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This manual is the product of a speclal VPL Y SU graduate internshin
of Community Services/Continuing Education Directors of the Virginia *
Community College System conducted through a grant from Titile I of thé .
Higher Education Act of 1965. Cooperating with the pppject was the University
of Virginia, School of Education, Department of Higher Education, and the v

Project Director was Dr. William A. Keim, Coordinator of Community College

Programs and associate professor at Virginia Polytechnic Institute and State

niversity.
This manual is designed as a practical guide’ to establishing and
+ maintaining a viable ﬁrogram of community services/continuing education
and every effort is made to present material for use by the practitioner
in the field. It is organized‘to promote undepstanding of the various
important aspects of a program and deals in some detail with those specifics
which are deemed as absolutes to implementing a workable program.

Attempt is made to avoid a "show and tell" approach to programs since
other agencies and associations perform this needed function. Rather, £N¢
wish is to supply to any Community College Director of Community Services
of Continuing Education a practical set of guidelines for his or her every
day use. Reading references are supplied for those who seek further
information.

¢ o
The following 7~ a list of those participating in the study and in the
-

vriting of the project: |

Virginia Community Colleges

Hubert Ashe Virginia Highlands Community College
James B. Banks Germanna Community College

William C. Berghaus Lord Fairfax Community College
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‘Fredric R. Fralick

Max R. Glass
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William M. Hudson
Eric McKeithan
Allan Mitchell
Charles Peterson
Clyde Pigman
Donald Richardson
Sidney Smith

Norval L. Wellsfry

New River Communbty Gollepsce

Tidewater Community College

Virginia Western Community College
Danville Community College

J. Sargeant Reynolds Community Cpllege
Central Virginia Community College
Danville Community College

J. Sargeant Reynolds wvommunity College
J. Sargeant Reynolds Community College
John Tyler Coﬁmunity College
fTidewater Community College

Virginia Highlands Community College

Virginia Highlands Community College

Patrick Henry Community College

‘ )

Dabney S. Lancaster Community College

Tidewater Community College

Special appreciation is expresscd by the group to the following who

participated in a special workshop on the‘uses of cable television as a

part of the project study.

Dr. Jay Chronister, Chairman, Department of Higher Edugation,
School of Education, University of Virginia

Dr. Gunder Myran, Dean of Instructien, Rockland Community

College, New York
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Adult and Community College Education, North
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Pr. Edmund Gleazer, President ol the American Association of Community
and Junior Colleges speaking at a conference on Community Services in
Orlando, Florida in April, 1974, spoke directly to community services
directors about the Open College of the future and of their important role
in its success. -

I be.ieve in your areas of responsibility, in your

objectives, your person centered approach, your obvious

enthusisam for the job,, your flexibility, sensitivity,

and awareness, and, yes, your creative. opportunism, you

are the community college of this third era--the community

college now being shaped and formed--one to match as well

as to influence the times.

Leaders in the field of community services remember very well the

excitement and commitment of this vision when it was first expressed by

Gleazer, Harlacher and others in the late 60's. - As an outgrowth of this

B
'

effort the formatioa of the National Couricil on Community Services was
. undertaken to define the roles of this freshly identified function of the
Community College. Much has happened since the turmoil of the sixties left

its imprint on the nation's institution of higher education and lessons

“e

were learned which are now turning into concepts and yet other questions.

We must now give serious attention to such problems, as commﬁnity assess-
ment, non-traditional programs, performance based criteria, academic and
fiscal accountability, staff development and delivery technology. This means
that if community services is to become the operational arm of the open
wllege concept,'it must be administered methodologically and intelligently
in qrdef/Zo provide the vehicle to move the Community College into ihis
exciting phase of institutional development. It will, however, place the
offices or departments or divisions of community sérvices/continuing

ducation into a special responsibility at this time.

}\ 4
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Community College academia has been absorbed with the good transfer

student and occupational technical programs have been preoccupied with the

-~

N
requirements of industry and commerce. Ln Che middle, as always, is rhe

‘ .
student with hig or her problems of personal and prngrammatlc‘gdjustmenls

- to be solved by the overworked student personnel‘services.* This leaves us
with the less definable, often poorly financed function of the community
- college known as community services. In this office, in our judgment,

rests the future of the community college. It rests here because there 1is

simply no other way to move into an Open College concept except through

this present administrative arm. It cannot be done through any other manager-—
ial avenue of the typical community college and if it does not happen quickly
and effectively through the community services route, it will probably not

hhappen at all.

-Community Services

Fortunately, most community colleges today come equipped with an
enthusiastic opportunist who knows the community and who is not overly
paternélistic toward it. This person is the Director of Community Services
or Continuing Education, If properly prepared and supported, he can b; the
giant mover on management teams and can provide the President with the
tools which he needs to lead the community into educational services.

There ls a real danger, however. You need not be a st;dent of the
history of higher education in America to know that our society has a
penchant for replacing public institutions which do not perform. 1L Is 3
"soft kill" and invariably a new institution will appear to more or less

supplement an institution which is not producing -its promised services. Both

the Land Grant University and the original junior college are examples of

'
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this and represeunt the rcsu,lts of a0 sort ol subconscloas cvaluat lon procons
carried out by millions of people without benefit of terms or holes punched
in cards. We should be aware of this because the long evolutionary histqry
of the rise of the Community college can be_ tracked back over the bodies of
institutions which had not performed in some wa& or other. The lesson, of

course, is two-fold:

Questions
1. What follows the community college if it does not perform as

pfomised?

liow can we -finally realize that, in truth, we do have.a

unique institution which has quietly risen above the static

level of the clearly defined rigid mission ofﬁmost other post
secondary institutions? e
The first question must be disregarded because the community college
will perform. The human and National investment is so greq}_angwgpe dynomic
nature of the enterprize is still so much evident that one could view the
decline of the Nation as synonymous with the decline of che Community College.
The second question is the issue of major concern to community services
“
people and the present struggle is concentrated in the aature of the function
itself. Paradoxically many community services programs are moving away f{rom
servire non-croedit activir%cs at a time when it is most important to be
emphasizing this programmatic strategy. Tight money problems are the cause
of this and more and more community services offices are reluctantly moving

toward credit reimbursable types of programs to boost the income of the

College through the tactic of the capitalization on ever increasing members

of the part-time students. It makes:.sense to management and although manv

7
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presidents ;re in anguish over it, they must and turn away from the long ‘

range goals of the institution to ﬁeet the immediate financial crisis

confronting them. It seems true that we carry the seeds of our own
‘ destguction. If we are to pursue this tactic of credit rather than non-
credit activity, we will give up.our uniqueness in favor of yet another
‘static model of post secondary education. America will surely.sigﬁ and
restlessly turn to whatever institution can afid will meet this need whether
it be a public agency or a private enterprize. There is a need for

P

community servicesf_ There are millions of people yet unidentified as

clientele. There is an already established mechanism for delivery, and

there is a leadership waiting for the signal to organize and to implement.
<9
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Community Assessment

There can be no doubt that the success ol any community college
depends on positive community perception. [t is unlikely that any
college can articulate and meet its objectives if the community within
which it exists has a negative view of the institution and an apathetic
view can even be worse. .

Therefore, it is ~f primary imporﬁance for a community college, which
professel its ability to meet change and\fluctuating need, to know its
community in an intelligent and manageable %ashion. This is an important
point for it must be stressed that communiéy assessment must be more than
the colleccion of demographic data. All too often the president, in his
desire for information, will give the assignment to his research or community

services people to gather data on the community. He will then discover

reams and reams of unrelated and unmanageable data which, of necessity,
‘ . /

/

become unuseable and unmanageable. //

/
The.secret is an organized, methodic§1 approach to relevant knowledge.
/

It i§ not difficult and the results are, without exception, of benefit to
/

/
extended objectives of the community college.

‘”ﬂanSTSpiegel, Director of the'Qénter for Urban Stnrdies at Hunter

College, speaking at the AACJC Assembly in November, 1974 spoke pointedly
about the nature of community assessment. He emphasized that the planning
for Eommunity assessment should involve both boundaries and feccus.
Basically, what are the things in this community that I'm interested in?
Emphasis on Dr. Spiegel's remarks leads to another important point. That
is, commuhity assessment is not limited or confined to urban areas. Ner

is it necessarily involved in a single municipality. Perhaps it wotuld be




better to state that the concepts suggested here are for the Assessment of

Service Area and that they apply to rural, urban, suburban or any other

combinations of configurations of populations. The importance lies in

the process.

. . {
The Service Area I

Here is a suggested outline of the dimensions and specifics of the\

assessment process made useable for a post secondary institution.

It is essential that a director of community services/continuing
education have a workable kﬁowledge of the following dimensions of his
service area:

1. The social dimension

2. The economic dimension

3. The Solitical dimension
These elements are ever changing, interrelate? and overlapping. Therefore,
we will consider the importance of specific aspects of each dimension

without regard for its categorization.

I. Llocal traditions and values

In terms of the analysis of perception of the college, there may be no
more important factor to consider than traditions, morals, and values of
the service area. The simple fact that a community may be comserva-
tive (most ;re about higher education) or liberal, and have a history of

wide support for educational innovation and expansion can influence

program design and college objectives.

e
A. Some questions to answer

1. Has there been community pride in educational achievement?

[




2. Are there strong religious elements at work? If so, what
kinds of religlons? Some are more liberal toward pubiic
education than others.

3. 1If you are serving more than one district, municlpality or
community, is there rivalry or competition between them?

How is it expressed? Did all agree on the location of the
college?

4. What is the history of the area? Is it steeped in history?
Does it see itself as historical? Are there public
commemorative events to celebrate local history?

5. Are there strong union forces at work? Is there a tradition’
of the working class?

6. Are there strong local women's clubs and civic organizations?
Have these been part of the history?

7 How dces the community react to contemporary issues which
reflect value judgments such as ecology, women's changing
role, youth and laws governing Sunday saies?

8. What is the history of the decision making process in the

service area?

<
-

The answer to these and other questions will supply the assessor
with a fabric type background of the service area. It will often
dictate strategies for directions of effort as well as timing.
Some programmatic development should be embarked on with some
slowness and all planned change should be first analyzed for
possible opposition.beforeégt is implemegted. There will seldom

be total approval of all activity but an entire community college
T

15
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can be jeopardized if one single program which offends the

standards of the community {8 put into mntian.

B. Where fs the informatlion?

The information is readily available to the assessor but requires
some reflection and may take a new person several weeks or months
to gain a clear picture of all of the complex facets.

4
¢

1. Formal Sources )

a. Local newspapers

i

This represents tlie one best current opportunity to
understand the community ;alue system. Look for the
following:

(1} <club and recreation activity
(2) <check to see how much space is allotted to education,
. chﬁrch events, new businesses
(3) check aetivity of the Chamber of Commerce and other
organizations
“ (4) 1look for significant issues which reflect local
standards, e.g., editorials
(5) check want ads for indicators of .available job
opportunities. Notice labor level; are these all
minor-job opportunities? Do they reflect, in any
. way, local industrial influence consistent with
local standards. :
b. Local historical asscciations
These usually keep public records of meetiags and activities,

sometimes in the local newsy.per or library.

16
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Churches

Count them sometime and notice either the varfety or

dominance. Church records, while often not available,

are valuable for chromology of history.

d. Local Institutions of Government .
All governing bodies keep accurate records of their

proceedings. Ask to see the minutes of the first

meeting. See if there are clues for later developments

in the community. These documents are genefallx invaluable

to assessing the decision making process.

e. Library §

Next to newspapers, this is your best source for local
traditions and customs. Most librarians are proud of

their local historical colle€tions and are heipful in

understanding community development.

% 2. Informal Source of Information

a. People in the communiiy, neighbors, friends
(1) An advantage of joining in community service club
activities is that it gives access to a wide

spectrum of community values.

b. The Faculty
(1) Almost wirhout exception there will be a faculty
member who grew up in the service area. These
people are a valu;ble resource to information. -

(2) A personnel screen should be made of all faculty

and staff to seek out information about local

standards.




II.

The effect of a pood assessment of local values cannot be over-
estimated and can make the difference between teadership in the

community and an antagonistic force which is always difficult to

subjugate.

Progréms, of course, should not only be a reflection of local
standards but their design and implementation can and should be
governed by what the service area can tolerate at @ny one given time.
The end result is not manipulation but rather success in an environ-

ment of understanding.

Geographic Considerations X

\
A

Service areas can be very difficult to serve if there are lakes,
rivers, mountain ranges and major highways whiciiinfluence-access
and mobility. A quick study can have great influence on intelligent

planning for future expansion or off campus offerings.

A. Factors to Consider

1. Barriers to assess

2. Regionzlism determined by geography. Th;; can be psychologi-
cal and deeply rooted in tradition. A river which now has a
four lane bridge over it may still be the "River" to the
people on either sidé of it and their response to programs
on the other side should be understood. The same problem

~

with mountain ranges is legendary. There are even class
distinctions over railroad tracks. °

. 3. Modern geography can be demonstratéd by highways and the

bisecting interstate phenomena has spelled the doom of many

18
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III.

a community services activity. In a sense, the interstates
are the unfordable rivers of today.

4. Knowing the tr;ffib flows which are determined by highways
or lack of them can hélp~if you need to know in whichvn\
direction people .travel.during certain hours of the dayf "

5. Population concentrations are still determined by \\\\
geography and the location of new campuses or the success \\\\

of off campus activity can be suggested by a careful study

of the effect of natural and geographical features.

B. Where is the Informatign?

1.§ The best source is a careful study of a map. A sociologist

on the faculty, particularly if he or she is a long time
resident can be of enormous help. Likewise people in the
community can be found to ex;lain regional differences.

‘2. “The police or highway department can help with traffic flow

3. Any municipal employee or city manager will be glad to help
with governmental differences. ‘

4. Chambers of Commerce can agsist in explaining regional

¢

business problems.

Population

Although there is much to know about the pcople of the service area,
one can become inundated with demographic data on population. It M
is wise to limit what you need to know because it might affect

your future objectives. The following list can be helpful.

19
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A. Factors to Consider

-
4

! 1. Ethnic. groups

Where are they? ‘wa Iarge a group? Who speaks tor them?
* 2. Racial groups
Where are they? How large a group? Who speaks for them?
3. Religious groups -
4, Age
What are the age groups in the service area? How large?
' ' 5. Educational levels

6. Economic levels

B. Where is the Information?

1. The prime source should be regarded as the U.S. Government
Census Report which can be obtained for your region from the
government printing gffice. These can take some time to
secure and often the census area reports do not coincide
with service area boundaries. This can be confusing and
difficult to interpret. These are a valuable and complete _
report however. The U.S. Department of Commerce, Social
and Economic Statistics Administration also will supply ~
census data for community action on request.
2. Planning districts have numerous reports on pPpulations
and since their source has been the U.S. Census Report they
have had skilled researchers doing the work for you. Planning
districts have become one of thé best documented resources

available and they are not only pleased to cooperate but are

anxious to do so.
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3. Local governments have information and will share It.

4. State Divigion of Planning will glve y;u access to informa-
tion-—never overlook the governmental agencies which share
information and make it available. Almost every Division
of State Government prints publications on all aspects of
their work and sirce their task is people oriented they have
large capable staffs assembling the kind of information
which you are looking for.

5. Business and industry in your area base marketing plans on
population information and many will share this information
with educators.

a. Telephone companies and other utility agencies

b. Chambers of Commerce

6. Other educational institutions
a. Public educatibn make student projections. Their work

is accurate and usyally available to you.

b. Institutions of higher education in your zrea can be
very helpful since each usﬁally maintgins a good
institutional research division.

c. Land Grant Universities - All states have a Land Grant
Universigy Cooperative Extension Division and their
field agents have, in many-cases, the most complete
demographic profile of state populations available.

Population information is available, the trick 1s to secure what you

~\need from people who have already assembled the information.

' b
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Community Economl: Uevelopment

There are few Institutfons in our nation today vhich are so directly
tied in with the nature of its local business and Industry as Is the
community college. A knowledge of the continuous nature ol commerce
in the service area is essential to the success of the community
college. Contact with commerce should be a pgiority which is never
neglegted. Experience shows the high retuin from such contacts

and demonstrate the positive response from business and industry.

A. Questions to be Asked

1. What are the businesses and industry? Do they depend
on the regional national resources such as coal mining or
are they manufacturing in nature and ship materiais and
produce.

2. How does local manpower link with the industry of the area?
Is the industry in the area because of the class o% worker
available?, In other words, why is the particular
business 6; industry located in the service area?

.

3. . Are manpower needs being met?

-

4. What expansion is possible in the future?

B. Where is the Informgtion? -

1. Chambers of Commerce can supply a complete llst of businesses
and industry. and provide directorics. ’

2. City governments, planning departments, zoning officials.

3. Local newspapers often tell of the exparsion of business and

of opportunities. Want ads can be studied to see what class

of worker is being sought.
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4. Librarles keep repoarte on egonumic Je,velu]uneut.

»o  Educational apgencies such 33 school beards also are concerned
and have pfojections on growth.

6. Taculty curriculum advisory committees can be a major source
of information working as they do through the vocational

technical or occupational technical programs.

It is of great importance to recognize the fluid nature of buziness
and industry in any given ar;;. The changes in manpower needs alone
will have a direct effect on program development. The community
collegé must play a direct planning role in the economic development

of the community principality through awareness of the needs and

changes of the commerce of the service area.

The Political Structure

Much has been written about the sc-called power structure of a community’
It is sometimes described as odious but also as a benevolent force.
What matters is that it is a real part of the decision making process

Peg

in the community enterprise and as such, should be studied and under-

stood by the management of the community college.

-

Tt should be remembered that there is often no one single power
structure base which influences all decisions but rather there is
usually a multitude of single interest individuals or groups who
use either the formal political structure or the iuformal politics

to influence the process toward a favorable Jdecision.

: 4

In addition, the formal political structure is so diverse and broad-

based that most decisions are made without undue influence.

)




A. What is the Political Structure? An Analysis

1. What is the unit or units of government with which the
community college must deal?
a. Municipal
b. County
c. State
d. Regional Districts
How do these officials hold office? Are they elected or
appointed and for how long and by whom?
What is the financial base for these un%ﬁs of government
and what effect does this base have on the community

collegé?

Tax rates are often set by other than the community Colleges
and suggested changes can be seen as competitive or threatening
to other agencies.

What is the exact governing system for all public education
agencies in the service area? What is their record for

support of (public education.

Essentially this consideration of the political becomes an analysis
I
of the decision making process of the community. It makes an interest-

ing study and should be undertaken with sericus attention. Future

planning involving finance or facility is certainly tied in with the

power structure and how it operates.

B. How does one learn the Political/Power Structure

Many sociologists advance theoret¥cal models leading to the

-~

discovery of the power structure. Similarities can be seen but

24




4

14

those techniquex which can be managed by a director of communiTy

services/continuing education can be described as follows:

1.

In

Study the formal governing bodies with particular attention to
electéd officials. These people generally depend on

i
their bwn record of decision making and are sufficiently con-
trolled by the elective process to be a legitimatelmember of the
power structure., It is the theory of represengative govérnmént.
Ask people in the community where the power really is. Almost

everyona will refer you to the "big house-on the hill" or the

[
H

major industry in the community. Be objective. Ask faculty also.
Perhaps, the most inte&esting technique is to study a community
decision which has been made and examine carefully what factors

. N
influenced thaf-dec?sion. You may discover that much to your
su%prfse the decision was made because a group of townspeople
appeared at a commission hearing to infiuence a recommendation

and that this group of citizens in reality directly influenced

the direction of the decision. There are many examples.

conclusion let us emphasize that community decision making is an

enormously complicated process and that the reason for understanding

-

it as best as is possible is to make use of it in developing useable

programming and to gain support for the future. A director who ignores

the political/power structure understands neither the-nature of the

democratic process nor the powerful influence of tradition and values

<>

of the community which is being served.




«

VI.. Human Resources

.

There is no greater lesson that needs to be learned by a community

services director than that there are literally hundreds of agencies .

~ >

in any service aréa which have as their goal the service oé people.
. These agencies should be understood because Qany of them are already
performing excellent and effective programming related to community
college/coﬁmuniky services and continuing ed#fcation. Furthermore,

their clientele are often the same people who would be attracted

LY

to community-based programs and concepts of open colleges. .

Dialogue with these agencies are absolutely vital to wise use of ¢’

.
¢

human resources.

v A. Questions on Human Resources

1. Where are the agencies which deal with human services to

people?

’. How are they staffed?
(These staffs themselves are sometimes excellent clientele for
training programs in the community college community services

program)

B._ Where is the Information about Human Resources?

1. Begin with local government. Most publish material on resources
availablc and have departmentg designed to meet human needs.
¢ 2. Look for é%e following categories
a. Law Enforcement u
b. Recreation .
c. Health, Mental Health

d. Welfare
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3. Specifically contact:
a. Coordinating councils
b. Regional planning districts
c. PuEIic schuool counseling departments
d. Community college stﬁdant personnel services .
e. County‘or city welfare departments
f£. Comﬁunity action groups
g. Hospitsals or me;;cal greups
- h. Churches
i. Service clubs

. \
- j. Senior citizen groups

From this partial list can come a pro‘tund knowledge that here is a
well trained group of professionals who are devoted to the well
being of people and who are almost always proponents of higher

.

education.

VII. Special Characteristics or Problems

A. Problems
In community assessment for ;he community college, attention

" should be given to special problems which can influence accep-

»

tance or direction for program development. A community in
!

S turmoil over text books in F puhlic school or busing must be
) |
viewed in a special way. These kinds of issues probably wculd

surface through an examination of the power structure or other -
|

phases of the assessment but care should be taken that they are

.

properly recognized. There is no mystery about how to discover

’ 5 A7 | -

Q <
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what is happening, simply subscribe to local papers, watch

local television and épecifically watch for issues.

Communications within the Community

There is more to an understanding of public communication than
having a work study student conduct a clipping service. The
traditional news outlets should be surveyed as well as radio and
television. Particular emphasis should be placed on cable and
educational television if they exist. Media can have a very
positive impact on a community based operation aﬁd caple T.V.
may prove to be the answer to performance orieﬂted instruction.

1. Questions to answer. Newspapers.

a. How many newspapers are there, when do they publish and

how are they distributed?. Are there regular subscribeis
6r are they "throw aways"? What is the circulation of
each and are they distributed evenly throughout the area?

b. Do these newspapers present an editorial philosophy
which may be @ deterent to the community college.

c. Which newspapers are ethnic or racially oriented?

d. :Are these papers receptive to news releases or
interviews? If they are what is the most desirable
format to meet their publication requirements.

If the area is heaviiy populated there are apt to be numerous
newspapers. If an effort is made to satisfy*éach paper's
printing variation and separate release deadlines, it can
become a monumental and demanding task. It is best to assess

the value in relation to circulation and history of support

for education.

28
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Questions to answer: Radio

There has been a resurgence of interest and support for

local radio stations and these have wideland diverse

audiences. Today, Radio can have an important impact on
program success especially events which are newsworthy.

a. Where are the stations located, what are their facilities?

b. When do the stations broadcast?

c. What do they broadcast? Do they encouéage the use of
public service time for education? Is their particular
audience receptive to the community college?

d. What lead time do they require for items of interest?
Cost? Do they have portable equipment or must every=
thing be done at the studio facility? i

Questions to answer: Television

Most communities or regions now operate local televisions,

either a commercial station or an educational {UHF) channel.

All local stations are generally reccptive about programe.ing

of local interest. Fven the commercial channels are required

by law to provide a certain portion of air time for public
service broadcasting.

a. What are lead time requirements and what is the program
production time requirements.

Generally speaking, except for panel discussion type
programs or live coverage of events there is production

time involved. Communication is the life line of the

~
>

community college and the director will want to

29 -




encourage and develop a good communication base with
allﬂthose involved with community communications.
4. Cable Television
This aspect of television is the least understood of the
. various telecommunication elements available to the colleges.
Essentially it is a commercial ente?prize, on a contract
basis through municipal governments, to deliver a television
signal. Cable companies do not ordinarily do their own

program production but through a multi-channel, static

distortion free .;able the company sends the various

commercial and educational channel directly to the home.

The significant feature of the system is that the federal

government requires that these cable companies provide

access to educational and public service use of the delivery

system. Since these companies contract with local govern-

\ ments, the community services director will need to make it

\ clear to municipal officials that the contract should include

specifics concerning the educational use. In some cases

i cable companies have been requested to provide not only time

but production facilities and %Suipment in the contract

arrangement.

! When the multi-features of cable television are understood by

ﬂ‘ education, it will clear the way for some remarkable and

innovative approaches to community based and performance

‘ oriented learning. A simple feature of the system is the
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potential use of two way signals coming from the home. The
capability is already therej it only needs some local

interest and leadership.

Conclusions
It has been emphasized over and over that community assessment is of
the utmost importance in developing a viable community college. The assess-

ment process should be conducted through the community services/continuing

education office and the process must be continuous.

Assessment need not be complicatéd. It needs only to be specific
and planned beforehand.

No effort has been made to suggest s;rveys or questionnaires as a
means tqfcommunity assessment. Surveys can serve a specific purpose
but they a;e no substitute for the organized personal contact assess-
ment suggested in the manual. A few reliable surveys are available.
Except for Robert Pace's CVES instrument, none profess to measure the

types of perceptions which would assist the college in the programming

for community based programs.

A director who organi.ed his assessment around the social, economic
and political dimensions and categorically set about to inform himself
about local traditions and values, geography, population, economic develop-
ment, the political power structure, human resources and special issues

will have on hand an excellent, reliable assessment. . By
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Administration, Organization, and Program Management

The philosophy and commitment of a community college to community
sexvices will be reflected in the organizational structure provided and in
the extent of designated fiscal support, Medsker states that the extent ~
and effectiveness of programs of community services are related to the
administrative leadership they receive.

Each community college should provide, as a policy statement; a clear
definition of community services and a statement of specific objectives
which forms a basis for an on-going flexible program oriented to the needs
of a specific community. The objectives shoﬁld have the clear approval of
the local governing or adviscory board and be consistent with the guide-
lines -of the state or other central coordinating authority.

With a philosophy and clear objectives established, the matter of
organization and administration can be approached. The most significant
"principle for achieving an effectivz program is that of centralized direc-
tion in a given community of responsibility. The standards for accredita-

v
tion in the area of special activities, including community services, of
the Southern Association of Schools and Colleges, as an example, provides
the following interpretation under administration and organization.
Institutional organization should recognize and preovide a
separate- identity (a clearly identifiable and defined adminis-
trative unit) for special activities under the direction of a
designated administrative officer (e.g., vice-chancellor, vice-
president, dean, director, or coordinator). All policies and
regulations affecting special activities should be formulated
by the administrative officer in conjunction with and as a
part of campuswide administrative and academic advisory
groups.

iy

The principle that community services should be accorded equal status

with other major programs is paramount.

.




What are the qualifications of the community services administrator?

Ervin Harlacher reports from a survey of 104 community college campuses,

as follows: "While there is not universal agreement on the job descrip-

tion, community college leaders emphasize that the most effective

'

administrator of these programs is one who possesses.'

1.

Sufficient educational background to be able to work with the
college staff in a major'administrative position, including course
work in the community college. (At least one postgraduats degree
would be required unless the person had considerable experience as
an educational administrator). .

Professional experience in community service, community develop-
ﬁent, community action, community relations, university extension

and/or adult education programs.

Ability to work with other leaders of all types. (Telling people
what they need is no sure method of interesting them in acquiring
it. A great deal of tact and human relations skill are needed if
the potential service of the college is to be realized). .

Knowledge of the college community or of the various communities

within the district or service area. (This is not the same tvpe™ =~ —

ofrknowlédge that same phase would have implied five to ten years
ago. Tqday this'means'f%?iliarity with political forces, with
the concerns‘of differing ethnic and economic groups and sub-
groups. It means having some degree of knowlnge of ghe agencies

already serving these communities and of the gaps in that service.

The internal organization and administration of the community cervices’

office will be adapted to the community served and to local conditions and

4

/
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resources. The principle to be observed is to structure in the organization
an adaptability to change as desired types of services adjust to changing
community patterns. An adequate full-time staff means sufficient personnel
with enough time aiiotted t; organize and expedite services and activities
included in the program.

. A program of community services should be community oriented rather
than college or cémpus oriented. The most useful management tool is a
district wide master plan for community services which translates objectives
into specific programs, provides a basis for evaluation of progress and
allows for revision and updating to meet changing community needs.

The organization of a continuiné education and community services
department must take coggizance of.two prime factors: the goal of the‘
continuiug education program and the population to be served by the program.
These two factors, goals and population, not only help define the organ-
izational structure of the department but they also help define and

determine what the programs themselves shall be and help give

direction to the program management.

Goal Setting .. — ———- - —

The geals of a“continuing education-program are to a large part
determined by the way in which continuing education is seen and defined by

various administrative sectors of the college. Continuing education programs,
- .9

can mean different things to different people. Murphy (1969) states that the
continuing education can mean adult education, all "after 5:00 education",
non-credit courses, programs not in regulér catalogs and/or all.fart-time
students. Myran (1971) sees continuing education or community services as

serving all sécio-economic segments of the community as being a function of
’ 83 v

a5
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the entire college and not just that of the continuing education depart-
ment thus being better equipped to serve in particular the disadvantaged
population. These two diverse definitions bring into focus one of the
prime problems f;éed by a continuing education director: that of defining
the population to be served. Therefore, the factors of goal se.ting and

s

population determination are not distinct and independent factors but

rather are very closely interrelated.
' 4

Population Determination

éor a comprehensive comqunit§ college the pépulation to be served is
everyone within the service district of the college. This includes
community agencies, adults, Qisadvantaged and community interest groups.
‘

Obviously, the resources available to the college and the continuing
education department are not unlimited. Therefore, the problem in popula-
tion selection is not so much what the problem is but rather which particular
populations you will serve at any given tiﬁe. The continuing education <
department must select those'population groups which it feel; it can best
serve. _ It mus;Athenﬂdesign_aﬁdﬂselect;those_programsﬂwhich will meet. those
specific needs. This process of population selection leads us back to the
other factor of goal setting.

Goal selection is a pricrity setting system. The goal selection process
must determine which particular problem areas are most critical. Myran
(1971) states that community agencies, adults and the disadvantaged‘are Fhe
most important groups to be served. He see§ extension centers, public éorums,

job training programs, service to government and social agencies and

cultural programs as the most important areas of concern. ¥

26
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It is necessary to re-emphasize the importance of population defini-

tion and goal selection. Unless the continuing education department,
] . -

and especially the director, takes the time to carefully select the priori-

.ties it is going to work for, it will find the resources of the cortinuing

education department spread too thinly to do an adequate job in tiiose

-

areas to which it would like to deyote attention. The ideal situation

would be to be able to do all things fbr all people. However, the

regoﬁrces are sometimes not available to do that. Therefore, it is necessary
to @ake an extremély‘hard choice among the many alternatives presented to

the department. To reiterate, it is'necessapy to define the population which

has the most critical need for the services that can be offered. Then it is

necessary to select goals for the department and for the programs which are
consistent with these population needs.

When organizing or reorganizing a continuing education ¢ partment,
three activities should be pursued initially. The first two as mentioned
above are goal setting and service population determination. The third

activity is to develope a long-range plan.

Long Range Planning

The long-range plan is criticai because it requires a careful examina-
tion of goals and resources. If thF goals are properly defined, the
available resources can be allocated in the most efficient manner to
obtain those goals.

An example of a long-range plan is included for information purposes.
Aé can be seea from this plan, three specific problem areas were defined.
These three problem areas then became the first three goals to be attained.

A plan of action to solve the problems was then formulated. A portion of

ey
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¢
.

this plan of action wgé to determine population areas to be served. This
_.plan has twec benefits. First, it helped allocate resources. The plan
helped direct the department's energy tow;zd the solution of the goals.
-~ This was very beneficial because if this plan of operation has not
existed with it; accompanying discipline, the department~yould have
diffused its resources in many areas. This'is traditionally called "fire
}ighting." The second benefit of the long-range plan was that it helped
direct activities of the continuing education department to keep it

' -

co-oriented. ,

It is important to mention at this time that flexibility is critical
in developing a plan. The plan developed must have sufficient slack time
in it to allow for unexoected délays or unplanned activltig§. PERT theory
is of use in th;s situqtio;. A critical path for a given ;f;gram or plan
is determined but sufficient slack time is allowed between project start
and completion times to allow for contingencies. Also determining the
critical path helps pinpoint those critical activities where delay will -
cause delay in the program completion date. A complete explanation of

PERT theory is beyond the scope of this particular project. However,

- G
most good management textbooks contain detailed discriptions of PERT

theory and ;ts applications. . o e

At this point the threé most impog;anﬁ activities have occirred: goal
setting, population selection and basic long-range planning. "The point
has now been reached where development of our organizational structure is

feasible.

n
[
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Departmental Organization - Community Services/Continuing Education

The organizational structure must be designed to conform to the .
parameters.which have been previously established but it must also be
responsive to change both immediate and long-range. ‘

The placement of a communlty cefvicés/continuing educ§ti0n department

is usually previously determined by the college administration. Unless you

are fortunate enough to be able to determine where it fits, you will have P

to live with the placement. Ideally, the community services/conEinuing
education department should repo;t direcfly to the chief academic officer s
of the institution and should be placed on a level equal with that of the
other senior academic administrators.
Tne second feature of the o{ganizational structure (Chart A) is t@at
it have a vehicle for receiving input from the various involved publics.
These will include other‘academic administragors, the chiéﬁ academic
officer, the faculty,and the service population. The sérvice population. L LAy

can he better handled 'if an advisory committee is available to nrcvide some

-

of the input; hcwever, there must still be input from the public at large -

for two reasons. First, to provide a continuing source of information on

l

new needs which develop and secqnd, to provide a feedback device on currently
[}

operating programs. Advisory committees and other academic donations will
SR , .

nrovide good information but it will tend to be rather consistent and not

-~ -~

allow the full flexibility that a continuing education program requi;es.

The internal organization of the community services/continuing educa-

and the planned programs. 'The organizational chart of the department‘yffl

s

tion department will be determined by two factors. The available resources )
in all probability never be very complicated unless you develop an
. |
\
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extremely sophistocated and extensive organization. An example of a
simple organizational chart is included for information purposes. As is
illustrated by the chart (B), the structure of the department is determined
to a large part by the programs which either exist or which are contemplated.

By structuring the internal organization of the department in terms of
the programs which will be offered, yo; can accomplish several aims. First,
you will know exactly which programs are currently operat?ng. More
importantl;; however, it will permit the subdivision responsibility for
various programs, permit an effective mechanism for accountability, allow
assignment of new'problems in relation to éld pro =2ms as a way to keep
the work loads balanced ahd;facilitate program maintenance. These points
are not only applicable to a departmegt that has several people involved
in it, but it is also applicable to a oée-man department. This organiza-
tional subdivision helps the single director to budget his time most
efficiently.

A specific organizational model cannot be presented in detail because
it would be a structure for a specific set of programs and as has been
mentioned above, flexibility is important to any organizational structure.
The programs which are being planned or are curcently operating determine

the organizational structure, not vice versa. However, a model is included

which illustrates possible organizational structure.

Program Management

The problems of managing a program are somewhat similar to the problems
of an organization. You must set your goals. However, the goals defined
now will be more specific and focus on the specific objectives of a

given program. You must also select the population, but, you are now

a<
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speaking of .: specific target population tor a specific program.

One of the most important projects now necessary is to develop a specific
operating plan which would guide the development and completion oi a specific
program. A quality program will only result if the specific plan is estab-
lished. This plan must be timely. Take the time to plan the program because ’
this will insure total completion of all the necessary components of the
program as well as alerting you to potential bottleneck and problem areas.

Early involvement of prospective clients and program users will also
help insure program success. They will be more involved in concern with the
program. Help them publicize the program and ins;re that the program is
gelevant to client needs. They will also help tailor the program to
specific group needs.

One critical factor in establishing a program plan is to include a feed-
back mechanism at several points. This will help keep the program on line
and goal directed an& provide an evaluation tool on the progress and success
of the program. The developmental plan for two programs is included for
reference purposes. It is hoped that the reader will be able tc take the
principals of program planning and apply them to programs in which he is
current involved.

The first program plan presented was used for special training project
for the Columbia Yacht Corporation (Chart C). Columbia Yacht builds
fiberglass sailboats. They were a party to a contract with the National

Alliance for Business JOBS Program.— -The—specifie-pregram-was—to-employ - -

50 disadvantaged workers at an expanded Columbia Yacht facility. The
diamonds in the program flow chart indicate decision points. These deci-
sion points are part of the feedback mechanism which insures that either

it is feasib!e and possible to continue the program or to insure that the

a4
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CHART C (continued)
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program is the best possible. Notice that the first decision point occurs

- immediately after the initial contact on éhe training program to decide the
feasibility of the project. To go back to an earlier point you cannot be
all things to all people so a decision must be made as to whether the
project is within the resources of the college or the continuing edgcation
department. The next phase of the project was to design the training
proposal. Notice the various inputs coming into the proposal design, both
an aSsessment of the- training needs as.well aé input from various depart-
ments of the college who would be inyolved in the training. The next
decision point is on whether the proposal is accepted or not. If the
proposal is rejected, it must be redesigned and that feedback circuit is
also enclosed. The contract is then submitted for approval and the next
decision point is whether the contract is accepted or not. If the
contract was not accepted, a redesign and/or resubmission may be necessary.
It may also be possible that the contract thet is finally accepted will
be slightly different in design from the initial training proposal. There-
fore, redesign may be necessary. The program then moves into the specific
planning and design phase, the acceptance by the company and notice again,
if the company does not accept the final training prog}am, it must be
redesigned and resubmittéd: One of the most important feedback loops in

)
the program occurs after the training activities have begun. It is neces-

sary to assess whether the training program is meeting the goals that have

been established. If not, the training-program—should—immediately be
modified before successive groups re-enter the program. Also, the very
last phase of the program is a review component. This review component

is similar to a debriefing session. The program and its accomplishments

&'y .




are reviewed to see if the stated goals were achieved. If not,
sufficient learning can occur at this point so that future training
programs will be designed in such a way that goals will aiways be
achieved.

The second planning program which is enclosed is the imﬁlementation
Hsﬁése of a day care center project (Chaft D). The first phase of the

program was,a feasibility study on the advisability of starting a day

care center. Notice the first decision point is Wh§§h§§4§hedrecommenda—

tion of the feasibility study committee is accepfé&. The rest of the

project flows in.a manner somewhat similar to the previously described
program. Again, the diamonds indicate decision points. The frequency
of decision points indicates the constant feedback ana program.assessment
that occurs. This particular program will also serve as a guideline.
Once the prugram sponsor has been designated, this particular flow chart
can be uséd by the sponsor of the activity to determine which activities
are necessary to start the day care center and what the appropriate sequence .
for the various activities is. Notice also that the various decision
points are located so as to stop the planning of the program if
at some point it :ppears that completion is neither feaéible nor possible.
Program management consists of two phases. The first phase has been

described above. This is a planning phase. The planning phase is probably

as critical as anything which will occur. The necessity for adequate

planning cannot be suffj:iently stressed. If a program is to be optimally
affective, it must be adequately planned. The second aspect of program
management is the implementation phase. Once you have decided what it is

you have to do and when it is you have to do it, then all that is necessary
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C T T CHART D

PROGRAM PLAN FOR DAY CARE CENTER IMPLEMENTATION

Acceptance of feasibility study

recommendation
Designation ] —-—
© of
Sponsor
.
| selection of
physical
plant
% ) ¥
Fire Marshall Health zoning
Inspection Ingpection Check
L ‘1

) No Is project still feasible?
STOP \

Yes
Renovation in light of
recormendations of fire
and health authorities

] Fire

Inspection
- —————-{-Completion e

—{ Health

49 ™1 Building
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CHART D (continued). \ .
PROGRAM PLAN FOR DAY CARE CENTER IMPLEMENTATION , ,
N\
Back to 1
. Renovation /
7 . ;
Is'é;htinuation ) - /
feasible? N ;
/
STOP
N
i
A8 % L/
Equipment . l
Yy | Acquisition Staff
)y Acquisition Director
& | -Play /
~Sleeping '
~Furnishing d
¢Utensils
=Linens .
Staff
~Supplies / Assistants
/
/
/
Vv /
Board Policy & pec/
College of ) Procedures | Director
Directors DeterminatfiI /
, d /
- Subnit 'COrganization Chart
. DCC ~Plicy Manual
4 Application ~Articles of Incorp. 4,
- ~Constitution & By- laws
-Board Listing
-Medical Reports on Staff
. ~Forms
Correct ~Fee schedule
Deficiencies ~List of Play Equipment
~Floor Plans

-Budget
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is t? do it. It is somewhat similar to a road map. Once you have decided

where you are going, all.you have to do is guide yourself until you reach

your desﬁina}ion. However, the reader should be cautioned that in the
same way that unexpected things can happen on the road unexpected things
can also happen in program plans. Therefore, sufficient flexibility should .

exist for modification and adjustments as necessary.
. o

4

Conclusion
The management process is not an isolated process of organization _

and program planning. The continuing education department just function - 5
. ° Y F ;

as part of the college administration. Theref?re, when considering any

community services/continuing education program, the director must also -

L 4

give his attention to the financing of the program, the impact of adg}sory
bodies, the problems‘aﬁﬁ benefits of internal and external .Gommunications,
. and the involvement of other agencies in the program,

0
-
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Program Evaluation

There are many téchniques of program evaluation and samples of instru-

. ments can be easily found. Many standard program and teacher evaluation

.irstruments used in academia can be modified for simple evaluation purposes.

\

Most community colleges aré/:ngaged in standard evaluation processes in

their traditional programs and commynity services/continuing education
e . . .

programs should also be sibject to the accountability process. In truth

most credit or non-credit courses oifered through the continuing education
13 .

division are already being ebaluated both for content and for quality of .

~ instruction. ’
0f equal importance is-an evaiuatioh of‘the;entire system of communiey

services. Not only its administrative function rut tﬁe pgilosophy, the
progfams; finances, citizen input, learning resource centers and public
relations " should be assessed periodically+sto detlermine whether or not &
objectives are being met. It becomes a very inflormal but ~erious accredita-
;ion self study but because of the fluidity of developgent it fhould'be'

e I #

L
managed annually much as management by objective§ as a mean;;of>se1f

/'7

reVelation. We call t?e process an audit simply| because it assumes an

quectivity which is important to maintain.

.

| 2
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Evaluation of Community Services/Continuing Education .

.

- The management audit is an effective tool which may be used by deans
or Directors of Community Services to appraise the overalls performance

L

and effectiveness of the administrative unit for community services. The
s

audit, when used in conjunction with continuous evaluations of specific -

programs and instructors, will enable deans or directors to discover 'the

strengths of the administrative unit and its progfamé; more importaﬂtly it

v
will result in the discovery of weaknesses where irprovements are needed.

The Purpose of the Audit

. ~N
The purpose of the audit is to suggest areas where improvement is

needed. Consequently, the most important responsibility of the dean or
director, as the manager of the community services unit, is to follow=-up
the appraisal @ith specific plans for correcting deficiencies. Thic
requires knotledge of and the ability to implement the Five functions of
menagement--planning, organizing, directing, coordinating angqcontrolling.
Alliof these functions come into plaf as the dean or director follows up

¥

the audit with specific remedial action.

Who Should Conduct the Audit - -
l’ ’ '
Since the de8n or director is responsible for assuring that

all possible Improvements are being made, he or she must necessarily insure
. <

that the audit is conducted in an objective mannert Initially,‘the dean

or director, with the assistance of a committee ccmposed of his staff and/
or selected faculty, may wish to con( '~t the audit. Later, he may choose
tb use the services of a consultant, perhaps another dean or director with
known expertise or the person who teaches 'the continuing education/community

a :

e
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Aruitoxt provided by Eic:

services courses at a nearby university. Use of outside consultants is
recommended since they may bring to the attention of the dean or

director possible improvements which may have been overlooked by an

internal committee.

When Should the Audit be Conducted

As a general guideline, the audit should be conducted at least

annually and more often if previous audits have resulted in several

changes. After several appraisals, attention may be given primarily to
those areas in need of improvement or when efforts are being made to bring

about a desired change. v

. -~
7

A Guide to Conductiqg/ the Audit ‘

A suggested'guide for conducting the audit is given in Part I
below. Since the objective of the appraisal is to identify areas which need
improvement, it is recommended that two related records'be made
as each rating is recorded: (1) the conditions and factors which
cause a no answer, and {2) the suggestions for improvement corresponding
to each no answer.

As will be noted, the items on which ratings are to be recorded
are grouped into 15 major categories. These categories correspond
closely to the suggested guidelines for conducting an institutional self-
study under Standard IX of the Southern Association of Colleges and
Schools. Hence, the management audit, when conducted annually and on an
objective basis, serves as a year—end review of overall operations and

automatically updates the special activities section of the institutional

self-study for accrediting or reaccrediting purposes.

-
O
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Guides to “onducting Specific Program and Instructor Evaluations

The management audit js not a panacea. It should be conducted in
support of continuous formal and informal evaluation téchniques. As a
guide to a more complete program of evaluation, additional formal instru-

ments of specific program and instructor evaluation are provided in Part

-

II below. When supported by informal observations, meetings and discus-
sions, the management audit and the application of more specific evaluation
tools will result in an effective evaluation program for the community

cervices Dean or Director-

, 56 , )
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PART I

SUGGESTED GUIDE FOR CONDUCTING

" A MANAGEMENT AUDIT OF A

COMMUNITY SERVICES/CONTINUING EDUCATION

UNIT

46
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AUDITING AND APPRAISING THE OVERALL PERFORMANCE
OF THE ADMINISTRATIVE UNIT FOR COMMUNITY SERVICES

KEY AREAS AND QUESTIONS

Yes

No

~

COMMUNITY COLLEGE AND THE COMMUNITY SERVICES FUNCTION

(1)

(2)

1.

2.

Is the community services function reflected in
the purpose of the college?

Do the administration and faculty support the
philosophy of community services?

COLLEGE AND THE ADMINISTRATIVE UNIT

(3)

(4)

(5)

1.

Does the college have an identifiable adminis-
trative unit which has primary responsibility
for community services?

Are all community services activities coordinated
with the administrative unit?

Does the official name of the unit (i.e.,
department, division, community services, ete.)
adequately portray the scope of the program?

OBJECTIVES OF THE ADMINISTRATIVE UNIT

(6)

)

D. THE

1.

Are the objectives of the administrative unit
clearly stated, up-to-date and understood by
college personnel?

Are the types of programs conducted by the
administrative unit compatible with the
objectives of the unit?

ORGANIZATIONAL STRUCTURE OF THE ADMINISTRATIVE UNIT

(8)
(9)
(10)

(11)

Does the structure clearly indicate the source
of authority for community services?

Is the structure consistent with th- objectives
of the administrative unit?

Does the structure make it possible for the
administrative officer to function effectively?

Is the administrative officer responsible for
formulating and implementing policies and
regulations affecting community services?

* .
A more discriminate scale is suggested.

58
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KEY AREAS AND QUESTIONS

Yes~

No

(12) 5. Is the administrative officer a part of the
campus~wide administration and advisory groups
to the chief administrative officer of the
college?

(13) 6. Do procedures within the institution

for establishing new programs and inter-
institutional agreements and arrangements,
recognize community services as an integral
part of ‘the total institution?

(14) 7. Does the position description of the administra-
tive officer adequately describe his
responsibilities? “op,

(15) 8. Does the structure facilitate coordination
between the administrative officer and other
administrative personnel with respeect to
programs and staffing arrangement?

THE FINANCIAL STRUCTURE OF THE ADMINISTRATIVE UNIT

(16) 1. Does the administrative unit operate under a
clearly identified budget on a fiscal year
basis?

(17)

N

Is the budget for the administrative unit
prepared and administered by the administra-
tive officer for the unit?

(18) 3. 1Is the budget consistent with college policy
for support of all units operating within the

institution?

(19) 4. Are financial resources other than registration
fees available to the administrative unit?

(20) 5. 1Is financing adequate to meet objectives and
plans? '

(21) 6. Does the administrative unit obtain adequate

support services from the financial unic of the
college.

THE STAFFING PATTERN OF THE ADMINISTRATEVE UNIT

(22) 1. 1Is the administrative staff sufficient to
provide for program planning, growth, develop-
ment, coordination, supervision and control?

o9




KEY AREAS AND QUESTIONS

. ) (23)

2.

Is the secretarial and clerical staff adequate
to conduct routine duties, maintain adequate
c.e.u. and reiated records, and provide support
for unanticipated programming needs?

G. THE COMMUNITY.SERVICES FACULTY

(24)

' (25)

(26)

(27)

(28)

(29)

(30)

(31)

(32)

-0y

1.

Is the faculty staffing procedure adequate to
maintain academic quality?

Does the administrative unit have a staff of
full-time coordinatprs?

If applicable, are full-time faculty accorded
the same recognition and benefits as other
faculty and staff of the college?

Are the methods employed in determining
faculty qualifications and competence
significant?

Is there a clear-cut line of communication
between the administrative unit and other
units of the college with respect to utiliza-
tion of faculty from other units?

Are there set policies governing
teaching allowed, overloads,” and
for full-time faculty from other
or conducting community services

the amount of
compensation
units teaching
activities?

Are faculty evaluated regularly?

Do the evaluation techniques employed permit
students and instructors to communicate con-
structive criticism and suggestions to the -
administrative officer?

Does the adminastrative officer have the right
of approval for faculty, whether full-time
from another unit or part-time, to teach or
conduct a community services activity?

¢ €0




KEY AREAS AND QUESTIONS

Yes

No

H. COLLEGE FACILITIES AND THE ADMINISTRATIVE UNIT

(33)

(34)

(35)

(36)

1.

1s the administrative unit represented on campus-
wide facilities planning committees?

Are support services, such as janitorial and
security, provided for equally between the admin-
istrative unit and other units of the college?

Does the administrative unit have easy access
to the use of college facilities throughout
the campus?

Are facilities adequate to meet programming
needs?

I. THE PROGRAMS OF THE ADMINISTRATIVE UNIT

(37)

(38)

(39)

(40)

(41)

(42)

(43)

(44)

1.

Is the method of assessing community needs
adequate? ’

Are the purpose and objectives of each
program clearly stated?

Are continuing education units, where
applicable, awarded in compliance wxth the
policies of accrediting agencies and
organizations?

Are.there clear channels of communication
between the administrative unit, faculty,

and students?

Are programs diversified, timely, and innovative?
Are adequate facilities and support services,
such as library materials, provided for off-
campus programs?

Are programs evaluated systematically?

Are appropriate unit heads involved in program
planning?

6l :

-




KEY AREAS AND QUESTIONS

J. THE ADMINISTRATIVE UNIT AND STUDENT SERVICES

(45) 1. Are special developmental studies offered,
where needed, for community services students?

(46) 2. Do student services policies relate directly to
the nature, character, and need of the community
services student? ' .

Do procedures pertaining to such student services
as counseling, academic advising, registration,
and bookstore operations adequately recognize

and meet the needs of the community services
student?

Has provisions been made for periodically
communicating pertinent information to
community services students?

K. THE ADMINISTRATIVE UNIT AND THE ADMINISTRATIVE OFFICER

(49) 1. Is there evidence of both short-range and long-
range planning? . -

(50) 2. Are routine operating procedures reviewed
periodically?

(51) 3. Are policies written, well~defined, uniformly
understood, accepted and followed?.

(52) 4. Within the administrative unit, is there a
clear-cut organizational plan complete with
written job descriptions? ‘

(53) 5. Within the administrative unit, are ‘lines of
command, source of advice, and channels of
communicacion definite, clear-cut, and followed?

(54) 6. Are administrative staff periodically appraised
for performance?

{(55) 7. 1s an effort made tc provide satisfaction of
security recognition, expression, opportunity
and sense of belonging to the community services
team? \

1
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KEY AREAS AND QUESTIONS

Yes

No

(56) 8.

(57) 9.

Does the administrative officer strive to make
working conditions pleasant and productive?

Does the administrative officer encourage the
utilization of formal and informal techniques
of maintaining control, keeping informed, and
using controls as a basis for future planning?

N

THE ADMINISTRATIVE UNIT AND THE LEARNING RESOURCES CENTER

(58) 1.

(59) 2.

Does the library support the community sexvices
program through such activities as providing
reference materials related to specific program
offerings and raking its services available to
the community?

Do audio-visual and learning laboratory person-
nel support the community services program by
providing instructional aides and programmed
learning activities?

THE ADMINISTRATIVE UNIT AND TOP ADMINISTRATION

(60) 1.
(61) 2.
(62) 3.

Does top administration actively support the
community services program? .

Does top adminisiration insure that all chamnels
of communication remain open up and down the
chain of command?

Does top administration continuously strive to
provide resources needed to- conduct an effec-
tive community services program?

THE ADMINISTRATIVE UNIT AND CITIZENS ADVISORY COMMITTEES

(63) 1.

(64) 2.

Does the administrative unit effectively use
advisory and/or planning committees?

Do advisory or planning committees actively
promote and otherwise support the community
services program?

-t
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KEY AREAS AND QUESTIONS

0.

THE ADMINISTRATIVE UNIT AND PUBLIC RELATIONS

(65)

(66)

(67)

(68)

!

l.

Is the public relations unit of the college
helpful in promoting community services programs?

3

Does the adminig;rétive unit insure that every

. effective means of mass media are utilized in

program promotion? :

Are the administrative officers fully aware of
their relationship and responsibilities to the
community? '

Are administrative officers fully aware of and
concerned regarding the effect of college and
administrative unit policies and operations on
public opinion?




PART II

SUGGESTED INSTRUMENTS OF -

PROGRAM AND INSTRUCTOR EVALUATION'
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PROGRAM EVALUATION

So that continuous, improvement may be reasized in educational
programs offered, ur honest and sincere evaluation .of the program is
needed. Realizing that all areas of the evaluation cannot be anticipated,
would you please respund not only to the items listed, but make additional
comments you would like 8o share with those who presented the program.
Thank you for your assis ance. )

: N
/ . .
I. Please check the appropriate blank . - Yes 'No
1. Do you think the instructor(s) wete well prepared?

2. Was there enough time in each individual class to
cover the given topic?

3. Did you like the way the program was organized '
j and conducted?

4. Did you find the topics interesting?
< ' 5. Was the level of instruction appropriate? .
6. Were the objectives and purpose of the program
met?

7. Did the program meet your needs?

8. Did the program offer adequate time to discuss
individual problems? )

9. Wguld you recommend similar programs to your
. associates? =

10. Were the- topics relevant to prog?am objectives?

I1.* Please comment on each question in Section I which you answered with
. .a "No." - '

o~




III.

Please answel. the following,questions?

1.

\

»

L]

t-

56
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.
.

Qo
-

What was the most beneficial pért of the program?

»

2. What was your chief criticism of the program?
4
Ty
. Q
3. Circle one of the following to indicate your general evaluation

©

of the program. .
EXCELLENT

« GOOD FAIR POOR

SUPERIOR

:

Make any comments you wish concerning the program, classes,

4,
facilities, instructors, etc.
\ - -
f3 (\
5. What other types of courses or programs would you like to see
offered? (Credit or non-credit)
N i

K
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truthful.
sheet.

1.

INSTRUCTOR EVALUATION

-

This rating sheet 1s used solely‘%y instructors who are interested

in improving their teaching rerformance.

be achieved only if your answers are thoughtfully considered, honest, and

Do not write your name or any other identification on the

Under each heading check one block which in your opinion best

. describes the profe§sor or the instruction which he has provided in the
course.

INSTRUCTOR'S KNOWLEDGE OF SUBJECT:

1

" Well versed in

subject and its
application

ORGANIZATION OF THE

]

Consiséeﬁtly
well organized

PRESENTATION OF THE

]

Clear and well
illustrated

ABILITY TO ARQUSE INTEREST IN SUBJECT:

[]

Interest
usually ran
high

ASSIGNMENTS :

[]

Always definite
and pertinent
to the course

Knew subject but

not practical
applications

QOURSE:

]

Usually well
organized

COURSE CCNTENT:

[

Usually clear
and well
illustrated

[]

Students fre-
quently showed
interest

Usually/definite

and pertinent to
the course

68
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]

Knew only what
was 1in the
textbook

]

ﬁsually
disorganized

[

Séldom clear
and well
illustrated

]

Students occa-
sionally showed
interest

]

Usually
indefinite

The aims of this evaluation will

[

Poor knowledge %
of subject and
its application

Consistently
disorganized

]

Generally i Y
confusing and

poorly / :
illustrated

[

Students seldom
showed interest

]

Always indefinite




6. TEST COVERAGE (IF APPLICABLE):

Covered important Covered important Covered insig- Covered insignif-
material and of material but too nificant icant material .
correct length long material but and too long

f fair in length -

STS (IF APPLICABLE):

Always clearly Usually clearly Usually poorly Misleading
stated stated stated -

8. GRADING (IF APPLICABLE):
Always fair Usua11§ fair Usually unfair Always unfair
9. IN YOUR OPINION THIS TEACHER WAS:
Excellent \ Good fw, Fair Poor

LIST ANY DISTRACTING MANNERISMgsON THE BACK OF THIS SHEET.




Obtaining Financial Support

for Community Services Programs
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Obtaining Financial Support for Community Services Programs

Our commitment fo a program or to an institutional focus is reflected
in our financing of that program. We have a responsibility to work toward
making community programming a part of the regular college funding. Until
that goal is achieved we must be creative and diligent in our efforts to

obtain financing for community oriented programs. The sources of financial

éupport include all who may benefit from the results of our programs.

If a program is truly in the community interest, all community organizations
and institutions should be enthusiasticly support it. If we truly
believe our responsibility is to our community and that our programs are

|
responsive to community needs, we should extend ourselves to the limit to
obtain financial assistance for these programs.

The educational neéds of a community are as vast as the populace
served by a college. There is no shortage of problems. What %s needed
is the vision to recognize and accept these challenges, the creativity
to devise a vehicle that would generate rezlistic, concrete results and
the commitment to mobilize the needed resources to make the service a
successful reality. The most important aspect of these resources is the
financial support for conducting community service programs.

The following are general statements regarding finance options for

community service/continuing education programs:

Regular College Funds

In those states and community colleges where established or permitted,
the college's regular funds may be used for community services programs.
However, at colleges in states where this is not the rule, it is

vital that every effort be made to develop a sence of urgency on the part

g
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of college administrators, state board of regents, state boards of

. education and state legislatures to make such funds available so

" that meaningful continuing programs of community services are not hamstrung

by the necessity of being able to conduct only isolated community services
classes and then only after monies for the programs have been found,
wrogram by brogram, course by course. If community services 1is, in fact,
as équal and as significant a part of community college education as are
university parallel and occupational-technical education, then it should
have available to it the same sources and as proportionate an amount of
funds as do the other divisions of an institution. The role of community
services in community colleges is too important, tuo vital, too urgent for
it to be anything less than the very best that our creativity, our work
and our dedication can produce.

- £
II. Local Funding Options |

A. Community service tax-—some localities have a certain percentage ,
tax override per $100 of assessed valuation.

B. General appropriation for community services--local political
subdivisions sometimes earmark money for community services.

C. Community support—financial assistance from a community group
(business, industry, civic, private group) sponsoring a given
short course or seminar. Also, an individual citizen may make

financial contributions to community service programs.

III. State Funding Options

A. General appropriation for community services--this could come
through the state legislature in the college or system budget

request.

7
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B. Non-credit state funds——this source of funding might be based
on clock or contact hours.

C. State agencies-—certain state agencies (vocational rehabilitation,
eéc.) will pay‘the entire cost gf a proéram for their clients.

D. Grants-—SLEEP (State Law Enforcement Education Program), etc.

IV. Proposal Writing

Since no two projects are éxactly alike, no.two proposals are exactly

alike. If you have ever discussed proposal writing with individuals

involved in this activity, you probably found that no two agree completely
on the best way to prepare such a’document and have it accepted. The
following is a pattern which has potential for assisting you develop
meaningful, fundable proposals.,

A. Know your community. Become thoroughly familiar with the

community affeéted by your proposal by accumulating and studying
Bureau of Census figures, County Welfare Department figures,
Board of Education enrollment statistics, and other pertinent
population data. ¢

B. Develop the basic idea. At this initial stage of writing, your

proposal should be both general and specific.

€. Identify your resources. Develop a section in your proposal in

which you have clearly outlined the college's commitment, personnel,
facilitie;/ and equipment which will be brought to bear on the

-8 project. You should be careful at this stage to clear lInternally
within your institution those resources which you are committing

Vs
| to the proposal.
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Determine appropriate funding source. At this point, make your

initial contact with the fuﬁding source.

Develop proposal more fully. Based on your(initial meetings

or analysis of the guideliﬂes, your proposal should now start
taking form according to thé specifications which have
been developed, including a tentative budget.

Discuss proposal with appropriate administrative units. Now that

your proposal is taking more definite form, meetings with your
appropriate college administrators are in order. 1If thié is a
Federal project, no further development should take place until .
your president is fully informed of the direction in which you

are going since he alone car commit the college to such a project.

Consult with affected departments, institutions, or agencies. -

A project rarely takes place in a vacuum. Almost invariably it

_will affect or influence the functions or procedures of gther

college departments, other educational institutions in the
community, or governmental or private agencies. You should
determine who will be influenced or affected and hold meetings
with them to obtain their recommendations for clarifying
improving, expanding, or reducing the scope of your proposal.

The difference between success and failure will often hang on the

cooperation or resistance you receive from these various units.

Discuss proposal with appropriate funding source official.

Now that the proposal has become reasonably crystallized and
fairly wéll-defined, it should be discussed at length with a

d

funding source official to clarify its intent and potential

74
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for success. This is especially important when dealing with
Federal funds. Ideally, this discussion should take place in
person whenever possible; If this is not possible, then by . -

telephone or by mail.

Make recommended adjustments. As a result of the discussions,

you should be prepared to make intelligent compremise.  You
whould not be so eager to get the funding that you change the
basic idea if this will result in an ineffective project that does not

realistically help to soleve your community's educational problems.

Submit proposal. You should éarefully complete thé submission
forms, obtain the appropriate authorization signatures (with
Fed;;al legislation this normally means the president‘:nd
district business officer), prepare the cppropriate number of
copies required including sufficient for internal distribution
and several extras for your files and then submit to the funding

source.

Make further adjustments. After the proposal has been submitted

and carefully analyzed by the funding source, it may become
necessary for you to make further adjustments to the proposal
or budget, or to furnish additional information which they

)

feel is necessary. . . "

Think positively. Think positively bugfﬁe prepared for refusal. .

Your proposal may be refused simply because it was incomplete or
unacceptable. However, many times a proposal cannot be funded
because Congress does not appropriate sufficient funds or it cuts

the funds which have been appropriated, or the appropriation




takes place too late for you to be able to use the funds,
or for many other reasons beyond your control. If your

proposal is not approved, but you feel that it has a viable
rationaie and it can make a significant contribution toward

solving community educational problems, go back to step D,

determining appropriate funding source, and start again.

An intégral part of any proposal should be a means to meésure the
outcomes of the project to determine if they'are consistent witﬁ the stated
desired objectivés. The evaluative statistics should honestly reflect the
shortcomings and failures of the project as well as highlight its successes
and accomplishment%. A carefully prepared evaluation with well-defined
recommendations for improving or expanding the project can become your
strongest resource for obtaining new or enlarged funding. )

As stated earliér, proposal submission is an arduous and trying task
and you should not enter intg it‘unleés you and your institution are willing
~ to see it through to completion. Many times a proposal will
take over a year from its conception to approval or disapproval. This
means your institution should be willing to finance the research and develop-
ment which is necessary in the procésé of proposal preparation. Normally,
the minimum amount of time, as outlined in the pattern, is three to six
months if you are starting on your own from the beginning. However, there

are times when you are placed in the fortunate position of being approached

by a funding source and are requested to submit a proposal.
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Summary

The approval of a proposal should be considered merely the begin-
ning an%’the.means for aécompli;hing an end, and not the end in and of
itself. \}he acéepténce of tﬁé fesponsibility for carrying out a project
should always carry with it the willingness of the institution to extend
itself far beyond what is typically and traditionally gone at that
college. The full resources of the iné;itution should be made available

and brought to bear on the funding sources to coéntinue and expand their

support of that college's programs.

V. Federal Funding

A basic problem w;th submitting proposals for Federal funding
is determining which act and to whom the proposal should be submitted.
To kéep up-to-date with Federal Legislation, one should subscribe
to a service such as:

The Guide to Federal Assistance for Education

Appleton-Century

1735 De Sales Street, N.W.
Washington, D.C. 20036

Federal Support for Adult Education
Adult Education Association

1225 19th Street, N.W.

Washington, D.C. 20036

Federal Funds and Services for the Arts (Catalog No. FS 5.250:50050)
Superintendent of Documents
U.S. Government Printing Office

. Washington, D.C. 20402

The Foundation Directory
Russell Sage Foundation
230 Park Avenue

New York, New York 10017

7




The continuing education director should be aware of funding
through manpower programs such as the Comprehensive Employment and
Training Act of 1973. This special revenue sharing law gives the
responsibility for administering job training and public employment
programs to about 500 prime sponsors.

Examples of Federal Programs:

Vocational Education Act of 1968

Appalachian Regional Development Act of 1965

Higher Education Act of 1965 - Title I (Community Service)
1

Omnibus Crime Control and Safe Streets Act of 1968 (LEEP)

Private Foundations Resources

The director of continuing education should be aware of state
regulations governing the solicitation and acceptance of donations and
gifts.

To more systematically analyze the objectives and appropriateness

of foundations, you should obtain a copy of The Foundation Directory which

lists over 6,000 foundationa in tﬁe United States, explains their purpose
and activities, shows financial data for each and lists the names of their
officers and directors. It would appear logical that a starting point
would be to explore those foundations primarily concerned with education,
especially those within your own state, to determine their applicability

to your proposal.

VII. Fees From Participants

Participants pay a fee for taking a course through continuing

education/community services or participating in some form of community

78
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-
.

Service, concert, lecture, seminar, etc. L The-fee charged to each partici-
pant should be sufficient to cover administrative'expenses. It would not

be feasible for the operatiﬁg expense for the Continuing Education depart-
ment (salaries, office supplies, equipment, etc.) to come from this source

<

alone since a very extensive program would be necessary.

VIII. Regtal Funds
Rental funds are generated by the rental of space or facilities on

-

campus to individuals or groups.

-*»
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/// Developing Interagency Cooperative Ar&angements'

> /

. ) /

The degree to which a community college may become involved in inter-

agency c00peratEVe relationships should depend on whether or not&tﬁe rela-
e — A

tionship will permit the college to adhere to its philosophy and to acecomplish
~ " ™ / ..'
« its bggic objectives. Community colleges by themselves ?o not possegs

»

adequate resources in terms of legislative authority, finances, pegéonnel

/\ 4 !

and facilities to resolve many significant commynity problems. Hgwever, a

comnmunity college, working in conjunction with any number of othér community

A}

service aggncies, can be effective in dealing ;ith community problems.
. -~ *

The prodess of developing positive interagency relationshibs requires

that the director of continuing education and other key collége administra-
Pad ra *

tors agree on the type of role which the college will attempt to develop in
the community. To be effective in dealing with other agencies the official
position of the college relative to "community services" should be clear
. and consistent. Toward this gnd the following kinds of pertinent questions J/
'should be conside;ed anq resolved by‘fhe college administration prior to

developing interagency cooperative arrangements:

(1) Wiil the college attempt to demonstrate active support for all

community proups and agencies?%b

Community groups enjoy\yarying degrees of support from local power

N,

Y N ‘
structures. Active support fér'groups which may be "unpopular'" with the .

o .
power” structure could have undesirable consequences for the college. The

college may find it desirable to establish ¢riteria to discriminate

. &
among community groups, some of whieh*4t& highly representative of

community attftudes and values and others which reflect narrow self-.
‘ 3
serving interest only.
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)

(2) Will the college actively seek acceptance within the community

as an originator of the community service function? .

It should be determined if the‘college is willing to assume a passive
or supplementary role given a certain set of circumstances as wgll as an
active, 1eadership role in other situatibns. Theyé’;re appropriate occa-
sions for both types of role behavior. For a community college to have
an effective community service program, it need not be percei&ed by the
comnunity as the originator of all worthy community services activities.

> {3) Will the college appear to take a political position on important

community issues?

Most significant community problems have a degree of "politics" associated

! 14
with them. For example, problems related to adequate housing,.employment,

land use, the environmth, urbag growth, etc. all_have political overtones.
‘thglﬂ the appropriate college rolé be to advocate a specific solution to

the.problem é; should it pe to survey a variety of feasible alternatives?

Th; éollege should determine whether or not to actively seek participation

in all community problems or only "selected" ones.

(4) Will.the college encourage and facilitate cooperative planning
. N

and programming? - N

In many rural areas, cooperative planning and programming means

~

"regionalism." ‘This regional planning concept, despite its many benefits,

sometimes mav be viewed as'an encroachment, of local autonomy.

(5) Will the college acti&ely survey community needs and share

- the information with other cofmunity service agencies?

A variety of techﬂiqdés can be used to gather information about

* o

community needs assessment. Citizen advisory groups can be an effective
. ©

/
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way to get cormunity input concerning community service programs. Normally,

citizen ad¢isory committees represent a cross-section o; community interest;

however, a citizen advisory committee consisting of only representativecs
of the community service agencies -in the college's region could serve as

a catalysq in developing interagency cooperative programs.

»

Once the above kinds of questions are answered, the director of contin-
i ]

uing education can initiate both direct and indirect interagency cooperatiie

relationships.
/

2

v Repional consortia and Planning Districts

Regional consortia, recently developed throughout the nation, are
dynamic structures through which interagency coopération may emerge. With
the clamor to réduce duplication and improve operational efficiency in
highe} education, the regional consortium concept appears to have a
promising future.

The goals of regional consortia and regional planning districts are
similar in many respects. The basic planning district concept is to
provide a regional planning and development mechanism through which
communities can more effectively communicate with each other, the state
and the federal government. In addition to providing a forum to improve
communication, regional consortia and regional planning districts share

the following characteristics: . -

(1) A regional orientation to community problems and needs.
3
. (2) A means of combining and coordinating programs to resolve

problems and meet needs.

73
fad

Q )
"ERIC
P




R

| 73

(3 Complementér (énd s&pplementary service to members through
y/ N

[

JEEREN \\
multiple ‘use of*resou{ces.

i 3
i(4) A unified voice in dea@ing with state and federal agencies
| \

\

-and legislatures. \

i5) Efficiéncy in térms of utilization of resources and reduction
\
of duplication.: A
f
In, addition to regional consor;§a and planning districts, a multi-

tude of jother community services agenéies (both public and private) have

. \
excellen\ potential for developing interagency arrangements. Perhaps the

e

\ S
most sensitive community service oriented agencies are other educational

.

\) : \
:nstitution§. Public school districts, vocational-technical schools,

colleges and\universities, libraries and' museums are excellent

Ky

prospects forﬂﬁﬁteragency cooperation. Other likely possibilities would

5\

ihclude: civic\biubs, political organizations, chambers of commerce,
churches, recreational clubs of all kinds, YMCA's, YWCA's, professional

groups and civil rights groups. State and federal agencies such as state

'

enp loyment commissions, regional planning commissions, welfa.p agencies,

community development and affairs agencies (to name a few) also have excel-

lent potential for interagency cooperative arrangements.

Mechanics

.The actual mechanics of developing inter%gency cooperation might include:

(1)' Developing a community services ageﬁcies council,

(2) Identifving problems which affect moce than one agency through
interagency group meetings and conferences.

(3) Agreement among agenciés relative to feasible alcernative

solutions of the pro%lem.




(4)

Agreement among agencies relative to specific agency and inter-

agency functions and responsibilities through group negotiationms.




Citizen Advisory Committees
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Community Services and Contiﬁuing Education Citizen Advisofy Committee

The literature in the field of continuing education and community
services repeatedly recommends establishing and usiﬁé‘an advisory
committee for continuing education and community services programs. An

%

 informal survey of community colleges reveals éhat most direqtors
have organized committees of this nature. In some cases, the committee‘
numbers in the neighborhood of 500 members. More typically, howgver, ‘the |, .
size of the committee ranges from 5 to 15 members.

The informagion which follows is an example of how the policies and
procedures of a continuing education and community services advisory
ccmmittee might be organized. Decisions as to the specific functions and
responsibilities of the committee, the criteria for committee membership,

. committee appointment procedures and size of the committee ara2 criticai
to the successful develdSpment of the committee.

Guidelines for Establishment of a Continuing Education .
and Community Services Advisory Committee

" Purpose * N
furpose | @

The purpose of a continuing education and community services advisory

-

committee is to advise the director regarding program development. The
administrative structure of the committee should reflect the purpose. For
example, the committee may Be divided into particular program areas of the
overall continuing education and community services program of the cq;lege.
Sgb—coqmittees might i;clude one standing committee for each existing
program area such as: (1) community use of college facilities; (Z)QQQEEgnity
educational services; (3) community development; and (4) cultural and,z‘“ ,?}‘

recreational activities. ' f"

.

N
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Regardless of the administrative structure, the committee serves

in an advisory capacity only and has no administrative or legislative

authority.

Specific Functions and Responsibilities of the Committee

. should: ,

1.

’

v

The continuing education and community services advisory committee
¢

Serve as a communication channel between the college and community

groups.

R

Advise in the designing of continuing education and community services
activities by recommending specific proposals related to program
development and provide advice and assistance in identifying:

(1) perceived community need; (2) program objectives; (3) design of

the program; (4) the human and physical community resources available

to meet the need; and (5) a careful estimate of the cost of the program.
Identify competent personnel as potential continuing education

\
instructors.
Advise in the assessment of the continuing education and community °
services programs and recommend such modifications as are necessary

-

to keep them current and relevant. s
Assist in identifx}ng interest groups seeking specific types of
continuing educaticn and community services programs.

Provide means for assisting the college in informing the community

of the continuing education and community services programs and suggest
ways for improving.the public awareness and involvement in the program.
Assegs current community needs and proj .ct future needs in terms of

<

the entire regional community served by the community college.

58




8. Assist in other matters when requested byythe college board.

Membership of Advisory Committee

»

1. All members should be »fficially appointed gy the president of the
college upon concurrence of the community college board.
The membership should consist of individuals representing specialized
areas of community interest within the regions.
Membership terms #n the committee should be specified.
@ach standing and ad hoc sub—committee of the coq;inuing education
and community services advisory committee should consist of a
specified number of members.
The members should serve without financial compensation.
The administration and faculty of tée community college may serve as
ex officio members of the sub-committees. The director of continuing

-

eéducation and community services should serve as an ex officio

member of the committee. )

Advisory Committee Officers

1. The community services advisory committee officers should consist of
at least a chairman, vice-chairman and a secretary.
All officers should be elected by the committee membership and their
terms of office specified.

3. Each sub-committee may elect a recorder, as neeced.

Duties of the Officers

The chairman should:

o
<

1. Preside at all gencicl meetings of the continuing education and

commyﬂity services advisory committee.

&

&9
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Plan, with the secretary, the meeting agenda.
3. Call the general meetings of the advisory committee.
The vice-chairman should:

v s
1. Preside in the absence of the chairman. -

- 2. Fulfill any other duties designated by the chairman.

The secretary should: ~

1. Prepare announcements, minutes, and other information for all
committee members, college administrators and others who need to

be informed of the committee functionings.

2. Aid the chairman in establishing tﬂe agenda and details for the
committee meetings. |

3. Keep an active and up-dated list of Committee membership.

4, Prepare all materials for distribution to committee members prior to
meetings.

5. Coordinate and communica.e the business of the committee to the
community college board and personnel of the college. The secretary's
functions should be facilitated with the assistance of designated

college personnel.

Meetings of the Advisory Committee
t1. The contihuing education and community services advisofy committee
should establish a meeting schedule and procedures for calling
meetings. ) -

2. Sub-committee meetings may be scheduled, as needed.

Identification of Committee Members

Identification of prospective committee members is usually initiated

il

by the director of ccntinuing education and community services with

ERIC =0




assistance from other college personnel. Consideration should be given to
the following factors concerning selection of committee members:

1. Each member must have demonstrated interest and involvement in the

area being served.

2. Each membé% should be interested‘in and have a commitment to community
college education.

3. Each member should be willing to_provide personal time coﬁmitments
for serving the community college.

4. Each member should exhibit a sense of civic responsibility.

5. As much as possible, the supporting jurisdictions should be

represented within the continuing education and community services

advisory committee membership.

6. The committee should be a balanced representation of the various

groups within the region.
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External Communications

Purposes

Communications with a community collegeVE population--either indivi-
duals, groups, or agencies——-is one of the most important processes

involved concerning the success or failure of an effective continuing

2

education program. External communications, in all their varied

&

forms, provides the initfal exposure of the general public to the

ey

3
programs, activities and services provided by the community college.

Building community support, awaraness and participation in the.

commutity college is a primary purpose of external communications.

° \
Assessing the nee&s“of the community as well as\éetermining available
community resources are -important functions of external communications.
Additional program building can be acpomplished by exchanging program
information with other institutions and agencies. External communi-
cations with groups or agencies can also lead to the direct planring
of and implementiné programs and activities. The evaluation of

such activities is also a logical purpose of external zommunications.

Perhaps the widest use of external communications in community colleges

&

is for marketing purposes. Careful assessment of needs and activity
blanning can be reduced to negligible consequence if adequate copmuni-

cation lwith target groups 1s not diligently pursued.

Methods

The methods of external communications may be. as informal as a

‘2

casual chat with the next door neighbor or as formal as an elaborate

.

g
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AT}

community survey. ..Thi¥ document concedes that methods of communica-«
. ' *

tion are as unlimited as thé* imagination, and therefore must be

selected and implemented by individual community colleges according

to the most practical choices possible.

A. Assessing the Capabilities of the College
Selection and use of particular methods by an individual community
college should be conducted after a thorough assessment of the

coilege's resources—-Ffinances, materials and equipment, and

, 7

available personnel with prior experien = in production of .,

external commuiiications. Adequate financial resources may
. y
)

alleviate the burden of producing the physical media forms

7

necessary for édequate external communications by having these

materials produced commercially. The lack of sufficient funds

for commercial media production shifts the emphasis to the college'
/ - ) . ’ :

résources in the form of materials ahd equipment as well as
personnel with some expertise in production of various media

v

forms——brochures, audio-visual presentations, radio and
te;gyisionlpublic service spots, etc. Many community colleges
consider an in-house capability of printing brochures and class

schedules by the thousands as being the minimum requirement to

L. . ’ .
supporting an adequate external communications function.

AW

B. Production of External Communications Media Forms
While commercial printing relieves most of the work in producing
communications medi;l the lack of sufficient financing should not

deter the person responsible for external communications from

* 9.}:

S
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developing the community college's ability to produce its own

materials. In this case, it is wise to develop a very close
4

working relatidnship with the learning resources departméntof
thé—zgzzége. Quality audiob-visual yéeséht;tions and printed
materials ean usually be produced substantially faster and more

economically within .the cbllege than can the éame materials be

produced by a commerciai firm. The time gained by in-house

prodﬁﬁtion spent in more effective distribution can wel* offset

fl

. . ¢
a subsiantial degree of loss of quality in materials.

Specific examples of common external communications 1en6ing
themselves ta in-house prcduction include press releases, class
scgignles, broch&res, letters, flyers, telephone conveésations,
radio and television public service announcements:, audio-visual
presentations and in-person presentatioﬂs to individualé or
groups. It should be poirted out that these examples are not
an\inclusive listing, yet are représeﬂtative of communications
media {orms.

Distribution dethods

While previous discussion ha; more or less centered on external
communications media forms, equal consideration ahd planning
should be concentrated on distribution methods. An attempt to
evaluate the effectiveness of external communications pro;es
most difficult if distribution t?chniqdes and media forms are

¢

treated as separate entities. /




sy T
fash R

_lists comprised of businesd and industry, professional and civic

: 85\_7

'

Methods of distribution techd&ques are possiﬁly more varied than
i

are the forms of external communications. Anong the distri%u;

tion techniques common to mény community colleges are mailing
/ :

L]
groups, governmental and ghplic service agencies and individuals. s

As the lists grow, the more cumbersome the management of such

mailings Hecomq. -

’f v !

In additigh to mailing lists, other techniques for distribution

+
]

I . \
of external communicatiions media forms include radio and tele- .
3 ~ .

vision announcements; presentations t6 professional ;da‘civic

groups, industries aqp businesses; printed materials left at

accessible places in'banks, ;upermarket;, movie theaters (a

brief film on scree4 may be especiallypeffective), cafecterias.

and other places fquuented by the general public, spgakers, .
bureaus——intellecqﬁal resources frqﬁ the college environment

available to speaé to the at-large population as well as
intellectual res;prces from the at-large, population available to

participate in nLe comprehensive community college's entire v

program (credit; and noH:credit) door-to-dcor campaigns;
!

i

exhibitions at/fairs, circuses, shopping centers, parades, and
j -

on billuoardsJ open houses and college tours; and a list of
; .

2
<t

others as exténsive as the imagination. :
f
] N -

Computeriziné a Bulky Mailding List

It is sugge%ted that coded, computerized mailing lists ba main-

] \ ..
tained thro?gh the data processing function of the colleges Most

36
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computers are capable of printing a variety of gummed labels
to be attached to envelopes or brochures, and the computers
can be programmed to print the labels by numerical order of

zip codes allowing for the easy assembly of bulk mailings by

zip code necessary to qualify for non-profit organization mailing

rates. The business manager as well as the continuing education
'
of ficial at a community college should be aware of the savings

and benefits of non-profit organization mailing rates and the

regulations and procedures necessary to qualify for such rates.

Co-Sponsoring Agencies and Groups

Continuing education officials at colleges will readily concede
the imperativeness of communications with business, industry,
and civic and prefessional groups.: These contacts can readily
become the most effective public relations for a continuing
education program. Initial contacts with these groups can
determine their interest in becoming a co-sponsor of various
activities of the continuing education office. btost of these
groups have continuing education as one of their orgamizational
objectives and in most cases welcome the chance to cooperatively

sponsor a program with a college.

This sponsorship usually goes beyond the use of the name of the
group. Civic and professional groups are prone to preparing
press releases and occasional brochures on these joint ventures.
Businesses and industries tend to prepare announcements in the

personnel or training offices for distribution to their employees.
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In addition, businesses and industries which have newsletters for

employees are usually willing tou include announcements about

cooperative programs in the newsletter.

Thus, the co-sponsoring groups are usually receptive to producing
external communications materials, but more importantly, their
distribution techniques are usually more refined due to -knowledge

of specific individuals with an interest in the program.

John Tyler Community College in Chester, Virginia, recently su}veyed \\
new agd former students (students who had been out of school for \
at least one whole quarter prior to'xe—engolling) in evening
classes during th€/1972—1973 winter and sprinnguarters to det;r— .
ming’whaL materigls and tecnniques had the most influence on

them to éegister for evening classes. The survey verified that
word-of-mouth public relations indeed is the most iafluential

factor on new student enrollment. More specifically, the survey

listed notices from the p?:sonnel office, notices in the company
newsletter, and brochures available where these people worked as

the most influential materials and‘pechniqﬁes causing them to

enroll at the college.

Target Groups

and individuals.
98

As has been alluded to in previous discussion in this document, the
target groups of the various methods of external communications
include business and industry, governmental and public service
'agencieS, professional and civic groups, advisory groups, congortium

members, and the press, special interests groups community leaders,
: s y




Iv.

Determining Effectiveness of Delivery Techniques and Media Forms

To determine effective delivery techniques of external communica-

tions, continuing education of ficials should conduct periodic

surveys of the targeted populations to determine their opinions ;

of the communications. Of special interest to such officials
should be the responses of new student enrollments because these
persons can give feedback as to positive techniques with measurab;e

effecps.

\
Evaluations can be based on the success of the type of programs

or activities, by the demographic characteristics of the population
served, by the socio-economic background of the‘population, or by
any one of a number of factors such as sex, ethnic composition,

civic actdvities, educaticnal background, motivating factors, armed

forces veterans, etc.

However, when conducting an evaluation of an extenal communications
system, the evaluator should remember that the.begt looking brochure
has no effect if total neglect of a variety of distribution tech-
niques has been practiced. In fact, once a ;rocedure has béen
established for consistently producing attractive communications
forms, the primary evaluatioun of external communications will center

on distribution techniques.

Multiplier Effects

Regardless of the external communications program conducted by a

community college, the continuing education official should be

a9
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forever cognizant of the fact that "word of mouth" public relations

e

are more than likely‘a by-product of external communications.

Since several studies have prern word—of-mouth public relations
to be the most influential means of external communications, the
quality of distribution techniques and media forms should be of

utmost concern. .
&
{

Too often, though, continuing education officials negiect the direct
impact external communications directed fromgiheir office have on
°other divisions and brograms within the college. Continuing educa-
tion officials should encourage external communications by qul—
time and part-time faculéy and staff to enhance the total acceptance
and support of the community college philosophy by the community
itself. Exemplary communications devices with proven results is

the best way to obtain the concentrated efforts of the entire

college faculty and staff in keeping the communications process

effgctively working.

[
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Faculty of Community Services/Continuing Educafion

©

' : The instructional personnel involved in continuing education programs
- should include the college's fuil-time faculty as well as those members of

the community who serve as part-time instructors. These persons assume a

variety of roles and make meaningful contributions to a total continuing

education effort. They perform many usefui functions, most far beyond

e e e T———

e - ————those—for-which they are éoﬁffééféd;'ana—éﬁéiimihflhence permeates the
. 5

po—g — . -

entire continuing education spectrum. . -
As a point of reference, "continuing education” can be defined as

that portion cf the educatlonal-brogram which is planned in cooperation

with buéiness, industry, individuals and groups witgin the community and

includes credit and non-credit evening classes for adults; workshops,

seminars aqd institutes; and all community services provided by the

AN
Pl )

college. -

Faculty and Instruction

In their more familiar role, faculty members are utilized as classroom
instructors. Full-time faculty become involved in continuing education
programs as a part of their normal teaching duties, as a result of an
inadequate teaching load, or on an over-load basis. In the majority of
instances, they are scheduled for credit courses but, on more rare
occasions, they do participate in non-credit programs. Full-time faculty
members bring to a continuing education program and its adult students the
full resources of the college and its instructional programs.

Part-time instructors are utilized in both credit and non-credit

programs and are being contracted in ever increasing numbers. As community

ERIC 102
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colleges expand their off-campus offerings and embrace the ''campus without
wélls" concept, part-time instructors will become all the more important.
Flexible scheduling to meet the needs of working adults will undoubtedly
further increase the growth in the number of adjunct faculty members.
While some have criticized the use of adjunct faculty members on the

grounds that they may be relatively untrained in classroom techniques, o

[——— " they do iﬁffoduce to the continuing education effort practical skills;

technical knowledges and job related experiences which are so valuable

to working adults needing in-service, up-grading,~or entry level
instruction.
Continuing education is interested in relevance and must employ

faculty which best fits the situation. Often; only part-time instructors

~

will do.

a
-

. . 3
Recruitment and Utilization of Part-Time Instructors

Recruiting of part-time instructors is accomplished in several ways.
. Advertising through the local news media; contacting full-time instructous;
- , issuing notices to other area educational institutions; notifying businesses,

4ndustries and proféssional organizations of instructional needs; and
soliciting suggestions from curriculum ~dvisory committees have all proved
to be effective. Conducting meamingful educational programs which truly
meet thé needs of the students is the most desirable method, however.
As a continuing education program's worth increases, well qualified,
dedicated instructors will apply fer positioms.

Close scrutiny should be mairtained when adjunct faculty are

contracted. They should meet all minimum criteria as enunciated by the

~ o
JL(}lg
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regional accré@iting associations, especialiy if credit courses are involved,
and must be dedicated to working with students. Merely possessing knowledge
of the subject matter is not enough. They must want and have the ability
to impart that knowledge to.the student.

To inSuée that ail students in a given course are exgosed to a
- comparable level of instructiom, close articulation between full-time and
%Hft;time faculty should be maintained and the same textbooks and course
outlines utilized. Again, this is especially necessary if credit courses
are involééd. Including division chairmén and program heads in the
selection and orientation of part-time faculty will aid in éhis.

Adult evening classes should never be 'second rate" when compared
to the college's day classes. Communication and coordination Petween

faculéy memberé will greatly minimize the possibility that such will

occur.

Faculty and Curriculum Development
! 8
Participation in curriculum development constitutes a major responsi-

bility of a college's faculty. They possess a virtual wealth'of knowledge

<

and expertise and both full~time and adjunct faculty should be totally

involved in preparing course outlines, selecting textbooksand materials

€

A

and the other processes so necessary in developing curricuium.
Pact-time instructors, particularly those emplcyed.in the occupational
areas in which instruction is offered, can contribute vital assistance.
They are aware of the types of courses which would be most advantageous
and can be valuable resources in procuring materials and instructional

aids.

!.th
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Faculty and Promotion and Recruitment

2

To an increasing degree, the college's faculty members are becoming N

a vital part of the institution's promotional and recruitment etforts.
P

This is pargicularly true as the college and its continuing education .
program b$£ggg more involved in,saFisfying the educational needs of the
total gpmmunity.

///Promoting programs and recruiting students bv.faculty is
aééoﬁplished in many ways, £ormal and informhl. All members have contacts

3

“hroughout the community and they can be used to determine educational N
needs and to promote the college's programs. Faculty members’belo;g‘td
\civic, service, religious and professional organizations; serve on
various boards, committees and commissions; and the information they gain
and the contacts they make can be extremely beneficial to a continuing
education program.
Another promotional and recruitment avenue is the college's speakers
. bureau. Too often part-time instructors are excluded from this very
important'tool and the community is deprived of an important segment of
the college's intellectual resources. A speaker's bureau is a valuable

’ ’ part of the continuing education effort and the college's instructional

staff can play a very important role in its success.

Faculty and Programming

In many instanceé, faculty members are used as program ofiginators
and coordinators. A large number of continuing education programs have -
originated with a faculty member suggesting that a class or activity be

conducted. Often these instructors, armed with the knowledge of what is

Q

ERIC

Aruitoxt provided by Eic:




needed and who would best benefit from the instruction, coordinate the
]

program with the continuing education staff aqd nurture it to success.

As often as not, the faculty members will also recruit students for the

class.

Faculty Orientation //////(/i\\\\\\

All %aculty members must be oriented to the policies of the college-\\\\'

and to the regulations under wirich they must operate. They must be familiar. \\\\\
~

- § . ~
with the support facilities and service (supplies, audio/visual equipment,

>
”~
XX

etc.) that they require and .they should be provided with iﬁ:ggfvice

.

ég

training and have access to proféessional assistance. It is also imperative

, that they have an understanding of the mission of a comprehensive community

. JUR
college, the goals of the college and the objectives of the courses for

which they are responsible.' 2

Faculty members involved in cont&nuing education assume many roles and
are used for'a variety of purposes. Provided with the proper orientation,
and with close coordination between full-time and pact-time instructors,

they can be the determining factor in the success or failure of the

continuing educa%}on effort. a
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