community colleges can
play an mipertant role m developing collaborations and iLlJlmnwhlps among
rural agencies and businesses. but bulding a cooperatve envitonimeni requires
ume. leaderstup.and polincal skill. Effecive practice requires that the college
president maintun an active role on state and regional cconomic development
hoards. commnsstonz. and other develapment orgamzanons, and that college
Liculty come 1o view partcipation m the oivie h& of the communuy as an
extension of thewr role in the classroom.

Fialbe. RCCH colleges have learned that transfommng, the rural communuy
votlege o a catadyst tor economic development is a long-teim provess raiher
than a hist of model projects or afockstep strategy for change. Rural communi-
e ditler dramatically. and RCCI does not impose a pam-.ul.lr set of programs
ar straegies 1o sebve regronal problems: tather it seeks to loster a chimate of
mnovation that will .ap.nk loval solutions. I the cowse of the RCCL process.
vistons change, knowledge grows. and strategics evolve 1o meet new contexts
and understanding This process ol transformation of the college and the com-
I]lllI1ll\' = U"l“t'llnl'_ ;]n(l L‘.l[]'ll'lll‘i ll‘.i‘ll‘l"‘ st hL‘ L'l'ii]ll'i'llllf(.i LY st lil'lill" lill‘
provess as an mntegral part of a new insttugional culture: Throughout the process.
it 1~ important to focus on projects that are achievable . that have a dear goal,
and whaose suceess can be ety measured by the laculiy and the communiy

Conclusion

Ihe Aural Communiy College Inbanve domenstiates that msiiaional capac-
MY for mereasing aceess o ceconontic opportunities (or previously wnderserved
populations can be expanded through a heavy injection of new ideas and
lngher expectations for msttstonal effoiis. Al nme pilet campuses are much
more vigible w ther communtties as a result of their v elvement i the RCCY
than they were hefore it Interacuon with ther communnies has increased col-
laborations and partnerships lor change Invigorated campus leadership has
ecegnized that there 15 a tremendous need for feadership development i the
tocal commiumiy as well. To varvimg degrees the nine ROCCHplog colleges have
adopted a communtty-hased frames ork lor improvement, as opposed to an
mstitutionally based approach
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RCC has helped its member colleges. morcover, to move bevond simply
prepaiing students for jabs or migration out of their commumtes. hncreasingly,
these colleges are taking an active role in creating environments that promote
the sustainable. fong-term economic development that allows siudents 1o
remain and wark in theiv communities if they wish. Although they differ in
their strategies and the mawrity of their processes. most ol these colieges are
building connections between traditional culture and contemporary society
and between individuals and the community: In so deing they are beconmmg
part of a comprehensive sacial force directed at broad-based community
rencwal that empowers individuals with the means 1o discover their own 1al-
ents and to po bevond survival and 1o thrive.
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The community college needs a new partnership paradigm. Central 1o
this paradigm are the modeling of collaborative relationships, an
cmphasis on student development, the development of community
partnerships. and the creation of new forms of planning and resowree
allocation.

The Partnership Paradigm:
Collaboration and the Community
College

Sara Lundquist, John S. Nixon

The period of the 1980s was a tumultuous one for the city of Santa Ana, the
urban center of Orange County, California. A significant population increase.
largely Tueled by growth in the immigrant population. collided with a massive
shift in the Southern California cconomy. placing new challenges en the city's
infrastructure and educational system. Explosive growth amoing the school-age
and English language learning populations, combined with rapidly changing
technology in the workplace, required a number of the citys leading instit-
uons ta cooperate more closely or face losing the quality of life they valued and
the economic stability required Lo maintain it

[n response 1o this constelflation of forces, the CEOs of Santa Anas lead-
g institutions came together in 1989 10 form Santa Ana 2000, an interagency
collaborative designed to maximize cooperative planning and problem solving
citywide. A preexisting K-16 collaborative, Project STEP, led by the University
of Calilornia. Irvine, had built strong relaionships among the local educational
partners, including the community college and the school district, and had
already established a locus on intersegmental strategres that could assist ai-nisk
and underrepresented students to complete high school suceesslully and enter
pastsecondary education. A number of challenges relaung to resources, capac-
ites. curriculum, and pedagogy emerged as these collabovative entities joined
forees to combat the growing threat of educational underacaievemeni. Key
challenges included the delunding of public education in Calilornia, school
overcrowding, high student-teacher rautos, poverty, the lure of gangs and drugs,
a recessionary and changing cconomy, @ new majority of English language
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lcarning students entering local schools, and a higher education system unpre-
pared to welcame and suceessfully support the new generation of students 1t
was beginning to receive.

At Santa Ana College., severe budgel constrainis, levet enrollment, and a
growing discrepancy between the demographics of the surrounding commu-
nity and the colleges student population served as warning signals that signif-
icant change was needed in the colleges structure and programs if the college
was to embrace and serve the surrounding community:

Reorganizing for Colluboration

The inmal vrganizational response. undertaken by the chancellor, was a com-
plete reorpamzanon of the colleges admmistrauve structure. realigning pro-
graim and service afliliations wahin beth student services and instruction and
creatng a new office staffed by two equivalent positions, the vice president of
academic affair and the vice president of student services. Charged with main-
taming the gt caliber of existing educational and support service programs,
these postions also were expected o aceelerate the pace ol institutional inno-
vation and work collaboratively with faculty and admimstrative leaders in the
college. n local sehouls, and in surrounding universities o huild enrollment
as well as increase retention, graduation. and transler Several specific strate-
aies were added 1o the institutional expectation that these two positions, and
the segments of the college they represent. would collaborate closely: One strat-
ey was the blendmg between these positions of primary leadership responsi-
bility {oi programs wraditionally located in one or the other domain. For
example, the vice presidemt of student services admmisters the colleges future
teachers progtam, and the vice president of academic allurs oversees the New
Freshman Experience initiaive.

Another strategy was to establish joint adimmistranon of numerous com-
munity-building and student acuvity exiernal inttiatives, includimg the Middle
College High School, Community Quireach Parinership Centers, and sunvmer
residentral programs, Last, but equal in mportance, was the Student Ser-
vices/Academie Alfairs cochairmanship and partnership work on such college
and district groups as the Wellare Reform Task Foree, Joint Deans Adminis-
trative Counctl, Student Equity Committee, Articulation Work Groups, Enroll-
ment Management Commitiee, and the joint Acadenne Allars/Student Services
spensarsinp througheut the year of professional development activitics
designed to be catalysts for program or curricular change.

The reaignment ol the colleges admimstrative stracture and the creation
ol job titles for the vice presidents reflecting arcas of professional emphasis
rather than exclusive domaims set in motion a new phase in the colleges devel-
opmient Central to this change has been the modeling of a collaborative cul-
ture. an emphasts on the development of student and community-focused
partnersiaps, and support lor a rethinking of assumptions about student fearn-
g and aclievement. Sigmilicasly; the shift also eatailed expanding the num-
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ber of invelved stakeholders and grving more serutiny to actual cutcomes, and
it simultancously established a new collegewide context for resource atlocation
and program development.

The close linkage ard continual involvement of educatonal partners on
the sending (K=12Y and .. wiving {(university) ends of the student continuum
was critical in building a decper appreciation of the preexisting restraining and
cnabling [orces that inflluence important decisions about where o invest time
and resources for maximum studlers benelit. The new culture of collaboration
dramaucally improved the quality of local strategic planning, as sysiemic data
Trom all partners was shared and evaluaied both to chart outcomes and to pin-
pomnt barriers aliccting student progress.

A New Approach (o Planning and Program
Developmeni

An iportant, internal impact of this overall shift was the rethinking of the
purpose of resouice and program development. In the past such development
was used primarily to address problems or meet needs that the basic system
did not atiend w. The new focus that emerged was both systemic and tans-
formational. In analyzing the colleges recent history with grants and other car-
egorically funded instructional and student services programs. we readized that
all oo often. even when program outcomes were excellent, the efforts existed
on the margins of the institution. On oceasion they even discowraged mdnnd-
uals who would otherwise develop programs or services for students. as the
special eftort supplanted the core tstitwtional fanction, bringing new visibil-
ity and resources o necessary work but often excluding instivwionat efforts
already i place.

A new ocus on mternal coalivion building ae Santa Ana College was
estabhshed as a result of identilying this problem and continuing (o seek more
sysiemic solutions o significant college challenges, Extsting stafl and other
stakeholders were mvited 1w work together. applymg their experienee and per-
spectives 1o some ol the institiion’s most pressing, problems and subsequently
implementing strategies o address them. This not only raised morale as the
appropriate stature was accorded 1o the curnent program leaders, but it also
helped move some innovatve work Trom the periphery to the core of the
mstitution. This w turi gave limited inniauves a sironger position as pifots
for potenual Lirge-scale implementation m classioom instruction or services,
rarher than rentunimg stand-alone programs with necessarnly nmined mmpact.
Examples include the expansion of cohort counseling classes for inconnng
freshman in the New Freshman Expertence program currentdy m place col-
legewide and the use of intersegmental dialogue wroups among faculiy in En-
ghish, ESLoand mathematies to improve the matriculavon process and revise
the cleventh and twellth grade curncub

Thus collaboranive and blended leadership roles with policy and budge
authortty can be instrumental i breakmg down some of the mstitunonal
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compartmentalization of programs and services. This promotes a learnier-
centered focus within the college and establishes a culture that encourages
collective responsibility for student access, opportunity, and achievement,
These gualities in an institution are an essential prerequusite to anthentic and
ellective collabormion.

When an established instiwion faces the challenges outlined previously
with the new arganizational structure put in place, an analysis of past practices
and examples of new directions show how it has dramatically reshaped itself.
Previoushy, Santa Ana faculty and administrators had worked for years 1o
address these challenges, primarily pursuing strategies of intervention that
reflected wraduional organizational structures, The Enghsh, reaching, wd math
faculties developed separate strategivs ol remediation, mtroducing new cur-
rnicula. new rechnologics, and new pedagogics. The counsclors, transler center
spectabists, and other student services stafl separately developed a number Sf
support and intervention strategics, improving and increasimg tuoring and
other acadenue support services related o transfer and student academme
achieverment. Although many of these eftorts resulied in new student successes
and some mprovement in transfer rates. as separately pursued intervention
strategres they also represented the status quo in college organization and
plaming,. A look at a successtul progzam that reflects an out-ol-the-box, or
nontraditional, approach 1o college organization demonstrates the elheacy ol
a new paradigm for college organization that focuses on processes encourag-
ing the college 1o respond halistically 1o the needs and terests of students.

The Summier Scholars Transter Institute (5511 was developed out of a col-
laborattve assessment by both the internal partners of the collepe (academic
Al and student servivesY and its external pariners the tocal umversity, ather
community colleges. and a natonal foundation). The mternal partners began
the SSTI program by atempting to determine the barners Santa A students
lace to umversiy transter. Rather than explormyg, this issuce wn the tradittonal,
compartmentahized way, faculty and admingstrators representing both academic
allairs and student services warked wogether. Through this collaboraive inves-
ugauen. the college pantners shared their experience with students, discussing
not oaly baotiers but also ideas and practices that could promote successtul
transfer

Not surprisingly, group members discoverad common ground in therr
dasesstnent of barniers They agreed that chiel among these barvers was tha
many of therr students e unpre pared caliuratly and emononally lor the world
ol ngher cducation. Even though acadenue preparation. particularly i basic
skills, was a major problem for many students, the allectinve ssues were even
more sipntheant and alnost wversal. The majorny of Sania Anas vaditional

Mlege-age students who wm for a baccalaureate degree are poor and have
Lanuly backgrounds that ate either hostle toward or unfanuhar with lugher
cducation. The Tacahy saw this in thar classrooms, but i classes ol thinty stu-
dents, they could not provide sufhicwent mdnadual assistance and support. in
acddinon, both the teaching taculty and the counselors agieed tha the students
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had difficulty forming any positive identification with the college or with other
students. Clearly, amelioratung these barriers required more than adjustments
to the curricutum and more than cotild be accomplished in a session with a
counscelor.

The college partners determined that students would benefit from an
expericnce that combined the efforts of teaching facully and counselors in the
classroom and ok place in a sciung that encouraged the development of a
learning community among students and laculty. SSTHwas the result. ltincor-
porates parinerships between disaipline taculty and counselors in teaching col-
lege classes and, i collaboration with the colleges university and loundation
partners, leatures the wniversity as the setting for the prograim. Thus the siu-
dents experience umversity residential life as they also complete a transfer-level
course delivered in a compressed, intensive made over a two-week session.
The disupline freulty and counselors pair up o lorm @ team in teaching the
English. geology. phiosophy. political science. psychology, or history course.
The residential experience includes additional student support services stafl
who act as waching assistants and group and dorm feaders, providing social
and acadenue support. The faculty also live with the students in the dorms.

The Partnership Paradigm

Now n s fifth year, with approximately one hundred students partiicipating
from tihe college cach summer. the SSTT program has proven quite successhul.
The retention rates among, particpants are signdicantly higher than those
amang, the general population ol transler studems., and the fall wansker rawes
fram santa Ana College to umversities have increased from 411 in 1990 1o 639
_ 1996, OF course the sueeess of SSTI represents Ly more than the success ol
the students who have participated. The program is i example of the shift in
argamzational thinkimg that emphasizes students and their needs as the pri-
nuary focus for evaluation and planming, rather than a focus on depariments,
programs. and services. The collaborative development of SST1 has helped
break down the often compentive structures thae mhitated against cooperation
between academie alfairs and student services and between special and muin-
streant college programs. Ithas promaoted accollaborative model of parimersiep
that recognizes that the whole s greater than the sum of 1= parts, This new
partnersinp framew ork allows the Lculey: stall, and admmistrators to elimmaie
otganizational voids., create connections through common uterests and goals,
and discover new opportuntties for beter serving students.

Thie ST program s also an example of @ seenimghy paradoxical yet ben-
eficnal resubt of the partnership parachgm of college organization. As a strategy
allecting one hundred students each summer, SSTE presents meremental
change at the college. However, e also represents <y stemic change as well, As
a product of the partnership paadigm. SST1Hs symbolic of the pewer of col-
laboranon and of a communiy college that has shifted away trom a compart-
mentalized amd oliew competitive ramework lor domg busimess, Systenile
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change is reled and reinforced by the meremental changes mantlest i new
collaborative programs for students.

The simultancous systemic and incremental change that characterizes the
colleges parinership paradigm can also be seen in several collahoranve pro-
grams created from the suceesses of SSTL Buildhng on 58TIs weacher-counscelor
partnership, aculty and admimstrators from acadenne abfairs and student ser-
vices created the New Freshman Experence program, with cohort learning
communtics for mcoming freshman. Tne program combines hasic skills
classes with guidance classes. Students envoll as a group m. for exampie, an
English class. a reading class, and a counselimg class. The counsclor atte wds
the Enghsh class, assistng the studemts and co-teachmg, and all three faouly
micet regularly ws a team o plan mstrucnon and develop strategies to assist
individual students. This structure helps students form productive, support-
ive relattenships with the Taculty and with one another. The coliege 1s now
expandimny, this leartmg communty concept o melude content arca courses,
mamtantg the cellaboration between disciphine laculty and counselors. The
development of the New Freshman Expenience program {unther instiutional-
ized the systemic change ol the pariership paradigni and represents a new,
sticeesshd meremental change.

The parinership paradigm also encourages interinstitutional collabora-
von. We have atempted o expand thie locus on students by diawing in pavt-
net institutions through several new progiams. One example is the Alrican
Americant Achiesement Program (AAAPY Thas program combines the fearming,
comnnty stiucture with mentoring by busmesspeople, titoring by students
from partner umiversittes, and recruiting relationships with locat hogh schoals.
Now i its second year. the AAAD has demenstrated sigmificant improveimem
in retention rates among African American students at the college.

As santa Ana College institutionalizes the pannership paradigim, it recog-
mizes tiat i must develop its student chentele through outreach eltorts that begin
with Lunshes m the oity’s neighborhoods. One example ol this communny-
centered outreach work is the colleges Community Ouwtreach Paninership Cen-
ters program (COPCY, funded through a grant from the Department of Housing
and Lrhan Development. The COPC program is a partnership among, Santa Ana
College, the University of Cabfornia, Irvine, the city ol Santa Ana, the local
school distnict. and two community-based organizations. hoth of which serve
large numbers of poor immigrant and lingwistically isolaied Hispanie residents
and also farge mumbers of children The goal of COPC s commumity capacity
bulding, with an emphasts on community asset development, leadership, work-
foree preparation, child care, and housing,

Within Santa Ana Collepe, the COPC program brings tagether lacubty and
stedents from cthnic siudics, psychology, and history, who collabhorate with
calleagues from the university in conducting rescarch on community assels
and needs These faculty and students work with chibd development and chil-
care stall from the college and basie skills faculty wha provide direct services
m the commuinty, along with keulty and staff from the commumity centers,

J2




Tk DAyt RsHUE PAR WG -+

sehool distiet, and cnve M the mernal and externat partners are connitied
1o increasing the nwmber of commumty residenis who move through the edu-
canenial pipetine to postsecondary educaton.

Conclusion

The partership paradiggm argues for a new organizanonat culiure m the com-
mnity college. No longer viewed departmentally: the new culture ol collabo-
raton s defined by student-centored goals. This news organizationat model 1s
necessany i communuy colleges are to respond clfectively o rapidly changing,
commumities and to budd new cducanonal markets by reachimg ow (o res-
dents who may not recognize that community colleges can provide a pathway
for futire growth The novon that we cannot do st alone must be applied
against the tradivienai schism between student services and academic allairs
and between the commumiy college and other insitwtions in the community
the pamership paradigm promises educanonal benefiis to the college and the
communty mare powerful than those any single depariment i the college or
smghe mstiuanein m the commamty can realize.

SARCTONDOE S iy v prosident of stiedent services @t Santa Aia Colleee,

JOHN SO NIVON 1 Ve prostdent of deademic affans at Santa Ana College.
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A community college president discusses the colluborative dimensions
of fer feader<hip wle and wavs that collahoration can leverage viral
resotrces i the commuaiiy,

The Collaborative Leader

Carolvn Grubbs Williams

Throughout my admmistrative career 1 have come (o see collaburauon as
essential io the leadership role and ol special henefit o the commumiy eollepe.

As Fassumed my prior position as prestdent of Los Angeles Southwest
College (LASCY Fwas also myalved i the development of Los Angetes Pait-
ners Advocatng Student Success (LA PASSY, an internnstitutional, coltabora-
tive educanonal reform effort funded by the Ford Foundaton That expernenee
canlirmed my sense of the importance ol collahoraton. 1t also helped clarily
the vital role that communuy colleges can play in spanming educational sys-
lems and bringing diverse groups together to mptove the educational
prospects of underserved students.

The Los Angeles Community College District serves as the hscal agent lor
1A PASS When Fanved at LASC, the chaneellor at that time, Donald Phelps.,
asked me w facilitate the process of involving partner insttutions in LA PASS.
Ftook on the assighment, working closely wiih Cheryl Mabey, who. during a
sabbatcal leave from Mount Si. Alanys College, was on asstgnment i the oblice
ol the district’s fegal counsel.

The goal of the collaborain e was to involve as many key institutional
players as possible in focusing on ways to get maore at-nisk students through
the educational pipeline to the baccalaureate degree We vecognized tha
intetinstite tional collaboration faced special challenge.. 3 a city the size and
complexity of Los Angeles. To begin we needed to identily the state ol cdu-
cational reform i the ity idenufy the key institutional actors, track any
record of suceessful practices, and develop a broad-bascd partnership so that
we couldd start building an efficient educational pipehne lor students. We imi-
vally involved the Tos Angeles Unilied School District. the mine community
vallegesin the Las Angeles Commumity College Distniet, and the areas other
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higher educanon mstitutions. We also involved representatives from business
and from a variety ol community groups, social agencies. and refornm organi-
Zations.

During the planning phasc the collaborative funcioned as a commitice of
the whole. \We were extremely democratic in our inital approach. We sent out
fetters to a variety of orgamzations, starting with the cduciional community,
As groups responded., we convened weekly meetings that functioned as fecus
groups. Over time we developed a process that deepened commitmen and
braadened participauon. We used mectings 1o clanfy oritical issues and iden-
tify wha else should be at the table. Then we scheduled another mecting and
further discussed those issues and possible dirccnions for acoon We afways
ended by agam asking who clse should be at the wble. This process was bascd
on the strategic jrdgment that the mere inciusive we were. the hetter the ellort
would be

This process was successtud inmvelving a wide range ol orgamzations.
But ax participation breadened, we were challenged o mamiam fecus on the
poitls of the coltahoratve. We responded by emphasizing four assumptions——
our priority s student aclicvement, we should maximize participation. we
cannet think in terms ol diserete projects. sind we necd o promote cross-
fearning among pariners and across educational sectors,

Our vollective review of existing, outcome dat underseered the need tor
a collaboratve K=16 approach. Data reveaded wholesate hemorrhagng
throughout the Los Angeles educatonal pipelimes. For instance, less than one-
hail of hith graders were proceeding on o high school. omy a minority of stu-
deats were enrolling i "A-E" or letter grade, college-requured courses: less
than 10 percent of commuty college students were translerring to four-year
institunons. hese lindings confirmed our judgment that enly a collaborative
approach mvalving many organizaitons could possibly uspoml to problems
on that scale. Therelore we needed to muolve as NENY groups as possible.
Morcover, to have real impact, people cannot think in terms of single. discon-
nected initiaiives.

Using Collaboration to Facilitate Change

We saw our task as providig a forum lor institutions to plan and act together
to improve the functioning of the cduconal systen at every level. The role
ol LA PASS was coordinaung, and facilitaing rather than direction settng or
controllmg, That worked very well {or the lirst year. Then we began acseries of
geopraphically targeted initiatives, which again chalienged our ability 1o main-
tan a common focus. Also we had 1o hind a way to move lorward with very
hted lunds. We responded by emphasizing the ability of the collaborative
organizaton io leverage lunds by putticg peeple together who can generate
the resourees to carry out the tiatives.

\We had the advantage of commg along e the right time in the Tile of the
ey with areal clamty of motive. TA PASS began right after the 1992 Los
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Angeles civil unrest. and everyone recognized how hatkanized the city had
become, and was concerned with rebuilding the civic mfrastructure. Also
there were many signilicant reform mitiatives already underway that were not
necessarily geuing the visibtht and support that they needed. LA PASS was
ahle to give them a broader arena and greater \ISIhlill). This experience
encouraged organizations to engage in real collaboration. Even though they
had ditferent emphases and many were working separately in the same com-
muanities. they had many common concerns. Qver time, groups began to bor-
row approaches and ghlight cach others initianves as well as LI]L.J.H'_‘ in some
jomnt planning and fundraising

One al the mportant lessons o be learned from this work is that a col-
Iaboratve organization can maxmze the impact of reform cflorts by promat-
g coardination and providing broader exposure to previonsly independent
imnatves. Howevei, such coordination requites a lengthiv and carctul process
ol building tust among the pariners. LA PASS had no wdemuy independent of
the collaborative, so it did not overshadow what the various imstitutional part-
ners were doing. Qur primary concernn was Lo use collaborative relationships
1o brmg people together and promote learning about elfective educational
approachies among the partners, so that practices and strategics heneliting stu-
dents would he widely shared and disseminated.

Maximizing the Benelits of Collaboration

The development of LA PASS provides many examples of orpanizations” see-
ing the advantage of visibihty and leveraging their cfforts to promote educa-
tional rclorm. For instance. my own wstitution. Los Angeles Southwest
College. was working with Jordan High School. We began the collaboration
by inviung the principal and the department cliairs 1o a meeting at the ¢ol-
lege. where we introduced the LA PASS iniuative. As a new presideit, |
aempted (o begin the relationship by asking if the high school had ssues
that the college could help lacilitate. A series of conversations helped us
idenuly a nunther of issues that were discouraging the high school students
[rem continging with their education and led to the development of a new
program called College as a Family Affair, i which we mvited facuity, stu-
dents, and thew families 1o the college. From that activity we deepened the
relationship by moving (o discipline-hased sessions, in which the Jerdan
High department chairs met with college faculty: By the time |lelt the col-
lege, we had involved Jordans whaole feeder patiern of schools in discussions
of curriculum and [aculty development. High school Laculty were meeting
on the campus, the high school and nuddle school faculty were meeting i
summer institwles, and the elementary and middie school lacubty were
mecting.

The Los Angeles Educational Partnersing (LAEPY, a nonprefit organiza-
tion established 1o promote educational reform, was working 1 the same
community and learned of what we were doing, TAEP has long been imvolved




54 CRLATING AND BENFFITING FROM INSTITUTIONAL COELABORNEION

i issues of faculty development and curnculum reform. We reached out 1o
the people at LAEP, and they joined us to expand the work, bringing their
considerable experitse and additonal resources. One of the significant out-
cames was the joint development of a summer faculty institute for LASC, Jor-
dan High School. and Markham Middle School faculty, held on the LASC
CAITI P,

At the same time. LA PASS culiivated other parinerships focusing on dif-
ferent intervention strategics o accelerate student achievement. A pannership
1 the central ity south area, for example. built on an existing collaboration
between the University of Southern Califormia and the Foshay Learning Cen-
ter. Foshay s a K=12 learning center serving 120 eleme vary children, 2,300
middle school students. and 600 high school students. [t has been restruc-
tured inte a series of "academies. developed to link vigorous college prep cus-
ricula to practical school-to-work experience in the fields of finance, healih.
and information wehnelogy. And a paninership developed in the carthquake-
damaged northeasiern San Fernando Valley/Pacoima area locused on health
issues and other noneducational barriers to student achievement. This decen-
wrahized approach has helped LA PASS partners see the power of cross-tearn-
gz i links educators not enly across educational sectors but also across
geographic clusters in the city

Coordinating Efforts and Maintaining a Common Focus

Developing the LA PASS tyvpe of collaboraive 15 to some extent hike building a
virtual organization. As voe grappled with issues of coordination and focus, we
were faced with a number of arivcal questions: How da we know we're on tar-
get? Are we engaged m the right kinds of intiatives with the right people at
the 1able? How do we know where we're going?

Overtime, we identificed a set of common issues that provided the needed
focus. Qur first common theme was “doubling the chances lor suceess™ of at-
sk students at every educational level. A common focus on that challenge
hielped the part pants develop a number of sigmibicant ininatives. It led all the
mstitutonal partners o focus on key transition points in the educational
pipeline. such as doubling the number of filth graders proceeding to high
schoal. doubling the number of middie school students completing algebra,
doubling the number of community college students transferting 1o lour-year
institutions

As we developed the collaborative, we also mamtained an emphasis on
assessment. which enhanced our crechbibty and helped us mamuan focus
because it encouraged systenie planning. The Rand Corporation oftered its
services to LA PASS and was very helplul in assising us with a variciy of
assessment issues. We have consistently devoted attention to assessment and
have worked ta gather district and school-by -school data and w match stae
data with fow-year university and Los Angeles Community College District
dara.




Tl ConiABORAIIVE LEADIR 55

Coordination among the partner institutions was also enhanced by regu-
lar meetings, 1o give people a sense that they were in this together. We were
careful to design meetings to ensure that people were making connections and
sharing ideas. The consistency of scheduled meetings also provided continu-
ity, keeping people involved and at the table. We had & core of people from all
the groups who helped participating institutions stay focused and maintain
communication.

Combining Roles

From the time 1 came o Los Angeles Southwest College | combined the roles
of tecam leader of an interinstituntional collaborative and president of the col-
lege. These combined roles produced a number of advantages. and | never {eh
the need 1o sharply separate them. As president, | saw the collaborative work
s part ol my external efforts, knowing that the collaborative elforts would ben-
cli the college as well as the other paniners. 1lelt that if the college weére to be
successlul in serving the community, 1t had te be part of the collaborative
effort.

Fhe collaborative work also became a real vallying point for change within
the community college district. It helped idendily-and vahidate critical areas ol
need and became a way of leveraging grani efforts. Within my college it pro-
vided exposure lor many people and helped a variety of adminstrators and
stall build connections with counterparts in other institutions.,

L have tried to coninue that dual focus in my current role as president
of Brenx Community Cellege. Community colleges. to funcuon cffectively
taday, need 1o work collaboratively. They do not have the resources io Tulfit!
their missions when they act alone. They need 1o pool resources and draw
on the strengths of various partners to create a healthier envitonment for the
community. However, to develop this collaborative oricntavion, all of us
involved in cammunity colleges need o promote a culiural change in our
colleges. We need o continually educate the college abowt the mutual ben-
clits of collaborative relationships. We need to be comiiited to staff devel-
opment, but we must also build m institutional rewards and incentives to
show that we value collaborative relatonships. We too often look only a
the academic side of what we do, at such cfforts as scholarly publications
and presenmations, We have wo ereate a climate where other efforts are also
valued.

s vear | developed a very open-ended program of tacuity and statl
development In elfect 1 have sad wo laculty and sialis 1l you have a good idea
that is ot of the traditional mold and will cnhance what we do. submn a
three-page proposal and let us fund i Fhave encouraged people o take nsks.
Even as we recognize that not every new effort will work, we need o create
chimates where people are encouraged to see the muual benelits that result
[ronm: colfaboratmg with other departments on campus and with groups in the

COMMuUNity.
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Conclusion

My expericnce, both in Los Angeles and in the Brons, confirms the imporance
ol coltaboration for communuty colleges. The educanonal challenges in our
citics are too vast and the resources in our individual institutions are oo lim-
ited for us to act alone. The development of collaboratives provides commu-
nity colleges with new appartunitics to promote access and enhances the
educational suceess of underserved students.

CARONYN Gresps WHILWS §s president of Bronx Community College.




The natioial managing partner of a ey educationd refonn
elfort performs ¢ munber of 1oles that support mterinstitutionat
collaboration.

Building Local Partnerships:
Contributions of a National Center

Barbara Schaicr-Peleg, Richard A. Donovan

It the 19705 were the decade when universinies and olleges struggled i so-
lation with operational defimuons of expanded aceess. the empha- is on artic-
ulation in the 19805 encouraged them to.explore 1ssucs of aceess and quality
with one another. The 1990s—wiath their focus on luller, broader partner-
ships—ushcered i the decade of collaborauon, which as the contury tarns.
shows no signs of abating,

The current period of collaboration has s roots it the TORQ:. Despiic open
admissions and extensive cllorts 1o provide new students with o wide range ol
support programs. community colleges became increasingly alarmed by daca
mdicating that too few of their students—mmority ssudents m parte ular—were
nanslerring to four-year colleges. Secking solutions and prompted by grans
Irom public and private funders. many community colleges hegan aggressively
reaching out to neighboring fowr-year institutions with the mient of improving
the flow ol transter students between them. In the midst of these vigorous
efforis. it became clear thaiaf the wransler pump were 1o be truly primed, full-
scale efforts had to hegin much canlier than the college years. Too often studems
were arriving, at community colleges not only underprepared academically b
with httle sense of a creer heyond college. Tet alone of why going 1o an unfa-
mitliar, olten unwelconung, fowr-year college would make much sense.

Al Bronx Communiity College during the 1980s. owr onganization, Net-
works. began is work with parierships by managing dillerent interinstitu-
tional transler initatives. These initiatives resulted 1nn more academically
challenging coursework: more redlistic, hinding arnicidation agreements, ad
improved counseling and mformation services. But despite these successes the
transler outcomes dicd not sigmificantly improve.
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From these nmutial effons we learned that if the solutions were 10 be real
and durable, the schools had 1o be engaged partners in any reform activities.
Further, if communities were truly o improve linkages between different edu-
cational sectors, they had to recognize that many problems were too interve-
fated for educational institutions o address by themselves. Ideally, local
partnerships that included not only K-16 educators but also family. commu-
nity, and business representatives would give planners the resources and the
momentum for a conwerted effort.

(n 1989, we proposed the Urban Pavtnership Program (GPP) 1o the Fund
for the Improvement of Postsecondary Education and the Ford Foundation.
Tnitially, UPP was jointly funded as a pilot project in which broad-based local
collaboratives from six participating citics built on existing transfer initiatives.
These partnerships devesoped plans to help schools and coll-ges work more
closely together and implement organizational. curricular, and cocurricular ini-
tattves enabling students @ move less traumatically [rom one school to
another or from one system to another, Educatonal reformers such as Linda
Darling-Hammond (1997 make a strong case for restructuring mdividual
schools to minimize bureaucratic mtyusiveness and to liberate weachers and
tearncrs. However, even the most successfuily reformed single school toses its
cllectivencss lor children il 1t rentains a lonely beacon lor change. improving,
student success reguires focusing on the enuire educational pipeline. Studemis
m stimulating envivons are an a senous disadvantage when they move to a new
level and it tims out o be less academically challengiig than the previos one
and also presents ne logical or organic connecton with that previous one.

We hoped that by convening broad-based partnerships, UPP teams could
build briclges over the chasm that lrequently separaies elementary from mddle
schools, middle schoals from high schools, high schools from conimuimty col-
lepes, and communiy colfeges rom senior colleges. At their hest these collab-
oratively huilt bridges would then lead o systemwide changes. We encouraged
partiterships to huild on existing cfforts, first, by lorming themscelves about
othier lacal reform activities and. second. if posaible. by tegrating carlier efforts
mio thewr new work, By 1991, the Ford Founaation hecame convineed that
such partnerships could play a criical role in improving urban education i
increasimy baccalavreate degree aitunmient, so i expanded the UPP 1o sixteen
cities and promised o support the mitative untl the end of the decade

Recognizing the complexity of the work and e challenges that imdivid-
wal pantnerships would face, the Tord Foundanon also deaded thae o manag-
ing paniner would be essentiald tor assisting the partnerships. updating the
loundation on pamership acuvides. and planmng for the future. As the
Natonal Center for Urhan Partnerships, we became UPPs managing pariner.
e centers many mitatives can be grouped into tive categones of supporn lor
the ststeen UPP reams scattered across the countiy

The center regularly convened parntnershrp teams so ihat they could support
and learn hom one another.

6L




Bu oG Loc Al ParEsRsHIFS Y

The cenier provided a variety of services 1o pannerships—iraining. mstiutes
on team elfectiveness, support for team leaders, and opportunitics for hnk-
mg peuple clectronically via the World Wide Web and E-mail.

The center helped assess the work of cach parnership through site visits and
proposal reviews

The center provided feedback to the funding agency - keep it abreast of the
progress ol partnerships and 1o idenufy issues ol concern.

The center disseminated information through the Web and trachuonal prnint
jowrnals, and pulled twgether tessons gleaned from UiPR

Convener

There is a dlear advantage to biinging people together who are warking on
simtlar eforts. Through large national mecungs and smaller hands-on work-
shops and instiiutes—roted among partcipatmg aites w help hudd local vis-
ibility and suppont—the consertium was strengthened as weams shared
information. engaged i joint problem solving, and began w establish an enu-
ronment of collegialuy and trust.

During UPP s first five vears, when parnership weams were smaller, the
enter convened nadonal conlerences iwice ayvear. Today the center holds an
annual meeting, which team leaders use to showease and reward the work ol
partiership members and o muoduce new partners—a school board mem-
Ber or a husiness exevine, for example-—te thewr pecis mother anes, o the
work ol other partnerships. and to the broader partnership culure. Most par-
tipants attendmg these meetmgs for the hiest time are impressed with the
diversity of the conterees College prosidents and school supermtendents <hare
discussions with parents, teachers, and businesspeople from across the coun-
ey, The center's challenge 15 1o create an open, interactive emvironment where
UPP team members are introduced 1o best UPP practices, signihicant non-UPP
cducational veform cfons, aind cattmg-cdge rescarch.

At least onee woyvear the center schedudes snrailer, more focused confer-
cnces. These mectings, usually thematicatly orgamzed. provide parinerships
the opponunuy to explore key issties i depth witdn colleagues gragapling with
simitlar problems  They also afford the center the apportunny to help part-
neeshups broaden thein thinkang and worle In Mach 1998 for example. the
center oflered a protesstonal development sympaosiun to strengthen the reli-
venshyp between educattonal relorm cilarts and local colleges of edvcation,
partiewdarty w the arcas of preservice and i-service teacher traiming. Although
colleges of cducanion can be crivcal o scheol relom, many UPP enties had
not actively mvolved them te their it plans, But times are changing
Eugene Gareng 199823 notes the natonal movement [rom aninersity -centered
10 school-centered partnerships. The professionai development symposium
altered b nonthrcatenmg and focused approacts 1o estabhishing a collihoranve
planting process beiween school and annversity leaders scaound an essenuial
clemient of cducatonal wefonn.
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Pivotal to team success has been the team leader or parinership divector.
Few face as challenging a role as the leader who facihtates the collaborative work
of multi-institutional partnerships. Such leaders have no exact counterpan and
few natural allies within a partuership. Gene Maerofl (1998) identifies the
higher education reward systems that oller faculy litile incentive to participate
[ully in collaborations, the significant cuitural differences between schools and
colleges, and the “junior status” of precollegiaie education as obstacles imped-
mg collaboration and thus major challenges for parnership leaders.

It hecame imponant for the center ta create forums that would allow 1eam
leadsrs 10 exchange information about partnership policy and practice. Issues
stch as how 1o deal with an uncooperative school superintendent or how hest
to build bridges with ether local reform organizations are the concerns that
UPE directors deal with on an ongoing basis. Because some team leaders
alrcady wilt have dealt successlully with, for example, securing institutional
buy-in, they can act as resources and mentors for other leaders. As a result of
sucht assistance, newer UPP teams can frequently develop more rapidly than
their predecessors.

Provider of Services

Because multi-mstitwional collaboration is challenging and foreign o the way
msttutions typically operate, i 1s essential for partnerships 1o have time to
tocus on the critical yeu easily avoided problems thai can significantly inhibit
then work. Desprie the fact that most UPP parinerships scheduled planning
retreats. leam-managed lorams were seldom able o confront or resolve the dif-
ficult issucs that are often roadblocks to success. In response to this challenge,
we created a two-part training institute, the Institute {oy Elfective Parinerships.
Frst, it provides partnerships with expert assistance to work through leader-
ship and communic ation problems, clarify and accept the roles ol the diverse
partiers, and wdenufy ways those partners can contribute to a shared vision.
In addition 1o identilying and training consultants lor this work, the institue.,
as  friendly outsider familiar with the issues, 1s often able 1o help parinerships
renain focused and address priority concerns. Second, the institute focuses on
defining systemiic change lor interinstituttonal teams, helping them develop an
cflective planning process, and helping them work more collaboratively:

We have tound technology to he an enormous resource for collaboratives.,
hoth mationally and locally. For example, the center provides electronic net-
working. and the center Web site hup:/Zwwwncup.org) mcludes mformanon
about what is happening within UPP and ather consonia, announcements, cal-
endars, mbliographies on partnership findings, funding opportumties. and the
texts of key speeches—suich as President Clintons February 1998 speech on
partnerships—that allect parership work. E-mait and histservs are helping us
ot wdeas for meetmg agendas and speaad intatves more cliicently and cco-
nomicaly. We work closely with individual partnerships to help them sec up
thew own histserys and reflect on how to use technology most ellectively at ther
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sites. Although technology offers pannerships significant support, withow lead-
ership and assistance most of them will be overwhelmed by it. Consequently.
in 1998, we offered a training mstitute in conjunction witi the University ol
Maryland 1o help UPP colleagues maximize their use of technology.

The center also works closely with UPP team teaders on an ongoing hasis
to identify and resolve local problems. On request we attend team retreats, rec-
ommend workshap facilitators and consultants, and review preliminary fund-
ing proposals. In times of crisis we tend o invite owrselves wo eam lunctions
10 determine the depth of the problems and suggest next sieps

Assessor of Partnership Progress

Site visits provide UPP partnerships the opportunity 1o showease what they are
dang and receve dispassionate feedback. Sie visits also permit the center 1o
undetstand betier what is really happening at the mstitwional levels (particu-
tarly 1o assess the degree of local participation and buy-int and o help initiate
changes. For example. in one cny we determined that the parinership was
Moundering because the team leader was too dominant. and we urged a more
decentralized form of decision making, which the wam quickhy endorsed and
the team Icader acceded to. In another instance lack of buy-m by an fluen-
ual school hoard member was slowing the implemenation ol agreed-on cur-
ricular changes. By scheduling a small working meeting with the schoal board
member, we were able to place s ciy’s efforts within the context of the
national reform movement and win hus approval.

The center reviews proposals and because of 1ts close reladonship with
the partnerships can venfy proposat details and help the funding ageney iden-
tify issues of strength and concern. For example, we have heen able 1o see
when a proposal is too abstract to do justice to the excellent imatives under-
way at ground level. Frequentdy ciues have been successiul in submitting
tevised proposals after receiving center leedback.

Provider of Feedback to the Funding Agency

The center interacts with the funding agency through mectings. direet con-
versations, and ongoing E-mail communicaions. \We provide the ageney with
up-ta-date information about partnership activities and specilic concerns laced
by teams Gene-ating clear RFPs is a time-consuning art, and by particapating
m the development ol RET gidehines, the center has been able to expedite the
lunders work and head ol potential problems.

Durimg most ol its UPP work, the center was fortunate in having a pro-
gram oflicer from tie funding ageney » © ~virtually becamie part of the cemter’s
sener staft Not surpnsingly. other senior stafl at the center enjoyed unusual
access o the funder and were able 1o participate in strategic planning often
denied gramecs. This led 1o o more coherent and fully shared vision between
the Tunding ageacy: the center, and individual city parmmerships.
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Disseminator of Information

By workimg with sixteen different collaboratin es inas many dhi rent aues, we
have learned much about partnershaps. The eapenences of such a wide van-
ety of unes have helped us denuly siages of icam development. strateges that
lead 1o successiul collaboration, pndumlm barners. and the onnical role of the
team leader Although the dissemination process s ongomg. ceram auvities
have hecome rounne

Through print and clecrome »cports. we dissemimate desenptive mior-
mation gueckly and broadly 1o all UPP paroapants Witk a chick ol the mouse
the Ltestintormantion abaat nanonal and ioteenanonad meenngs. such as the
certers stmmer 1998 stdy tour and conlerence in South Alnca. s available

Imtialiy through the center magazine, Alfien, e, and later through the cen-
ter Web sl ilormzation abow indimadual pnrlm—rah'p accomplishments and
drssussions abowr comral issues reach key peopie mn each of the LPP ciues.
Bevatize the tnformation s comims from 2 natonal orgamzaton. 1 s som
Ltes poice s as inore redible than e ere only o local dann

spetal focus publcatons, cuch as s stadies of the Newark Facaly
Alltance. LUI]\_C.nLd with K-Té currn wlum and pedagosy or of the samia Ana
~umiimer insttuie for communmy coltlege students, discussed elsewhee m ths
volume. are also published resularl,

Mo organize presentations i comletenocs dand mecinas dhat indude cone
HANIT .Il‘l.‘.t}w-— of colishoration cnd ropetis onddodil ctlorts Acam the gaal s
e help e partner-hyps achicee sreares local and nauona cvobnbin

Conclusion

The chatlenges thay pariner~hips face as thes o noomake ~ustanzhic and sve-
emic Changes i schools colleses and universines ~hould net be undoresi-
mated  Ner can cducaiors inore the sabstanual benchis that result rom
<ttceessful collaborauon. As bath g tosted alt and an outade the Nanonal
Conter Tor Urban Partnersbips has soughi teviani o hcas on moving par-
nerships toward oing other partrorsimps ws a larcer colivaune as well aso
provide the venifc nudgaes that keep mdn dual panoeeships noving 1o ard
svateire Janee B difhoait to oy what the re-ales wontd hase beenf e
sivteen partserships g didlerent aties had remannad disconnaaed from cach
aher thrm_wnuw the vears o the UPP However constdening the Variety of <er-
viees the conter b I“I‘MILILLI RHUEE AU LR LA | b s ;]Lil‘lli PemenviE it
~ceits ~.|ic torcondide that the conter has muade the work of the partnershims
[NEH Y]

Phe et that the conter s bocated @ communits colicze has viven oome-
munty culleves hohiened credibiliny amona the mlh remi e~ Adthoucsh the
ditlerent funciions ol 4 nyonad munanng orunzZInen dre Net e essanig
dependant onany msoinal Bopes most e mal mniatioes o cemered a
assoutations o re-cath universiies T decision by e Tord Foandanon and
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the Ciy University of New York to hase the center at Bronx Communny Col-
lege sends a subile message 1o prospective partiers, who are freqaently dis-
iracted by issues of turl and pecking order. Il edueators are 1o construct
callaboratives that value and build on the strengths that cach of the partner-
ing msututons brings, 0s essentia! that they avoid bemy distracied by ancient
chches.

Systenic change is sfow and remains an miposing challenge. But many
L'PP cities are making mare progress—and dilferent ty pes of progress—than
they hiad made helore Teams have engaged more and more stakeholders in
cripeal conversaitons and are beginning to realize the povver and impact ol
meaningiul coltaboravon. The rele of the center 1s an evolvimg one that 1s
sometines Tlled with frusiraton, but warching unprecedented cinges
ocetr—and helping 1o mflluence them: —is vewarding,

Relerences

Praching Faomneoad b T Reehero dearn A Blacpog fov O g Solio’s Thar Woell
Fratwas e ]t""‘l"\-}‘.‘.l"*‘*_ [uay

Garete b Collaboaton s suppert of Diver-ay A Dean s Pelleciens 7 Oneemanes Geund.
Juas =~ Te—3

Sacrell Gl he Banwge of Pastntershipes oo cnmen Gateesd 19t 5 pET7-124

By S Pitoos assecidte ditecter of the Natonal Conter for Erban Paoe-
nrnhqh

RicHARD A Dovovas s diedon of the Nationad Center for Drban Parinersings.
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Inan interview with L Steven Zwerling, senior divecto, the Ford
Foundation. ssue editor Dennus MeGrath asks about the funder s view
of colluboration and the new rale that is developmg beoveen Junders
and gruntees.

Funding Collaboratives

L. Steven Zwerling

Pl Could vou explain why the Ford Foandatuon. and other funders, inave
becante mtetested o supportng collaboraton? From a lunders pesspective,
what 1= different abow fundmg a collaboranve?

1577 All lunders seem o be taliing about collahoranon these days. and in many
ways | see this to be problematc, even though we tao are encouragimg and
funding it T see a lotof collaborating tor the sake of collaborating, as if theie s
sote ntrinsic zoed in cotlaboration. But I'm not sure that it has intrinsie value.

I sull beheve m the power of individual inniative and wha can he
achieved by someone who has a strong sense of purpose, @ vision, a mission,
working alone against the currents. The paradigm-breaking individual And so
I'm skepuieal about the vaiue of a lot ol the collaboraive activity that is cur-
rently underway, even with support from major donors, hecause there are
many untested hypotheses with regard 1o its effectiveness.

The ceniral hypothesis is thar seemimgly mtraciable problems in educa-
tion ;e suseeptible to solution through collaborion. | do notas yet see alan
ol evidenee to convinee me that that s m fact true. On some level. collabora-
von leels hike the “mmovatton du jour.” Fhis may sound ironic since mudh ol
what I've been lunding while at the Ford Foundation has been ol a collaho-
rattve pature. What 15 cnitical i the evidenee that convinees a funder that of
dl the ways that we know o approach certain problems, a collaborative
approach is the best one. So,n the cases where the Ford Foundation in s
education work s funding collaboratton, I'm hoping that tus isn't just
because we see 1t 1o he the fatest panacea but rather is based on evidence that
lundimg parinerships w support ol certain kinds of educational change works
better than other strategies and thus 1s worth a magor investment.
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Let me he more spectlic. A major goal for the Ford Foundation has been.
for many years. to support clforts o expand access to educational opportuni-
tics for disadvantaged siudents. Through the years. we have done a number of
things to help students from disadvantaged backgrounds, both in urban and
rutal settings, nmore stccessludly than m the past move through the full K-l16
educanion system. That has been a maor focus for the loundation lor three
decades. We have tned a varieny of approaches over thae nme and e come
to feel that a key element is to help various paits or sectors of the educational
system [it together more tghtly:

Most of the work, though, tended 10 be secior spectlic—mddle school
projects—or aciivities designed to improve ihe connection between two parts
of the educatnional pipeline—wo- and fouryear colleges. lor example. Bur the
nunibers didiit change that much. except. perhaps, the high school gradua-
non rares for centam popalatior. cohorts. College-going rates. the transler rates
from two-year to four-year colleges, baccalaureate attnment rates have not
changed much duis 2 the fast decade lor at-risk students, And come weuld
argue that for certue. sigmbicanm parts of the populaiton—Hispanic students.
for example—thmgs have actually gotien worse So, what 1o do?

This led us to feel that we needed wnvest i fully cross-sector work In
work that was truly more K through 16, We needed to work simultaneously
with all the parts ol the educational system 1o plug the feaks i the educaional
prpcline. Ths ied us o leel mimumally that we needed o foster work through
our granis that would help people work collaboranvely at the elementany. nud-
dle. hugh school, community college. and senior college fevels

This. though. is just one laver ol the collabariive work we are lunding—
pantierships among K—16 educatars. Though working this way scems com-
monsenstcal. [sull acknowledyge that since there are lew sustained stceessiul
examples of collaborative work of thus kind, the jury i~ sifb outin regard 1o
whether or not cross-aector collaboration in fact can push the numbers.

More complex, and even more untested. 15 the attempt to take the col-
laboration hotizontal as well as vertical. I the vertical collaboration represents
the K=16 ppeline. the horizonal nature of the work we've been funding now
extends 1o players hevond the schools. The hiypothesis here 1s that schools can-
not achieve these ambmous woals on thetr own. They need the help of com-
ity -based groups. corporattons, pubhic olhcials, and the wider public.

Thus it became clear o ws that it was worth testing the value of a hari-
cental collabotaten that brings employver groups and parents. communiny
sroups, ard civie leaders muo partnershyp with the schools. This ceems addi-
tonally important since we hope the gams that may oceur will be sustained.
and it 1s therefore necessary to have at the table, playing enucal roles. people
who have the ability to shape poliey in capport of systemic change—repre-
sentatives from all commumties and interested parnies.

We are testing the logic that working m this vertically and honzontally
mlegraled way can help contnbute o the kinds of nuprovements and
enhanced opportunities that we have been secking as a foundation for decadvs.
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pai: Youare providing a sense ol the ustory of the foundations thyee decades
ol trymny to improve access with sectar-specilic progeams and strategics. [s a
recognition of the complexity of the levels of education and the many siake-
halders vital o students’ success driving you toward funding collaboranons?

152: s even more complex than that. In our carlier sector-speailic work, we
luled w aggregate our work adequaely:

For example, take our work 1o help community colleges enhance therr
transfer functions. We saw it as insportant to work on creating curricular path-
ways so that students moving, lrom communuy colleges w the four-vear col-
leges woutld have a coherent miath experience or a coherent experience n
wiiting. But nowhere did we anempt 1o put all the curricular preces 1ogether
so that students would have a comprehensive aind coherent academic expent-
ence. We tended o slice up our work: into diserete and separaie projects.

in the current ueration of things, we are not only aucempting 10 work
across the sectors but we are also attempung to work comprehensively in an
iregrated and collibonitve way within the seciors.

M You seent to be suggesting i new togie of furdmg, rooted v a refllecoion
on the limitatons of carlier programs. Could you discuss the role of commu-
nity colicges m collaborations 1o promote vducanonal access?

70 Tet me sart with a quick prece of history: One of the Ford Foundanon’s
carly mnatives, the Uthan Community College Transter Opportunity Program.
durimg the 1980s, focused on the connection between community colleges and
senior institutions. The goal was to see mare minority students than in the past
carn baccalaureate degrecs. \We worked with many institutions, a lew dozen,
over an extended period of time and in truhy didnt see much change in their
transter rates. by thinking about what 1o do next, m response to these disap-
pointing data, we began 1o feel that it was essential o buld stronger connee-
tions between high schools and commuiity colleges. We began 1o fand
ittty es such as the Middie Callege High School. which is an institunon that
bridges high school and community callege by allowing students o enroll
sinubtancously in both places This was one ol a number of concurrent enroli-
ment strategies we funded that also included. at the other end., projects tha
allowedl earoliment ar two- and four-year colleges.

We came 1o feel that we needed L work with the entite systom. o plug
the leaks that eaisted at each ransition pomt We also wanted 1o strengthen
the qualiy of educanion that the students got carher on. so that by the time
they got o communny college, and then transferred. they were prepared 1o
suceeed. So.the more that we thought about the need o work across the entire
K-16 spectrum, the more community colleges began to loom as that nexus
institution. an ideally situated bridge between the precollegiae and baccalau-
reate waorlds. And for that reason—they are well posiioned to play a connee-
uve bridging role—commumty celleges are more comfortable than senmor
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colleges in working with high schoels, while at the same time more comfort-
able working with senior colleges than are the high schools. They ave really of
hoth worlds: the worlds of precoliegiate and collegiate education.

Thus the community college emerged for us as ihe institution that could
best help catalyze acuvity at both ends of the cducational spectrum in supporn
of enhanced educational opportunities for disadvantaged studenis. Therefore, in
the successor program o the Urban Community College Transler Opportunity
Pragram, the Urban Paniership Program, the majority of granices in the sixteen
cities where this work s underway are communuy cotleges.

i What characterizes community colleges that are most ellecuve ar faaili-
taung collaborauon?

1z Dwould melude @ presidennal leadership that sincerely beheves in work.
ing in parinership with other institutions. Twould look for a track record by
the president of having close professional relationships with his or her CEO
colleagues, partcularly the presidents of the fowr-year colleges thar the com-
muniy college students go o onwce they ransier.

Equally important is that the president have strong working relanon-
shps with the school superintendent. Obviously its a bonus 1l vou hied that
there are strong ties 1o the business communiny and 1o polincal leadership
and community-based organizanions. Those ave rarer things wo find. butf
you have any evidence of that ac all, that certamly is a signal that a fegitimate
collaborative brokered by the communuy college can come into existence.

Another thing that we have found provides evidence that the community
college is well suited 1o play this role is evidence of structural relationships that
cross dilferent sectors of the educational system. Most sigmficant are strong,
direct partnerships with feeder high schoals and the lour-year seceiving insti-
tions ! would look at the progiammatic or disciphne Tevel wo see whether or
not there are examples of math teachers in the high schools and community
calleges and four-vear colleges somehow being aware of each other and work-
g logether, even in casual ways.

par Finally, leds discuss the challenge tha collaboration poses o the lunder.
How docs it chunge the ways in which lunders think and do business?

e Inan carlier model of phidanthropy, a lunder swould establish priontes o
guide graninwiking, set aside resources, convene an advisory group to help
develop a fairly prescriptive RFE and then send it out, announcing a compe-
ution, There was not a lot of negotiation hetween funder and grantee in regard
to the overall goals of the initiative, how progress would be measured, or how
ene would commumicate what was learned. There also tended 1o he linle effon
Lo foster learning among, grantees. In elfeet it was a very funder-centered
process In my view this top-down approach is not appropnate when asking
gloups to collaborate. The funder also needs to be willing to get ino the mix.
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In addition. m these kinds of collahorative snuations, one ol the major
goalsis learming. We need to bring about change and share that learning as
widely as possible so that what 15 gained can be sustained aler the exiernal
(unding ends.

Also, sinee its obwious that the people on the ground are going io be the
ones that carry out the work and take most of ihe risks. it seems essential for
then 1o Le a part of the process rom the very heginning, even from when the
aoals for the inltiative are developed.

This new tundmg model 1s an ongeing, dynamic parmersiip that calls for
the people receiving gramts and the funders o be connected and continuously
learning from cach other

L. STEVEN ZWERIING is seator duediorn, Bducatton, Modie, Arts and Cofnire Pro-
gram, the Ford Foundation.
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The assessment of collaborative cfforts 1s a complex but vitad cffort.
Lessons are derived [ront an assessment of multisite, nudti-mstitutional
callaboratves.

No Pain, No Gain: The Learning Curve
in Assessing Collaboratives

Lawra I. Rendon, Wendy L. Gans, Mistalene D. Calleroz

The assessment of mulusie, multi-mstitvnional K=16 eduacational collabora-
tives is a significantly complex challenge. Not only must atention be given 1o
the diversity of locanions and institwtions but evaluators must also consider
issues such as the heterogeneity ol social and educational programs: differences
i the wavs data are aceessed, colledted, and reponied, dilterences m whan pro-
gram funders expect in the way of assessment; and what grant or vontract
recipients expect 1o accomplish and are able and willing to deliver. The chal-
fenge becomes even more complex insolar as evaluation is uswally viewed with
suspicion and lear; further, internal and external political tensions and prob-
fems are diflicult to bring o the surlace with sufhiciemly exact claray 1o find

resolution. ,

Ford Foundation Urban Parinership Program

This chapter presents a case study of an assessment project designed o evalu-
ate the Ford Poundation's Urban Parinership Program (UPPY. The UPP 1s one
of the nation’s most important indtiatives. designed o assist sixteen of the
fargest US cities 1o eradicate the barriers that preclude the educational
progress of at-risk students. To address this goal. cities developed partner -
ships—c allaborative 1cktionships with key enttties such as K-12 schools. two-
and lour-vear colleges and universitics, community-based organizations.
clected officrais, and business and industral organizations. These partners have
astake in ensuring that all students. regardless of hackground. had the uppor-
tunity to learn and develop their fudl potential. Collectively. these partnerships
ave hecome a voice lor at-risk students.
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The participating cities in the UPP are Bronx, Chicago, Denver, Houston,
Los Angeles, Memphis, Miami Minneapolis, Newark, Phoenix, Queens., Rich-
mond. Rochester, San Juan (Puerto Rico), Santa Ana, and Seautle. These six-
teen cities ested the notion that it takes a partnership to marshal and hink
community services in order 1o restructure and integraie the entire K-16 edu-
cational pathway. A kev element in the success of each partnershup has been
involving leaders [rom different sectors, whe can use their personal and insu-
tutional power ta come together and find solutions to shared problems. City-
wide alliances have also worked together 10 shave services and resources.,
develop goals, solve orgamzational dilemmas, and understand and resolve per-
sonal diflerences. They sought to overcome entrenched layers of damaging arti-
tudes, policies, and pracuces that worked agamst student success. UPP
callaboratives sirved 10 develop creative solutions, recognizing that there were
multuple wavs to change social services and educational sysiems.

UPP Assessment Model

[he UPP was mitzted 1991 with a focus on assistmg ciies o develop -
tatives that would break down the barmiers 1o academe suceess ol at-risk stu-
dents. Providing, program leadership and technical assistance was the National
Center for Urhan Partnerships iINCUM. based at Bronx Cammunity College of
the Gy Unversity of New Yark. The one nonnegouable iem related to par-
ticipating i the UPP was that each city must engage in assessment. Partner-
ships were assured that evaluation resulis would not he used o withdraw
hunding and that i Lact, assessmient was a necessary process for improvement
and modilication. Subsequently the UPP Natonal Assessment Center was
established w Anzona State University 1o 2sist collaboratives with designing,
collecting. analyzing, and interpreting citywide data. with partcular atention
patd to the academic pragress and outcomes of at-risk students.

The VPP assessment model was conceived in 1992 wheu the Ford Foun-
dation program officer convened a diverse group of educators, researchers,
jowrnalists, and NCUP stall 1o develop the orgamzational framework that
would guide assessment. At that time it was dectded that evalwation would be
multimethod (quantitative and qualitauve) The focus was 1o build the capac-
ny for partnerships o conduct therr own assessments, so that when Ford
Fowndaton involvement ended, the cines would have a well-designed, field-
tested maded that they could employ Other clements inchided making the
madel

Easy 1o unaerstand and miplement

Fully panicaipatory, with all callaberauives playing a role in delining the owt-
comes 1o he assessed. the data elemenis to be gathered. and the methed-
ological approach o be followed

Nonthreatenmg, and nonjudgmental

sulhdiently nigorous o enstre worth and credinhyy
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The UPP assessmient efforts were to have a national siall, including a divec-
tor, assessment facilitators who would be assigned to help build capacity in
each city, assessment coardinators, who would be contact persons responsible
for assessment in each city, and rescarch consultants, who would have exper-
lise in quantitative and qualitative methods.

The goals of the UPP assessment were as lollows:

To build and strengthen the capacity of cach citywide partnership o col-
lect, analyze, interpret, and apply evaluative data in erder 10 bring about
systemwide K-16 changes
To assist ciywide partnerships in conducting a rigorous, high-quality o al-
uation, resulting in data 1o help
a. Ascertain student outcomes and also the factors that may have led
10 thuse oulcomes
b Document strategies tha work and lactors that might be stirbuied
o students” success or kilure
¢ Deline the factors that influence the organizational effectneness ol
the partnershyp
To employ citywide da from the sixicen partnerships 1o learn more
about what can be dony 1o create systentic change and help collaboratives
function mare effecuvely
To dissenminate research findings v journals. at navonal conlerences. and
through other means

In 1996, the Ford Foundation supperted a new, primarily gqualiative
assesstient componenit foi determining the extent to which the 1cams were
promoting systemic change. This iniliative was a seen as 4 complement o the
ongomg assessment efforts and was located at Lasalle Universiy: Tis focus was
to learn more about the following ssues.

The context of reform efforts at the institutonal, city. and state levels

The way the partnership defined and understood systemic change

The history and developmeny of the partnership

The lessons iearned by the partnership in the design and mplementauon of a
model of collaboration

The role ol interventions and magor actistties in the partnership

The ellect on the parinership of participating m a national consortium

Assessment Theory

IEwas necessary to employ a theory that was applicable 1o the UPP as a large-
scale, muli-institutional, and complex social program, and this led 10 the ques-
tion of which theary 1o enmiploy. On the one hand there was concern that the
‘assessment clients (Ford Foundauoen trustees, public policy makers, and so on)
would want empincal evidence based on quanutanve methods. Maoreover,
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pecause the desired acade. . outcome was the baccalaureate degree. it was
determined that student academic progress would be tracked through the
examination of key guantitative indicators across the K-16 system (that is, high
school GPAs, 1wo- 10 four-year college transler rates, baccalaureate artainment
rates, and so end. On the other hand some of the city stakeholders argued for
aconstructivist approach based on qualitative miethods such as in-person mer-
views. cthnographies. case studies. and focus groups. These stakeholders
helieved gualitative wethods would tell more about pannership milestoncs,
fessons learned, and systemic change. However, the drawback was that exclu-
sive wie of quahtauve methads would restrict evaluators manly o entical con-
templation of the program. storytelling. and dialogue with stakeholders.

Consequently, the theory guiding UPP assessmient had o represent mul-
tple metheds and approaches. Integrating quantitative and gualiative meih-
ods = new an aceepted evaluation practice. given that bath methads are still
tow much m development 1o he accorded exclusive status and thai the hest
examples seem 1o be mused medels (Rewchardt and Ralhs, 1994Y. This s nat
swrptisng given that evaluanons are conducted under many constramis (Datta,
19942 such as short ume frames, relatively liutle money intractable measure-
ment challenges. scanty baseline wformanon, widely varying agendas. delays
in obtaimag clearances w access dataand in securng additional fundimg, and
the need w nuninize demands on otbers

It was modern evaluation theonists such as Lee | Cronbach and Peger 1.
Rosst whoe oflered a theoretical model that was appheable w the UPP Cron-
bach and Rosst are integrators who swiveyed diverse theoties that have
appeared sawee the 1960s and tried 1o fi these preces of a puzzle nto a coher -
ent whole, Theirs are contingenay theones, which attempi o speaily ander
which crrcumstances and tor which purposes different practices make sense.
According wo Shadish, Cook.and Leviton (19913, pood evaluation practice for
sockdl programimng 1s based on five components. theory of social program-
ming, theory ol use. theory of know ledge constructuion, theory of valumg, and
theoty of evaluation practice. They categonze Cionbach and Rosst as “thid-
stage” theorists who have, as their major focus, the synthesis of work from pre-
ceding stages. Shadish, Cookand Leviton summancze the theoreuaal posiion
ol Cronhach and Rossi it cach of these five components.,

Ih constdermy, the first ol the tive components, tieory of seaal programs-
g, thnd-stage theorists agree that socal prograns are polincally allected.
that they chunge gradualhe that improving, existing programs offers the best
chanee to contribuie to short-terme socizl change, and that radhical change
requires A Jonger-term perspective. For the sceond component. theony of wse.
Cronbach and Rosst nete the importance of using evaluation o think ahow
ssues. dedine problems, and gain new ideas and perspectives ienhghitenment ),
he theortsts also stress that evaduation iindings can he used o mplement pol-
108 dnstrumenial oset

T thied compoenent. theory of Inowledee construcnon, = based on the

notien that assessment has a paace tov all methods—case studies, ample -
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veys, randomized experiments, and so forth. Method choice depends on the
strengths and weaknesses of methads for meeting information needs. The
fourth component. theory of vatuing, allows sensitivity to the values of the stake-
holders and of the policy-shaping community that evaiuators serve.

For the filth component, theory of evaluation practice. both Cronbach and
Rossi recommend program monitoring. The goal is to idently implementation
problems, ensure the program is designed to meet relevamt needs, and discover
unexpecled ouicomes.

Assessment Stages

The first six years of UPP asscssment offer a fascinating account of the com-
plexities involved in designing, implementing, correcting. normalizing, and
stittuonalizng a large-scale evaluation model. The first two years may be
viewed as a formative stage. charactenzed by plannimg, organizing, budding
capactty, and gathering datc The seecond twe years may be descrthed as nov-
mative, a pertod of learming, correcting mistakes, and hwilding consensus
and support for assessment. The filth and sixth years were a time of assess-
ment institutionalization. A solid basis for continuing the assessmenit process
was established, with data collection and integration providing tangible
results,

Years 1 and 2: UPP Formative Assessment Stage. Year 1 (September
1. 1992 10 August 31, 1993) was spent developing the UPP assessment model.
stalfing, organmizing for assessment, and helping collaborauves build the capac-
iy o desipgn and conduct their own assessments. Durning the formation of the
project. it was decided 10 have vearly assessment mectings that would bring
all parinerships together to work on assessment issues. At the first meeting the
partnerships deaded thi assessment would focus on three areas: tracking indi-
vatonrs of student progress acrass the K=16 system, asceriainmg the ellective-
ness of mnerventions developed in each city and determining how well cach”
parinership lunctioned and operated and the extent to which it was cffecting
svatemie change. Although partnerships were supportive of their new evalua-
ton role. there was some cenfusion ahout evaluaton expectations and*focus
and about the use of evaluanon.

To clarily these issues, the Ford Foundavon program officer ook an
active role in shapmg the assessment elfort and commmunicated thiee reasons
why partiapating UPP cites were being regitred (o engage in evaluation.
frest. partnerships were told that 1 was very unusual [or the loundation to
make a0 ten-year connnitment to a project. Given the extensive amount of
work to he done and the signilicant loundation conmitment, it was 1o he
expected that the foundation would want 1o know what it was getting, [oq its
mvestment. Seconid, partnerships were encouraged w be more reflective, sens-
mg. and sell-correctung practitioners. Third, partnerships were informed that
they had @ responsibihity 1o the hield of education itsell 1o provide credible
data 1 support of thewr claums of effectiveness. T was lor this Last reason that
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the program officer suggested perhaps the term assessment was more appro-
priate than the term evaluation. The lormer suggests siting together i a col-
laborative fashion to engage in the process of discovery of meaning in the
work of the parinerships. Assessment thus became the operable term defin-
ing the work of the UPP—a work i progress. an investigative process that
was exploratory rather than confirmatory and judgmental.

To provide focus and dircction at the local level during Year 1, partner-
ships were asked 10 develop evaluation plans that specified objectives, the areas
o be assesced, timelines. methods 1o he used 1o assess cach area, and evalua-
tion questions to be addressed. These plans would serve as the blueprints for
conducting assessmcnt in cach of the ates. The plans were reviewed by the
ratonal assessment stall and suggestions were made lor improvement. Cines
that had strong connections with local evaluation experts or teams including
such experts tendel e have the best plans.

I Year 2 (Sepiember 11993 to August 31, 1998, work began on col-
lecting mumcencal daa on indscauors of student progress and the cllectiveness
af the pannerships. These quanutative data were viewed as basehine inlorma-
tront that would give colliboratives @ better sense ol where problems with stu-
dent progress exssted. i arder that corrective strategies could be implemented.
Because parttierships asked for more direction and speaficny in therr assess-
mwnl clions, assessment stafl and ity - takeholders collaborated 1 produce the
Evaluation Manual {(Rendon, Nora. and London, 1994 which was then sem
o cach aity:

The manual mcluded secuons on setmg objectives for cach educational
tier and on matching ehjectives with activities 1t also contamed tweniy-two
tables for which partnerships were wo provide student progress da. In addi-
tion. the manual included the Student Aspurations Survey. which was to be
admmiztered to a random sample of students at the sisth. cighth, tenth. and
twellth grade levels. It also contained a survey designed 10 assess the ciywide
partnership, which was to be administered 1o key allance leaders and retamed
1 the assessment divector.

Years 1 and 2: Lessons Learned. Years §and 2 olfered several valuable
lessons ahout organizing a large-scale asscssment project:

Organizing lor assessment mea large-scale program takes time and patience.
Carelul attention must he given o stalfing. responding to local needs, clar-
ying purpose. setiing clear goals. and alleviating apprehensions among all
parttes mvolved about the use ol assessment data.

[he ivolvement ol the program olficer m stressing the mponance and role ol
assessment s critical throughout the course of the pragram

The best evaluatien plans are those that are crafted with an assessment 1eam
or lacal evaduation experts.

Despite lunding, agrencey eftorts to grant awtonomy i planning and conducting
assessnrent, stakeholders are likely 1o seck direcnon about what the agency
“really” wants. Consequently, assessment stall has to contimually mvolve
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stakcholders in evaluation planiing and in the crafung of decuments that
will be locally employed.

Years 3 and +4: UPP Normative Assessmenlt Stage. Throughow Year 3
(September 1. 1994, 10 Angust 31, 1993), the collaboratives were intensely
mvolved in assessment—iracking mdicators of student progress, asscssing their
inerventions, and examining the functioning and operability of the panner-

also beginning 1o note their achievements, challenges.
aind prroblenss with assessment.

Year 3: Adhicvements, Challenges, and Problems. City assessment coordin-
tars reported how assessment had been usefud in their parinerships m the fol-
fewing areas:

Emplovinent of evaluation plans. The assessment process provided collab-
oratives the opportuniy to conceprualize and design thewr own evaluanon
plans that served as blueptings to conduct sssessment

Integration of wssessment o the worke of the parmership Cities were begin-
nmng o see the impoitance of engaging in assessiment; assessinent fed to msn-
tuting permancnt evaluaunon groups and creating, updating, and expanding,
demographic databases

Increased collaboration with kev stakeholders. For many coordinators, the
dastasment Process was key mestabhshimg or consohidating workmg relation-
ships amoag the partnerships constituences.

Advaacement of Jundraising. Several coordinators established a direct ink
between lundratsing and the assessment process.

Desprie important posiive benelits of evaluation, the assessitent project
also faced nunerous chatlenges and problems, some of which are commonty
assocrated with assessment efforts. City assessment coodimators ieported on
the lollowing 1ssues:

Frast. Qlten, evaluanon bears a negative stigma, and suspicion arose
ahout the “real” mient of the evaluation Concerns were expressed that evalu-
anon would be used as a ol o withdraw funds from the program and that 1t
was a mechanism 1o generate more work for everyone involved in the project.
The assessment divector and program ollicer had to emphasize that lunds
would not be withdrawni as acresudt of “negatve”™ data findimgs.

Dircction and qutonony. From the very heginnig, the assessment stalt had
ta walk a line bine between being, preseniptive and allowing coliahoratives the
attonenny o “do then own tung.” Tensions occwrred when some partnerships
feh there was aspecthe evaluatton lorman or plan that the toundanion wanted
the aines o flolfows A the same time. the parinerships were heng told that this
wis ot atop down evaluation and that they should he taking the necessay
steps e develop their own assessment plans

Ability o track students over ame. Inivially wowas thougin that partnerships
wouidd he able 1o rack students over a penod of time. However, logistical con-
stderations led o the walizanien that an least durmg the beginning vears. the
partnershups would have to conductatrend analysis of students, as opposed
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1o a causal longitudinal study: There were nuimerous barriers to the latter study:
some partnerships had no interventions in a partcular tier; the mtervenuons
varied among ciiies. not anly in their type but in their focanon {that is. ele-
mentary, middle, and high schools; two- and four-year mstitutions): there was
student mobility in an open system, and there was stafl wirnover. Someone m
cach city would have to be assigned 1o lollow the ¢cohort and examine data
over mudtiple years, which would involve issucs of cost. stall reliability, and
time.

The benefit of a trend study was that n provided baseline data on students
in all participaiing institwtions during idenulied years 1o give citics an wdea of
how well students were domg and where problems might be occurning. The
drawback of a trend study was that the cohort changed veardy and there was
no way to draw causal mlerences between what the UPP ofleved and the extent
to which studens achieved academic progress.

Staff workload. Cuy teams cantinually pointed out that they were con-
sumed with work and that assessiment was taking up much of therr time. Most
af the ¢y assessment coordinators were mvelved only part-inue and had to
recritt others to help. They stressed the need {or more stall or consuhants. In
addiion. some coordinators feli they did not have the academic traming w do
assessment. And some sad local polites were a factor in evaluation (that 1s.
there were issues of access to and ownership of data) that olten rook time and
cllart to negotiate.

Lack of funding. Collaboratives contmually expressed their need for addi-
nonal funding o deal with assessmeni. They dited their need of suppon for
personnel vests and statistical analysis expenses (that s, computer time, paper.
postage, report praduction),

Role of the assessment fudilitator. Assessment facilitators or cansuhants,
who felt that their role was 1o provide wechmeal assistance on assessment,
found that when they made cuy site visits, they were often-asked lor assistance
m developing proposals and interventions.

Staff tnover, Several city assessment coordinators lelt their postions
Therr replacements had 1o be quick studies wo engage in assessiment.

Collaboration beoween ity divedons and assessment caordinators. How the
assessmieni coordinator and the martership director could collaborate on eval-
uatton and who should mtiate that eollabotabion was not clear to the partici-
pands.

Contiectton of assessment to progianming 1was o challenge o avaoid mak-
my, assessnent an add-on actvity and o megrate assessment with the UPPs
programming cflons.

Fvalration manual probiems The Evaluatton Manuad proved 1o be genei-
ally unworkable. Problems included ditheutues m generaung unitorm data
across cities. lack ol tmely 1eporting, data sensiovaty, data unavailabiliy, and
dillering levels ol partnetship readiness to engage i assessment.

UPP Nationdl Assessient Center team mistakes, First, the assesshient team
crroneousty assumed that the Eveluation Manwal would sork by and large
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because the parinerships had been involved in us creation. In fact the manual
should have been field-tested more thoroughly 1o ensure its workahility. See-
ond, the weam assumed that the partnerships were convineed that they should
he tracking quantitative indicators ol student progress. However, some aities
feit there should be less eniphasis on quantitative findings and mere on a gual-
itative approach e capturing lessons learned. Third, because of the probiems
with the Evaluation Manual, some collaboratives felt veinloreed in their behef
that this type of nauonal data collection was unlikely to work.

At one tevel, such problems and errors could be considered a sethack o
the total assessment effert. To be sure. 1ensions mounted. and some partner-
ships were apprehensie about what would happen next. However, several col-
laboratives did understand the nature ol assessment and that often it takes rial
and error e get a complicated process on the right track. Avanother level.
these mistakes and thetr consequences provided an important opporimty (o
reshape the assessment eftart. Rather than hemoan the mistakes, the national
ASMCEEMeNL team, 11 conpunction with the program officer and NCUP stalf. sct
ahout 1o make sone sigmificant midvourse corrections that nvolved caty stake-
holders, .

Yeur -+ Recaliration. During Year 4 (September T 1995, 1o July 31, j096)
a greit deal of e was speat on recalibrating the assessment process. The
desesament director contacted several aty directors and coordinators 1o get
therr sense of what the problems were and how they might be resolved. In
addition. the program officer and the assessment director hosted an assessment
sty group meeting i New York at the Ford Foundauon. This mecung was
quite productive m that ciy leaders were given an opportunity 1o work
together with loundatton representatives and NCUP stafl 1o solve the most
pressing assessment problems. For example, partnerships urged that the num-
ber of quanutative indwators of stident progress be scaled dowi 1o only those
that were absolutddy essenual. They also argued suceessfully thai the lounda-
ton fund the assessment of sysienne change taking place i their ciiies. And
they wanted to he sure o qualitative data such as lessons leamed. milestones.
and student success stortes would be captured ma systematic fashion. It
should be noted that the program oflicers involvement was absoltuely eritical
te the recahibration of the assessment process. {or his leadership was viewed as
A positive sign that continual negotations with stakeholders would assuie that
assessment wias hased on ¢ty needs and vealiues,

The essence of this minal study group meeting was continued at the
fourth assessment meeting, held i Los Angeles, December 1993, At this meet-
ng. participants reduced the number of quantitative tables from weniy-two
w nine. The program oflicer and NCUP stafl made additional suggestions (o
improve e assessment framework. Cuy leaders also hecame more mvested in
asscssment: they now helieved the loundanon and the national assessment stall
were histenng o therr concerns and actually daing something about them The
program officer planned a second assessment study group in fanuary 1996 lor
agroup of scl-desenbed “renegades™ who, despite acknowledging the ellons
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o improve the process. still expressed reservations about it. Through open dis-
cussions this mecung alleviated the renegades’ apprehensions, and they too
became enthusiastic aboul assessmemt, All of these discussions and negotia-
tions led to the development of the Assessment Guide (Rendon, Nora, and Lon-
don, 1996, a new cliort designed to replace the old Evaluation Manual.

Completed in Year 4, the final version of the Assessment Guide tocused on
these three asscssmient areas:

Quuntitattve mdicators of student progress. The nine tables included i the
Assessmeni Guade were designed o show' persistence rates from the end of cle-
mentary school te the beginmng of middie school, persistence rates from the
end of muddle school o the beginning of high school, high school graduanon
rites. mean high schiool GPA, college-going rates, first- 10 second-year college
reenroliment rates, transfer rates from twoe- o fow-year institutons, associte
degrees earned. and baccalaweate degrees earned by nats ¢ and transler stu-
ents

Incensonnon ndicators Parinerships were o submit a report that assessed
at least one miervention on a yearly basts. The assessment could be quantia-
(e, quahitative, or both

Svsdemtic denee indrcaters - Collaborative s weie to work with a comding-
tor of qualitative asses=ment, who was 1o assign alocal “mskder/outsider™ 1o
work with cach aty: This person, whoe might be Tamibar with the eny bui
would nat be someone who worked with the parinership, was w collect qual-
saive data thae caprured the difterent ways partaerships were atlecting sys-

temic change throughout the K=16 system.

The Assessment Guide also mcluded the UPP Five-Year Assessment Frame-
work. 1t spectlied the relatonships among the three assessment areas. how they
might inflaence stedent achicvement. and how data from the three arcas would
be integrated.

In summary. Year 4 proved o be a mast productive time lor UPP assess-
ment. Tensions were alleviated, enthustasm lor assessment was resiored, and
complaints diminished  Assessment was put on the night irack a formidable
achievement for a complex, large-scate asscsment effont such as that required
by the UPE

Years 3 and +: Lessons Learncd. Mamy assessmient eHorts go by the
wavstde when conflices avise. This was not trae i the UPP Although the mak-
ings of an assessment ellort gone oy were certamly present, netiher the pro-
gram ollicer. the assessment stall. nor the partnerships allowed conflicrs 1o
remamn uneesolved. The lessons learned include the lollowing:

The assessment function of a project should be concepruabized and imple-
menteed as ootz as the proginm s cieated. Ofticrwise atean carry the stipgma
ol an add-on acuvity

Evaluauon can be viewed mote positively il 1t 1s desenbed as assessment—a
learning process involving muliiple stakeholders. desipned to improve, not

1o Jucge .
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Designing a data collection manual or guide to be used by a number of differ-
ent partnerships is a sensiive, complex, and difheuit task that involves con-
tnual dradogue with stakeholders, ficld-testing, revisions, and pauence.

Without conumnuval exchange and review of ideas, stakeholders are likely to
believe that their needs are not being considered and that assessment s really
atop-down effort.

Individwals m charge of large-scale assessiment projedts are more effedtive
when they possess both basic knowledge about evaluation theory asud prac-
tice and such personal qualines as tolerance for ambiguiny paticnee, goad
hstemimg skills, willimgness o coliaborate, asense of nmor, and openness
to change.

The good news abou o barge-scale assessment effort s thae despte its sensttive
and vomplex nature. w can be designed and mplemented to refllect muliiple
local necds and o gamy the support and endorsement ol all collaboratives.

Years 3 and 6: UGPP Assessinent Institutionalization Stage. By Year 5
August 1, 19290, o July 311997 and no Year 0, assessment elforts had
developed o the pomt that successtul activities occurred m o many areas as
assessment became nstitutonalized i the work of the paninerstips. This stage
was marked by these vutcomes:

Collaboranon and cooperaton Durimg this e oy directons and assess-
nent coordinators were olten m touch with UPT National Asses<ment Center
~tal . Arzona State Unversity, asking questions ana previding mput {or uems
under review. Indeed, 3t NCUP meetings during these years. comments from
city dhrectors and assessment coordinators about assessment wete generally
very positive. Une representative remarked. “In our citys assessment 1s our
fnend.  statements about the now collaboranve nature of the process were
common. Partnership leaders espeaatly appreciated open lines of communi-
cation. continual feedback. detailed explanations ahoui use of data assistance
with understanding the overall problems in dia coltecuon. and tocal undet-
standwr - and ownership of assessment. In addition, several who were once
tenegades made public remarks at the natonal conference on how very far the
process had came m the past lour years.

Generation of useful quantitative deta and yevistons 1o the process. Most part-
nerships were able o submit guantuttive data for the nime abies m the Assess-
ment Guide. These dataables were aalyzed by the UPP assessment team, and
& report of thic hndmgs (Rendon, Nora, Gans, and Calleroz, 1997bY was pre-
parcd and presented 1o oy ditectors and assessment coordhinators at the
annual NCUP conlerence in October 1997 Participants eneaged ina dulogue
abont pohicies and practices in velation o the data and shared daa tha
rellected student outcomes

Ongomg mectings sumong, the program oflicer, NCUP and asseasment
stdt, and eny leaders led to the recommendation (o colleet standardized 1est
score information fest score datavwere viewed as essenual determinans of col-
lege chgabihity for at-isk studems. Consequently live new ables were added

82
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10 the revised Assessment Guide (Rendon, Nora, Gans, and Calleroz, 1997a).
They covered elementary school achievement test scores, middle school
achicvement test scores, high scheol achievement test scores, mean scores on
the SAT, and mean scores on the ACT. Partnerships also developed and sub-
mitied their intervention assessment plans and reports.

Generation of reparts focusing on systemic change. Several parinerships, in
conjunction with the coordimor of qualitative assessment, produced detailed
reports on systemic change, which were widely disseminated. Plans were made
to integrate the data findings (rom the quantitative indicators of student
progress, the intervention indicators and the systemic change indicators. This
important lask represents the next significant challenge in UPP assessment.

Quantification of student success. Partnerships were able to quantify the
suceess they were having with students i partnership interventions. Some
examples of their “victories with studenis™ are improved scores on standard-
ized state basic skills wests al the clementary, middle, and high szhool levels:
insiances of schools removed from probanonary status; and improved transfer
and persisience raes.

Significant decline of criticism. The smoothest running years in the UPP
assessment were Years 3 and 6. Tensions were cased. complants diminsshed,
and trust developed between the assessment teans and aity representatives

Conclusion

This UPP assessment case study reveals how an unconventional evaluation
cffort for collaboratives overcame tvpical probler s and moved toward nor-
malization and institutionalization. The UPP assessment process ook leader-
stup. hard work. cotmless negotiations, patence, and recahbravon. This
develapment process was somewhat predictable. as it progressed from forma-
tve to normative and on to an institutionalization stage. Pain led to gam. As
the UPP assessment moves farward to the year 2000, the project continues to
gam purpose lrom being a shared learning experience.
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This chapter oudines the resources that can fuel collaborative
relationships, including funding sources and examples of successful
partierships.

Sources and Information: Community
Colleges and Collaboration

Erika Yamaschi

The (oilowing ERIC publications discuss the scope of collaborative acuivities
undertaken by community colleges and their diverse pariners., the types of
agencies that lund such programs, and the straicgies that guide effective part-
nerships. As 2 result of collaborative relationships. sateliite campuses and high
school partnerships have been established, transler rates have increased. and
concerns such as child care have been addressed. Funding sources for ail the
different programs vary from foundaiions and nauenal et chams to local
businesses, cities, and the colleges themsehes. The resouree publicanons
descrihed here include reports on several regional, statewide, and local efloris
and also mformation on the need for collaboration, the benefits of collabora-
tion, and guidelines lor collahorative success. These resources may prove help-
ful 1o nstitutions interested n lorming iheir own collhoraive relauenships.

Most ERIC dorumenis publications with ED nuibers) can he viewed on
microfiche at over nine hundred Ebraries worldwide. In addiion, most may
be ordered on microfiche or on paper from the ERIC Documem Reproduction
services (EDRS) by calling (RO0) 44 3-ERIC Jouwrsal axnicles e not avaiiable
from EDRS. bhut they can be acquired through regular Ihiary chanrels or pur-
chased from one of the lollowing article reproduction services: Cart Uncover,
[azernet: hupfwwwearb.org/uncover/, E-mail: uncover@earborg telephone
WOV 787-7979: UM E-mal orders@infostore com, welephone (800 248-
0360 and 151 E-mal 1ga@isimet.com, elephone: 800t 323- 1851

Existing Partnerships
Theae documents dlustrate the range ol activities mwhich communny col-

iepes engage through collaizorative relatonstups with rsinesses. cities, other
msttaiions ef higher cducanon, and varous pubhe agenaes

(R RNEEE N L R LR | o fad o dees
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Clark, L. M., and fullar, P "Three Governmental Entities Collaborate 10 Build a
Saellite Community College Campus in Northem Arizona: Working Together
to Create a ‘One-Stop Learning Center.”™ Flagstall, Ariz.: Caconino Community
College, 1995. (ED 395 618)

In an effort 1o develop a “one-stop learning center” to provide educational
and library services Lo a remote community in northern Anizona, Coconino
Community College {CCC), Northern Arizona University (NAU), and the city
of Page collaborated to create a CCC saellite campus in Page. The new facil-
ity will allow CCC 10 serve more than six hundred students. provide more
classes, and expand studerit services in a cost-effective manner to meet grow-
ing demand. In the cooperative effort, the city donated approximately twenty-
five acres of land lor the project; CCC will construct the library building. equip
the library and supplement the city librarys acquisitions efforts and services:
and NAU will install the compuicrized library database. The insiructional
space of the facility will consist of traditional and interactive instructional tele-
vision classrooms, vocational and technical laboratories. an art laboratory, a
large muiiipurpose leciure classroom, and science and computer laboratories.
The student support services will include a learning enhancement center, an
Enghsh as a Second Language lab, and a student lounge area.

Marciniak, M. P “Establishing a Majer Qif-Campus Center: The Midlands
Model.” Universuy Center. Mich.: Delia College, 1995, (ED 411 921)

Delia College. a community college in Michigan, used a vacant high
school in Midland County as an off-campus, commuaity-based facility. With
limited resources the college transformed the school inte an instr  tional site
1o serve students in their communities, enhance college visibility, and serve
increasing enroliment. To accomplish these goals, several steps were required,
including collaborating with community leaders and conducting needs assess-
menis: developing a handhook for [aculty teaching at the center; staffing
heyond job descriptions; contracting services: acquiring furnishings; and
enhancing student services, technoelogy, fearming services, and collegiality. The
purposes and functions of the Delta College  »nter are 1o provide community
residents with access to educational services, a unigue learning environment
tailored 1o the community’s needs. programs that develop creativity as well as
provide career training, a high-quality teaching and learning environment, and
formal and indr mal experiences promoting the secial and culwaral diversity ol
L comntanity,

Schlack, M. The Arcacia Commuons Patnership: The Conunurny College and
Feonamie Redevelopment.” Kalamazoo, Mich Kalamazoo Valley Community
Codicge, 1993 (ED 358 887)

Arcadia Commons (ACY in Kalamazoo, Michigan, is a business education
prack developed through the combined clforts of the Kalamazoo Villey Commu-
ity College (KVCC), area busimess and fimanaal institaisons, and the Kalana-
zoo Public Muscum Together they fonmed the partnership Devontown
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Kalamazeo Incorporated (DKD. KVCCs involvement resulied from its need to
lind new space {or its downtown satellite campus, which offers basic skills,
employee training, and retraining courses. AC project funding camne from DKI
members, a federal grant, and a special city business 1ax. Among the AC projects
and partners are a five-star hotel refurbished by the Upjohn Company: KNCCs
dow ntown center, which will serve more than five thousand students and com-
plement pragrams on the main campus: the * =st Michigan Cancer Ceniter, a
joint venture of Kalamazoos two regional health care providers; and the refur-
bished offices of the Visiting Nurse Association of Southwest Michigan. The cap-
stone of the AC is the $20 million educational New Museum, under the
stewardship of KVCC. with hands-on exhibits exploring the science, culture, and
technology of Southwest Michigan.

Brown, J. L. "The High Schaol Pantnership at Kansas City Kansas Community Coi-
lege.” Kansas City: Kansas Ciy Kansas Commumity College, 1993, (D 362 244

The Kansas City Kansas Commuunity College (KCKCC) High School Part-
nershup Programy was established in spring 1987 to enable ouistanding high
school sentors to earn both high school and college credit lor college-level
courses taken on thewr high schoel campuses. Through the partnership pro-
grain, KCKCC olfers classes at ten of the seventeen high schools in s service
arca. When the pragram was first initiated, 28 students enrolled for 84 credit
hours. By spring 1993, 239 students were enrolled for 924 ¢redit hours. The
high school! faculty that teach in the program are recommended by their dis-
tricts and approved by KCKCC personnel. They then become part af KCKCCs
adjunct faculty and receive the same compensation. The classes, which are
olfered in response 1o requests from the school district, are beld on the high
school campuses durng, the regular school day. Compared 1o on-campus
KO KCC classes, partnership classes miay meet on a different schedule, but their
student perlormance requirements, textbooks, and total class hours cacly
semester are the same. The program has helped KCKCC establish pesitive con-
nections with many of its feeder high schools and has elevated its image m the
larger community:

Funding Sources

These documents describe cotlaborative programs supported by various types
of funders.

Boone, L. | The Academy for Community College Leadenship Advancement. Tnno-
vation. and Modeling (ACCTAIMND. Raleigh: North Carolinag State University,
e (D 340 438)

The Academy loy Community College Leadership, nnovanoen, and Maod-
cling (ACCLAIMY is & three-year pilot project funded by the W K Kellogy
toundatton, North Carohna State University, and the communiny collepe sys-
tems ol Manvland, Vipgima, Sowth Carolina, and North Carolina ACCLATMS
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purpose is to help the region’s community colleges assume a leadership role in
community-based programming and in effecting collaboration among com-
munity leaders and organizations in order to idenuly and seek solutions 1o cri-
ical concerns. The program has fowr main components: a continuing education
program for community college presidents. admmistrators, faculty, governance
afficials, and other community leaders: a dectoral degree program in commu-
nity college leadership: the development and dissenination of resource mate-
rials on strategic planning, environmental scanming, mapping community
college publics. identifying and involving community leaders, networking,
assessing needs, forming ¢ ditions, conducting community develapment, and
evaluating: and collaborative university program enrichment.

Campbeil. L. and Dahl. ). Mervv's Familv-to-Family Intiative m Oregon. Paper
presented at the Famuly Day Care Technical Assistance Conference. Adanta,
Apr. 1991 (ED 330 185,

Family-to-TFamily is a ino-vear collaboration among community col-
leges, public agencies, and businesses in Oregon. W is funded by Mervyn's
department stores, and its purpose 1s 1o enhance the qualiy of family child
care in the state by raming care providers, assisting providers o achieve
nanonal acereditation, and educating conswmners w recognize and demand
high-quahity child care.

Navonal Center for Acadenue Achievement and Transier. and Amencan Coun-
cif on Education. “Fostering Instituttonal Change wo Strengithen Transler: Part-
nership Grams (Phase Y and Core Curriculum Graugs. Projects Funded
August 19917 Transfer Working Papers, 1991, 20 1-7 (ED 35 808)

The Partnership Grant Program of the Nauonal Center for Academic
Achievement and Transfer awards grants 1o partecrships between two- and
lour-year mstituiions to strengthen transter, espectally for iow-income Afncan
American and Hispamie studenis. I also awards Core Currniculum Granis 1o
partnersheps between two- and lour-year institutions that focus exclusively on
curticalum development and requuire the expansion or redesigh of curricula
actuss at least two disciphnes or in mtadsciphnary studies. Focusing on sti-
tutional change i teaching and learning pracuees. the grants support laculty
collaboration. Strong adnunistranve support and methods to monitor the effec-
tiveness of transler are essential components of bath grant prograums.

Falcone. U Buildimg Coddittons for the Freht Against Drags: Commnniny College T
fetives. Washington, D CLAmerican Asseaztion of Community Colieses,
1993 (ED 303 376)

Inan ctloti o minate commumy-hased educational eflorts Tor the pre-
voenton and reatment of saubstance abiose, the Aiercan \ssocation of Com-
muanity Colleges and the Metropolitn Lile Foundaton <ponsored  the
Communty College Alenhal and Other Drug Abuse Educason/ Tranmng fne-
patve, Bilteen partterpatng stnaton - were wiided two-year grants of up
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10 510,000 1o develop and deliver drug abuse education and training programs
in partnership with community groups.

Guidelines for Establishing Collaborative Relationships

The following documenis describe various approaches Lo establishing suc-
cessful collaborative relationships between community colleges and commu-
nity-hased organizatons

Kussrow, P G, ~Why Community Colleges Need Orgamizational Parinerships.
Pasition paper. Flonda Atanne University, 1995, (ED 386 230)

Kussrow makes the argument that community problems ofien are so Large
in scope that community colleges can respend effectively only by forming orga-
nizational partnerships. Prior to estabhishing these relationships. however, there
must be a mutual belict i the need for partnership, and communicauon among,
all panicipating agencies. Furthermore, Kussrow advocates the hecessity of an
understanding of cach pariy’s needs and consiramnis: an understanding of cach
partners role: an appreciation of the structure, fundmg, and size of the other
partiers? a contnued {ocus on mutual benehits: an awareness of existing com-
mitments: mutually developed goals and mcasurable ohjectives: and a penodic
evaluation ol partnership agreements. As resources and experuise are shated in
arcas of overlapping services, activitics and stall umie can be focused 1o expand
cach agoneys original area ol service, Other benelis of pannerships include
reduced costs: better use of extsting buildings, stall. equipment. and other
resources: nenduplication of services: and lTower taxes. Examples of pannerships
iormued and operatng in North Carolina under these guidelines include the
Catawba Nalley Community College hort ulture technology program. developad
with the ard of locat busmess owners and the Gaston College pantnershig: with
local schools. and the Economic Developmemt Commission of Tincaln County
to provide tedinical and voaational fessons lon high schoot stadents.

To Help High-Risk Stiedents Succeed. Beacon Guide Salem. Oreg - Chemekelta
Communily College. 1992 (ED 340 920)

The goal ol the Amernican Assoaation of Commumiy Colleges” Beacon
Colleges utaive 1s to disseminae information about exemplary collaboraine
programs and servces. In Oregon, Chemeleta Cammuniy Coliege s o Bea-
van College that has been working m association with live other community
collepes in the stae 1o bwitd communuy bevond the campus by collaboranng
with employers and agencies (o help high-nsk students seeeeed. This ginde,
destigned as atesource or those wishing o imate collaborative projeds of
tireir own, presents an ovenves of efforts undertaken by tins Oregon cons-
tiun. The puide includes background mlormaion on key concepts, seivices,
and ssues related o programs for high-nsk community collepe studenis
also contans stnmanies ol model progects, descapuons ol lundimg, sowce.
al st of external partners, mager activities, and contaet people
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Vaughan, G. B. “Community-Based Programming: The Community College as
Leader and Caalyst.” Southern Association of Community. Junior, and Tech-
nical Colleges Occasional Paper, 1993, 11 (1), 1+

Community-based programming (CBP) envisions a cooperative process
it which the community college sevves as the leader and cataiyst in eflfecting
collaboration among members of its community. Such collaboration not enly
helps bring about community renewal hut brings benefits w colleges as well.
In this program overview, CBP is noted as an approach that allows a rational
process of decision making and helps institunons deat w1th long-term choices
instead of focusing merely on day-to-day problems. CBP also provides an
ongoing process lor evaluating, the college mission, which can ofien be pulled
in many directions and misunderstood by the college community or the com-
munuy at farge. By providing a means for building broad-hased support, CBP
ensures that there will be more people working to obiain resources for the col-
lege and also allows the community 1o use 1s resources more cffectively and
elficienty. Also CBP provides a means for individual as well as community
renewal, by placing the responsibituy and authosity for community renewal
with the individual, thereby placing cach citizen in charge of lus or her own
late. Finally, CBP assists c ommunitics Lo use their resources more cffectively
by working with other orgarizations.

Harlacher, E. L. and Gollauscheck, ). T The Commumnity -Building College: Lead-
g the Way to Community Revitalization. Washington, D.C American Associa-
tion of Community Colleyes, 1996 (LD 3935 607)

Arguing that the natons educational systerm must he renewed to empower
citizens and communities, this two-part monograph describes the importance of
building learning communities an offers a blueprnt to aude community colleges
in this un ertaking, Estabhishing partnerships with the conumunity and its orga-
nizations  nd developing a community-based cuaricubum are central o the goal.
Fogether, colleges and their communities can define a common vision of the lnure
and translate that vision into pragrams and services. [his monograph addresses
spealic issues in the implementation ol a community-based cumculum, includ-
mg, the use of a task foree and the development of a hve-vear action plan.

Johnson. L. ted)). “Comunon Ground. Exemplary Community College and
Corporate Partnerships © Mission Viejo, Calil. League for Innevation m the
Communiy College, 1990,

This moenegraph contains descriptions of fourteen exemplary paitnerships
hetween community colleges and corporations. Lach narrative discusses how
i specthe pannership was formed: s structure, organizanion. and lunding; and
the lessons leanned i the process. Among the partnerships leatureed are Cen--
tral Predmont Communnty College (Virgma? and Okuma Amenica, Delta Col-
lege (Michigan) and General Motors Corporation, South Seattle ¢ ommunity
Collepe (Washingtony and the Bocing Company. and St Lows Comnswinty
Callege Missourt) and MeDonnel-Douglas Corporaiion
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Stevenson, J. M. “Systemic Leadership Strategies for Community Colleges ini-
tiating Partnerships with Corporations and Schools.” Paper presented at the
Leadership 2000 national conlerence of the Leagiie for innovation in the Com-
munity College. MWashington, D.C., July 1993..LD 361 012)

Methodologies for underaking “systemic leadership mitiatives,” thau is,
approaches to sharing resources based on collaborative networking, are
reviewed in this report. Emphasis is placed on itersector parinerships between
communnity colleges. corporations, and secondary schouols. Following an
overview of existing partnerships and a review of the literature. this report
addresses resistance to collaborative partnerships on the part of both educa-
tors and industry, Discussions about the systemic leaders role in bridging the
gap between institutional resourees and corporate and community needs. tran-
sitions from tradinonal management and leadership approaches to systemic
initiatives, and auonomy within systemic planning are also included.

Evatuation and Traiming Institute. “Paruicrships with the Public Secior Voca-
tional Cducation Resource Package.” Los Angeles: Evaluation and Training
Institute, 1993, (ED 357 792)

Designed 1o assist communiy college administratars and faculbty in
enhancing vocational education programs and services. this resource package
centains information on successful partnershup programs involving Calilornia
Communsty Colleges (CCOY and pubhic sector ennties. Pantnerships high-
lighted in this report include the Carcer Path Exploration Program at Foothill
College. a mentorship program conducted in collaboration with the Women
i Business Commitiee of the Meuntain View Chamber of Commerce: the
Greater Avenues for Independence Consortiwm of the West Valley-Mission
Commumty College District, a program assistmyg public wellare recipicnts 1o
achieve economic self-sufficiency: the Hispanic Womens Memorship Program
at Cypress Callege, conducted in collaboration with the Fainview Development
Center and using, mentors to increase retenuon of Hispanic women i the psy-
chiatne wechimoan program at the college; and the Southwestern College coop-
crative educabion program wih the Navy, a parinership that provides students
with mternships at Navy cottmand posts

Frora Yauasii s o dectoral canddate in the Dossion of Hheher Fducation and
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FrROM THE EDITOR

Communily colleges have long been involved with other institutions
in their communitics. However, today we find many of our colleges
involved in new relationships, guided by a sense that their mission can-
not be realized without sustained collaboration. This volume explores
the challenges and opportunities that collaboration presents for com-
munity colleges. The contributors emphasize practical examples,
model programs, and lessons learned that can be used by a variety of
institutions.
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