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Executive Summary T T e
1

ommunity colleges in rural communities provide important links between the

traditions of the past and the promises of the future. They are ideally suited to

encourage innovation, raise expectations, and facilitate the restructuring of institutions
and relationships that foster creativity and growth. Because of this positioning, the Ford
Foundation established the Rural Community College Initiative (RCCI) for selected
institutions in economically distressed areas of the Southeast, Black Belt/Deep South,
Southwest, Appalachia, and western Indian reservations. The RCCI program challenges
community colleges to become catalysts for change through two mutual and complementary
goals: expanding access to highér education and fostering regional economic development.
The experiences of nine RCCI pilot colleges over a four-year period (1995-1999) suggest that
an institution’s capacity to
meet these two goals
requires attention to three . .
key areas: institutional CADACITY for Leadi NG Cl‘IANQE
cultures, leadership style,
and organizational
infrastructure.
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RCCI Colleges

Alabama Southern Community College, Monroeville, AL*
Blackfeer Community College, Browning, MT
Coahoma Community College, Clarksdale, MS*
Danville Community College, Danville, VA
Fort Belknap College, Harlem, MT*
Fort Peck Community College, Poplar, MT*
Hazard Community College, Hazard, KY*
Laredo Community College, Laredo, TX
Meridian Community College, Meridian, MS
Mountain Empire Community College, Big Stone Gap, VA
New Mexico State University — Carlsbad, Carlsbad, NM
Northern New Mexico Community College, Espafola, NM*
Phillips Community College, Helena, AR
Prestonsburg Community College, Prestonsburg, KY
Salish Kootenai College, Pablo, MT*
Sinte Gleska University, Rosebud, SD
Sitting Bull College, Fort Yates, ND
Somerser Community College, Somerser, KY
Southeast Community College, Cumberland, KY*
Southeastern Community College, Whiteville, NC

" Southwest Texas Junior College, Uvalde, TX*
Technical College of the Lowcountry, Beaufort, SC
University of New Mexico — Gallup, Gallup, NM
Wallace Community College, Selma, AL

* Pilot colleges studied for this report.

This AACC Project Brief, the fourth in a series, is based on a research report prepared by the Rural Community College
Initiative Documentation and Assessment Team: Ronald Eller, director, Appalachia Center, University of Kentucky; Rubén
Martinez, associate provost, University of Southern Colorado; Cynthia Pace, founder/senior partner, PACEMAKERS;
Michael Pavel, associate professor, Washington State University, Hector Garza, vice president, Access and Equity
Programs, American Council on Education; and Lynn Barnett, director, Academic, Student, and Community Development,
American Association of Community Colleges. Findings in this Brief are based on the experiences of nine RCCI pilot
colleges, drawn from information gathered through campus visits, survey instruments, focus group and individual
interviews, campus reports, observations of workshops and team meetings over a four-year period, and analysis of the
literature on institutional capacity building.
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The Rural Community College InitiaTive

of high-tech innovation, global marketing, and just-in-time production. In regions such

as the Southeast, Black Belt/Deep South, Southwest, Appalachia, and western Indian reserva-
tions, community colleges are ideally suited to encourage innovation, raise expectations, and

facilitate the restructuring of institutions and relationships that foster creativity and growth.

In 1993, the Ford Foundation created the Rural Community College Initiative (RCCI) to
help community colleges do just that. With grant funding from the Ford Foundation and
technical assistance from MDC, Inc., the initiative challenges community colleges in eco-
nomically distressed rural areas to become catalysts for economic development and to
undertake aggressive efforts to expand access to education for underserved populations in
their areas. Through technical assistance, workshops, leadership institutes, and other strate-

gies, the RCCI process helps participating colleges to become more reflective,

to create partnerships with other organizations, and to build “an institutional

...community colleges ARe
ideally suited T0 ENCOURAGE
iNNOVATION, RAISE EXPECTATIONS,
and facilitate The RESTRUCTURING
of institutions and
relationships that foster

| —

CREATiViTy ANd GrROWTH. |
— |

culture that supports innovation, risk-taking, and learning” (MDC, Inc., 1998).

Ultimately, by encouraging institutional change through RCCI, the Ford
Foundation hopes to enhance the capacities of the communities themselves to
build partnerships for the future. Community colleges have the potential to lead
that restructuring and to model the collaborative processes of community
building. The role of “civic entrepreneurs” is critical in building dynamic
economies, and community colleges can help develop these grassroots leaders
within the context of “collaborative communities.” Successful communities
“practice collaborative advantage. They enjoy strong relationships at the

intersection of their business, government, education, and community sectors, which provide
regional resiliency and a unique ability to set and achieve longer-term development goals”
(Henton, Melville and Walesh, p. xvi, 1997). The leadership of local teams helps bridge the

economy and the community.

Participation in RCCI has enabled communities in rural distressed areas to create this
collaborative advantage by supporting teams of civic entrepreneurs who are brought together
through the local community college. This team-building approach seeks to enhance both the
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civic and institutional capacity necessary for community economic resiliency
and growth (Eller et al., 1998a). By supporting college-community teams and
facilitating an interactive strategic planning process, RCCI helps rural colleges
acquire the capacity to build entrepreneurial and collaborative communities.
MDC’s “RCCI Model for Institutional Capacity Building and Community
Change” (page 4) emphasizes two central approaches for acquiring that
capacity—project-driven and process-driven. A project-driven approach may
consist of additive models, acknowledging the need for programs and activities
necessary to undertake change. A process-driven approach conveys the

importance of transformative models that emphasize the shift toward leadership models that
facilitate change. Both approaches can result in desired outcomes, but, judging from observa-
tion and the literature, when a process approach is included the outcomes are longer lasting.

This report is the fourth in a series by the RCCI Documentation Team. It examines the
experiences of the nine pilot RCCI colleges and their efforts to acquire these capacities for
change, and identifies implications for other institutions facing similar challenges. It is based
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RCCI Model for Institutional Capacity
Building and Community Change
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upon four years of field observations, site visits, interviews, focus group discussions, and
other qualitative and quantitative data gathered from the colleges and from MDC, Inc. The
report focuses on three measures of institutional capacity for change: institutional cultures, the
emergence of new leadership styles, and the strengthening of organizational infrastructure
within the colleges. Transforming institutions (i.e., making qualitative changes in organiza-
tional structures and processes) is a complex and enduring challenge, and the experiences of
these colleges differ according to their local contexts and their approaches for achieving the
RCCI objectives.

Institutional Culture

rganizations, like societies, develop their own values and behaviors over time that
create a unique institutional culture. An institution’s values provide direction and
shape its practices in relation to its mission. The more its values are embodied in its
practices, the greater the alignment between values and institutional outcomes. Certain
characteristics of institutional culture enhance a college’s ability to effect

change in the community, and RCCI reinforced those aspects of institutional

Although communiry colleges culture.
have always been “good Education and economic development theories increasingly emphasize the
listeners,” RCCI involvement importance of local cultures and community-based strategies, and the RCCI
Added A New respect for The colleges have built stronger relationships with local communities. When they
ACTIVE pARTICipATiON Of were invited to participate in RCCI, many of the pilot colleges had already
community leaders in operationalized their commitment to community involvement, expanded their
instiTuTiONAl planNing. course offerings in local culture, and designed limited programs to impact local

economic development. Through RCCI, colleges gained resources and strate-

gies to expand the institutional capacity, to place greater emphasis upon the
values of teamwork, planning, collaboration, risk-taking, innovation, and
community service. Although community colleges have always been “good listeners,” RCCI
involvement added a new respect for the active participation of community leaders in institu-
tional planning. An examination of changes in institutional culture revealed the impact of
some key factors: team approaches, innovation and risk-taking, attributes of a learning
organization, values promoting expanded access and economic development, and approaches
that value local cultures.

Team Approaches

mbracing a team approach is at the core of the RCCI process (Eller et al., 1999). Planning

sessions, workshops, and leadership institutes accentuated the value of broad-based
participation in designing, implementing, and sustaining projects. Colleges that successfully
sustained the team approach often experienced the expansion of team-based decision-making
into other areas of institutional life. Others used a “projects” approach that yielded significant
augmentation through grants and special projects within the college, but the institution’s own
processes stayed in place and RCCI involvement did not serve fully as a transformative
function.

At Alabama Southern Community College, for exarﬁple, as institutional leaders became
convinced of the value of an expanded college-community team, the college’s mission was
effectively broadened by restructuring the developmental skills program, creating new

6
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technical training centers, and launching new cultural enrichment programs in the community.
Similarly, at Hazard Community College, Salish Kootenai College, Southeast Community
College, and Southwest Texas Junior College, the RCCI approach resulted in successful
models for the implementation of campus-wide strategic planning and interdepartmental
program development. At Salish Kootenai College the team approach spilled over into other
parts of the campus and community through welfare reform, adult basic education, and tribal
economic development.

Innovation and Risk-Taking

E nstitutionalizing the value of teamwork reflects the emergence at many of the pilot colleges
of a new confidence in their ability to shape their own futures and to influence community
change. This confidence nurtures an energetic philosophy of innovation and risk-taking that
constantly generates new project ideas and seizes opportunities for growth and development.
At underfunded rural institutions, launching new initiatives that require long-term commit-
ment of resources and talent involves considerable risk. Costly distance learning

technologies, special scholarship funds, small business development centers,

| IN institutional cultures where and other new ventures committed RCCI colleges to realign institutional
TURF pROTECTION is COMMON, practices and resources, and this realignment required shifts in thinking as well.

ANy CHANGE TO THE STATUS QUO
is perceived As A Risk.

Stepping into unfamiliar territory (such as regional economic development
or outreach to untapped populations) caused campus leaders to take risks both

. -—-.=l| inside and outside the institution. Expanding team membership resulted in new

ideas and innovative practices, some of which challenged established traditions
and interest groups. There was *“‘substantial risk” in implementing the RCCI plans, according
to one college president, who noted that the college became a “bigger target” as it became
more visible.

All the pilot colleges turned the challenges of RCCI into opportunities for institutional
change and innovation. RCCI team members at Coahoma Community College were catalysts
for full faculty-staff participation in rewriting the college’s institutional mission statement and
in dealing with pressing internal issues. In institutional cultures where turf protection is
common, any change to the status quo is perceived as a risk. The challenge was to create a
context in which change would benefit not only the college but also the larger community.
RCCI teams took the lead in pursuing innovations on other campuses as well. Recognized for
their risk-taking, Alabama Southern Community College’s innovative RCCI programs earned
it the 1998 National Leadership Award from the National Initiative for Leadership and
Institutional Effectiveness, and Hazard Community College received the same award for its
campus-wide “Visioning Process,” which implemented the RCCI strategic planning process
across the institution.

Learning ORGANiZATIONS

Valuing teamwork, innovation, and risk-taking contributed to the development of RCCI
colleges as “learning organizations.” Organizational learning, which emerged as a key
concept during the widespread economic restructuring of the 1980s, has influenced corporate
re-engineering, but also has been embraced by visionary higher education leaders and organi-
zational theorists looking for principles of organizational transformation applicable across the
major sectors of society. Organizational learning environments involve highly committed

7
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employees who think critically and creatively, share a vision with team col-

Organizational learning leagues, actively seek enduring solutions to organizational problems, communi-

ENVIRONMENTS [Have] ...
employees who think critically
and crearively, share A vision
..., seek enduring solurions,

cate openly with team members, and understand their work within the interrela-
tionships and processes of a whole (i.e., within a system). Peter Senge’s (1994)
five “disciplines” of a learning organization— personal mastery, mental models,
team learning, shared vision, and systems thinking—are applicable to the RCCI
process and the notion of organizational transformation. Through a structured

COMMUNICATE OpENLy, and process that included workshops, institutes, and planning sessions, MDC staff
understand Their work ... and coaches facilitated the movement of participating colleges toward these
WiThHiN A sysTEM. organizational goals.

The RCCI leadership institutes initially focused on strategic planning
~ processes that resulted in specific goals for the participating institutions. In the
process, however, the institutional teams deepened their understanding of the college, its
challenges, and its opportunities within the current environment. Team members became
committed to institutional improvement and became actively engaged in realizing the RCCI
goals. Leadership institutes increased individual learning, or personal mastery, and contrib-
uted to the active engagement of team members in generating a vision for their institutions
and then pursuing those visions.

To a certain degree, RCCI’s specific access and economic development goals limited
the extent to which teams were able to promote organizational learning within their respective
institutions. These goals became operational in terms of projects that contributed to organiza-
tional learning, but at the same time were limited to specific sectors of the institutions. On a
majority of campuses, RCCI served as an important vehicle for promoting organizational
learning and team participants became important resources within the colleges.

Value Systems That Promote Expanded Access

Access has long been a major guiding value at community colleges, but RCCI demanded
attention be given to the very poor and the underserved, and to institutional practices and
policies related to access. Because of persistent tensions caused by subtle as well as overt
racism, access requires constant examination and redefinition at the operational level. Most
RCCI colleges developed projects to ease the entry into academic programs and
to improve academic support and retention services. Some had dramatic impact

Because of persiSTENT TENSiONS

in restructuring developmental studies, advising, and basic studies programs,
resulting in measurable improvement in student retention and graduation rates.

caused by subtle as well as Others developed distance education capacities and increased communication

level.

OVERT RACiSM, ACCESS REQUIRES and educational partnerships with K—12 schools.
CONSTANT EXAMINATION ANd
redefinition AT The operational

Easing modes of entry and improving academic support programs,
however, proved to be only the first step in acting on institutional value systems
to increase access for minority and other underserved populations. Support

services had to be re-examined to meet the needs of nontraditional students for

childcare, transportation, family counseling, and access to lab facilities, libraries
and other resources. Closer attention to access also required a look at curricular issues.
General education and technical curricula often fail to provide a multicultural orientation that
engages minority students in culturally relevant ways that lead to meaningful understanding.
In other words, expanding access requires not only physical outreach and accommodation,
but also attention to mental and cultural models brought to the campus by the students. Tribal
colleges, which based their RCCI goals on respect for the individual as well as community,

8
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tended to be more successful at integrating the values and customs of their communities
within the process of transforming institutional culture to promote access.

Values Promorting Economic Development

romoting economic development outside the realm of labor force training was a new idea
for most of the RCCI pilot colleges. The majority have launched small business develop-
ment centers and established limited partnerships with local industries, but it was too much of
a stretch for most to extend the boundaries of economic development beyond these centers.
Southwest Texas Junior College embraced the value of economic development
= and established a new staff position of industry coordinator, moving the college
substantially beyond its traditional mission of general education. The college
also sponsored a case study competition in Spring 1998 for university graduate
students that provided many ideas for economic development in the region, but
ways are still being sought to implement them in future activities and programs.

Such pROjJECTS SERVE TO
establish or reinforce The value
of economic development
acTivities As pARrT of The college
mission while also iNCReasing Other RCCI campuses have made significant steps toward institutionaliz-

ing strategies for economic development. Salish Kootenai College created a
degree program in business. Southeast Community College established a small
business loan fund, the Pine Mountain Development Corporation, which may
be the first fund of its kind in the United States created by a community college.
Alabama Southern created a Center for Excellence in Forestry and a CIBA Chemical Program
in cooperation with area industries. Northern New Mexico Community College partnered
with US West and the L.os Alamos National Laboratory to build its telecommunications
infrastructure and is offering telemedicine courses and workshops for the region. Such
projects serve to establish or reinforce the value of economic development activities as part of
the college mission while also increasing access to the college.

access 10 THe college.

Approaches Thar Value Local Culrures

aluing “place-based” economic development and “people-based” education and training

have emerged in recent years as important strategies for local development. One of the
significant lessons learned from the RCCI experience is that the best practices for increasing
access and expanding opportunities for economic development evolve from the
local context and use the assets of the local cultures. The integration of local
cultures within the vision of a community college is essential for developing
and maintaining institutional relevance to the diverse populations of rural
societies. Too often the educational culture that prepares individuals for the
workplace neglects the development of the whole person and does not reaffirm
the value of his or her local culture.

Too ofren the educational
culture THAT pREpARES
individuals for The workplace
NeGlects the development of The
whole person and does Not
reaffirm THe value of his or Her
local culrure.

RCCI pilot colleges learned the importance of promoting a multicultural
environment on their campuses, including the integration of culturally appropri-
ate strategies to increase access and encourage regional economic development.
Northern New Mexico Community College, for example, offers classes in the
arts that teach weaving and furniture building within the traditions of the local
Pueblo and Chicano cultures. Southeast Community College is developing an entrepreneurial
training program around traditional Appalachian crafts, and Alabama Southern Community

9
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College has taken the lead in rediscovering the local art and literary heritage of its county,
promoting the area as the “Literary Capital of Alabama.” Tribal colleges have developed
access and economic development projects that explore, identify and practice traditional
native values that enhance well-being, balance and respect for the individual, the family, the
community, and the earth. At Fort Belknap College, a team of people shares business stories
brought about by RCCI. At all three tribal campuses in the pilot group, RCCI has been
responsible for cultivating an atmosphere of positive thinking at a community level.

As RCCI participants traveled to each others’ campuses for workshops

and leadership institutes, the teams acquired a new sensitivity and understand-

change.

The richness of THeir own
culrure and how They might TAp
iNTO THOSE ASSETS TO ENCOURAGE

... TEAMS ACQUIREd A NEW ing of the richness of their own culture and how they might tap into those assets
sensiTivity and understanding of Il to encourage change. Integrating a multicultural perspective across the campus,

however, is a challenge. Despite the integration of local culture into a few
segmented projects, the curriculum often lacks courses that help students
understand themselves within their own historical, multicultural, economic
contexts.

Nevertheless, the initiatives of the RCCI pilot colleges demonstrated their

capacity to become “learning organizations” capable of responding to new ideas
and a rapidly changing environment. RCCI workshops, field trips, and planning sessions
helped to broaden the knowledge and commitment of individual team members to new
organizational goals and to create an organizational environment that values teamwork, place,
and systems thinking. Above all, RCCI helped the colleges further the process of transform-
ing institutional culture from one defined by personal goals, hierarchical relationships, and
national assumptions to one shaped by collaborative visions, collective decision-making, local
strengths, and a broader view of the role of the college in the community.

New Leadership Styles

ommunity colleges exist today within an environment where demographic, economic,
and technological changes are rendering many institutional practices obsolete. At the
heart of changes in institutional culture is a new approach to leadership. Colleges need
leaders who understand the challenges and who can inspire others to change the old ways of
doing things. Like the new civic entrepreneur building alliances across the

community, college leaders must go beyond the traditional day-to-day transac-

also A willingness 10 envision
new possibiliTies ...

Transformational leadership tions of management. Distressed rural communities often have little experience
ReQUiRes NoT only a philosophy with collaborative approaches to leadership, so the challenge there may be
oriented Toward change but greater than elsewhere. Leaders may have to look for ways to create profound

change. Transformational leadership requires not only a philosophy oriented
toward change but also a willingness to envision new possibilities, to define
new roles and responsibilities for institutional leaders, to engage the commu-

nity, to take risks, and to adopt collaborative forms of decision-making.

Vision

shared vision is critical in the transformation of an institution. The basis of the RCCI
Vision-to-Action planning process is a re-examination of the college mission, an assess-

ment of the strengths and weaknesses of the community, and the formulation of a vision for

10
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change. The Vision-to-Action process helped participants see where their institution’s actions
were not aligned with its values, and to change their actions. On some campuses this vision
evolved from a president’s dynamic leadership or ability to sway others. On other campuses it
emerged from the collective vision of the team itself. In either case, leadership was transfor-
mational only when leaders could motivate stakeholders—students, faculty, staff, and com-
munity members—to act on the values reflected in the vision. When RCCI activities remained
segmented and out of the mainstream and leaders confined their roles to the “expected,” key
stakeholders were left out and a new shared vision did not emerge across the institution as a
whole.

Roles and Responsibilities

Transformational leadership requires the redefinition of roles and responsibilities within the
institution. The literature on organizational transformation promotes the view that all
members of the organization should be actively engaged in change, the aim being to achieve
organizations capable of higher levels of productivity and personal satisfaction among
employees. The RCCI approach to institutional change through team building

evolved from the understanding that when people work at difficult tasks as a

... Not All leadership comes team, individuals help each other achieve common goals. In the process, staff
from TrRAditional leaders. and faculty roles shift to accommodate the task, secondary leadership emerges

to assume new responsibilities, and the decision-making process broadens

across the college. In transformational organizations not all leadership comes
from traditional leaders. Affiliation with RCCI enabled presidents to shift
responsibilities to team members, redefining a number of roles. When new institutional goals
arose from within the team, for example, the president’s role became one of reducing organi-
zational constraints in order to enable others to exert leadership.

At some RCCI colleges, dynamic presidential leadership initially helped to establish a
foundation for change and to create an environment that valued the initiative as an institu-
tional priority. Eventually the process served to broaden the base of campus leadership and to
define a leadership style that is more collaborative and inclusive. Such leadership helped to
transform the RCCI from just another grant-funded project into an agent of long-term institu-
tional change. At Southeast Community College, for instance, the president’s subtle, partici-
patory leadership style fostered strong community identification with the college and a sense
of institutional ownership among the faculty. While maintaining an active personal involve-
ment in the RCCI team, he refrained from “directing” the team’s work and adopted a role as
an “encourager.” This led to the emergence of a strong second tier leadership that strength-
ened the college’s capacity to build a “collaborative community” within the institution.
Similar processes occurred at Fort Peck Community College, Salish Kootenai College, and
Southwest Texas Junior College (Eller et al., 1999).

Community Involvement

Engaging the community in new partnerships with the college to increase access and
economic development is a core element of the RCCI process. Those colleges that
succeeded in involving community representatives as active team members achieved greater
integration between college initiatives and the needs of the local community. Institutions that
were slower to embrace community participation tended to develop RCCI projects that were

11
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more structurally tied to the institution and utilized more traditional strategies

I

Including communirty

for program delivery.

REPRESENTATIVES ON...TEAMS Including community representatives on the RCCI teams broadened the
broaden(s] the input of ideas input of ideas and talent available for project development and helped to

and TalenT...and I-{Elp[s] TO connect the new vision for the campus with the economic and social realities of
connecT THE New visioN for THE the community. Community involvement helped college personnel to recognize

campus with THe economic and
social realities of The

COMMUNITY.

their own strengths and limits. “No one person has the answer,” commented a
faculty team member at Alabama Southern. Outside sources, including
community and industry, often provided the answers. Even on tribal campuses
where tradition has strongly valued community involvement, RCCI helped '

expand efforts to support individuals and families and increased respect for
communications and collaborations with tribal government, schools, tribal
agencies, businesses, and traditional societies. One tribal college president concluded that the
“whole idea...was community involvement.” The most important thing the college got from
RCCI, he noted, was the ability to collaborate and communicate.

Risk-Taking

I.nstitutions that are comfortable doing things the way they have always been done are often
reluctant to take risks that might alter traditional power relationships and turf boundaries, or
open the institution and its leaders to criticism. Transformational leaders accept risk as a
prerequisite for real change, a condition that accompanies entrepreneurial values of creativity
and innovation. '

Participation in RCCI encouraged community college leaders to take risks in developing
new processes for institutional organization and in reaching out to establish community
partnerships. In some cases this meant that presidents needed to relinquish some traditional
power in a way that would allow new or previously unheard voices to surface. There was a
risk in doing that. It was possible that the leader could lose stature by making the college
more visible, warts and all. The presidents and faculty who were most willing to take that risk
were most successful in establishing new relationships with the community and in transform-
ing institutional cultures and structures. ‘

Organizational INFRASTRUCTURE

uilding institutional capacity is the “bottom line” of RCCI, and ultimately the measure

of that capacity is the degree to which colleges structure themselves to meet the

changing needs of their communities. Organizational infrastructure includes the
organizational forms and processes that allow organizations to routinely carry out certain
activities in an effective and efficient manner. It must take into account mission, partnerships,
roles, delivery systems, marketing, and self-assessment.

Mission

CCI either helped colleges build upon initial steps already taken regarding expanded
access and economic development, or it spurred them to take those steps. Where those
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; - became part of a new way of doing things, new institutional commitments to

l Where trANsformaTional economic development or community collaborations became evident in mission
leadership resulted in New statements, promotional literature, web pages, or elsewhere. Where transforma-
institutional values and tional leadership resulted in new institutional values and practices, the public
pracrices, The public perception of the college and the way the college community viewed itself
perceprion of The college and changed as well. Coahoma Community College team members reported that

developing the college’s new mission statement and goals was one of the “most
significant accomplishments” of the RCCI work. Where RCCI initiatives
remained segmented—as separate projects, for example—the impact on mission
was limited.

ThHe way THe college community
viewed itself changed as well.

External Partnerships

Imost all of the RCCI pilot colleges developed partnerships with external organizations

and businesses, ranging from consultations and joint planning committees to formal
structures for program delivery and resource sharing. On many campuses, RCCI helped create
an environment where collaboration became the strategy of choice when
responding to new situations and opportunities.

... collaborartion became the
sTRATEGY of choice when
ReSPONdING TO NEW SiTUATIONS
ANd OppORTUNiTIES.

Southeast Community College’s experience working with local banks and
government agencies to establish the Pine Mountain Development Corporation
contributed to partnerships with local schools to increase access and to partner-
|| ships with local citizens to establish a county leadership program. Hazard
— e Community College took advantage of its RCCI experience to launch a local

educational technology collaborative that won a national competition for a
NASA Challenger Learning Center. Alabama Southern Community College’s successful
partnerships with business and industry led to a wide range of partnerships with state and
local private and public organizations to promote the arts and literature in its service region.
On some campuses this capacity expanded and strengthened already existing relationships; on
others it stimulated new collaborations and organizational structures.

Expanding Faculty and Staff Roles

Broadening the mission and strengthening the capacity of colleges to partner with local
organizations resulted in expanded faculty and staff roles. At Northern New Mexico
Community College and Southwest Texas Junior College, specific grant-funded projects to
increase access and economic development brought new staff into the college community and
influenced the way other faculty conceived their roles and responsibilities. Participating pilot
colleges in Kentucky increased core programs that emphasize Appalachian culture—South-
east Community College through its new Appalachian Center and student-oriented craft
programs, and Hazard Community College through the Mountain Writing Project and its
annual Conference on Teaching and Learning for Appalachian teachers. These structural
changes should help to sustain the value systems inherent in the RCCI projects and continue
changes in institutional culture and leadership styles fueled by the initiative.
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Community-Oriented Programs and Delivery Systems

Imost universally, involvement with RCCI helped participating colleges expand their

ontacts with the surrounding community. Some campuses improved their relationships
with business and education. The president of Salish Kootenai College attributes to RCCI an
increase in community involvement and increased economic development brought about by
inclusion and collaboration. Other colleges developed community leadership programs,
expanded their contacts with local craftspeople and cultural leaders, and responded to new
funding opportunities. Northern New Mexico Community College helped raise millions of
dollars for technology development and training. A Department of Housing and Urban
Development grant has allowed student interns to work in community building agencies in its
region.

R - Some colleges restructured their delivery systems for community-oriented

. colleces developed programs. Alabama Southern showcased local visual and performing artists

: o q P . | through a new museum collection. Southeast Community College combined
communiry leadership . 4‘3 four separate programs under a new umbrella, the Community and Business

g PrOGRAMS, ExpaNded THEIR ~ Development Center. Fort Peck Community College’s new Department of

! contacts with local Community Services coordinates the Center for Family & Community Develop-

crafrspeople and culrural : - ment, National Center for Excellence, Tribal Law & Justice Training Program,
leaders, and responded 1o New - Even Start Family Program, Tribal College Extension, Distance Learning,
i funding oppoRTuniTiEs. . Community Business Assistance Center, Rural Systemic Initiative, Food

Stamps and Nutrition, Montessori Language Immersion Schools, and the Daya
Tibi (Community Wellness Center).

Other colleges are considering the possibility of similar restructuring to bring small
business programs, continuing education, technical training, leadership development, and
other outreach programs together under a single administrative unit. Such efforts represent the
growing capacities of the institutions to respond to external challenges and opportunities and
reflect the willingness of institutional leaders to commit resources to new programs and
structures.

Markering

Involvement with RCCI provided opportunities for participating colleges to increase their
own skills and develop new partnerships for marketing the college. Participation in a
national pilot project alone attracted new attention to the colleges, and some took advantage
of their affiliation with RCCI to promote an image of the college as a campus on the move.
Alabama Southern assembled a 14-member public relations advisory committee consisting of
representatives of business, industry, civic groups, schools and other community organiza-
tions. Several institutions received national recognition for innovative programming, and they
leveraged additional funding and community support to build upon their accomplishments.
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Institutional Research and AssessmenT

ata—driven assessment of institutional performance is necessary for effective organiza-
iLs'tional management not only because it keeps organizational leaders reality-based, but it
alerts them to shifts and trends that are occurring. Salish Kootenai College’s Business Center

Data-driven assessment of
insTiTuTiONAl ... kEeps
orGANizaTiONAL leaders reality-
based [and] alerts Them 10
shifrs and TrRends.

tested a research software program called “Track Success” designed to track
clients and provide feedback to both clients and the college. It helps assess the
impact on economic development through individual and personal efficacy,
family kinship, cultural and spirituality, and community assets.

The RCCI strategic planning process required significant institutional self-
assessment at the outset, and campuses have maintained or expanded that
capacity over time. Campuses that integrated RCCI programs into the culture
and structure of the college used the strategic planning process as an impetus for
creating a permanent culture of campus decision-making based on data. As a

result of their RCCI experience, several colleges established or expanded offices of institu-
tional research to help guide institutional change. For example, Southwest Texas Junior
College utilized its Office of Institutional Effectiveness and Strategic Planning, which works
with the college’s instructional computing and institutional research office, to ensure continu-
ous quality improvement. Units such as these help colleges sustain linkages among institu-
tional data, institutional goals, and strategic planning.

Building rural community colleges 1o serve

Transformartion of institutional cultures,

As AGENTS of chiaNGe Requires The

decision-making processes, and
ORGANIZATIONAl STRUCTURES.
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Lessons Learned
« ; | “he creation of collaborarive, dynamic communiries
| } REQUIRES iNSTITUTIONS THAT can learn ANd CHANGE TO MEET
., the demands and opporrunities of The future. Building
RURAL community colleges 10 serve As AGenTs of cHange
ReQUiRes THE TRaNsformaTion of instiTutional cultures, decision-
making processes, aNd orGANizational structures. THE
experiences of the Nine RCCI pilor colleges suggest THAT
iNSTITUTIONS MUST:

O Take a TrRansformational rRATHER THAN AN ”Add*ON
ApPROACH TO CHANGE.

O Reaffirm mission and values 10 include expanded Access
ANd economic developmenr.

O Realign institutional Resources And systems 10 Reflecr
mission ANd values.

O Support A multicultural orientation iN Curriculum,
pARTNERships, ANd community values.

O Commir 10 excellence, shared decision-making, And
RESPONSIVENESS TO iNTERNAL ANd EXTERNAL CONSTITUENTS.

<

Commir 10 The learning orGanization model.

O Conduct routine data-driven Analysis of internal and
EXTERNAl ENVIRONMENTS.

O Recognize THAT systemic change evolves from self-
AssessMeNT, planning, And collaborartion.

O Promorte TrANSfORMATIONAL leadership Across ThE
institution ANd THe communiry.

O Build teams and develop parinerships 10 distribute
responsibility.

O CREATE COMMUNICATION STRUCTURES bAsed ON REspEecT,
TRUST, ANd iNclUSiVENESS.

<

Take risks And explore iNNOVATION.

<

Be open 10 Nnew ideas ANd learN from OTHERS.

<

Be willing 10 persevere over The lonG RuN.
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