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FORWARD

An undeFstanding of college governance requires a full grasp of
the complex environment in which College decisions are made.,,Cuyahoga
Community College faculty, students, staff, and administraters'are
directly influenced by institutional policies and procedures,' and by
the Federal, State, and local governMents, the Board of Regents, and
the courts. This introductory section briefly describes how the College
officially interfaces with these "outside" institutions.

Government: Federal, State, and Local

All levels of government influence the College in two ways: through

rules and regulatiohs .setting forth responsibilities, authority and
contraints, and through direct and indirect funding. Cuyahoga Community

College District is a political's4belision' of the State of Ohio which
was authorized by the Ohio GeneraievAssembly when it adopted Chapter 3354

of the Ohio Revised Code. The Revised Code describes specifically the

powers ang,duties of community college as well as other higher education

institutions and government subc(jvisions. The State also influences the

College and its actions through its bienniel higher education subsidies,
which amount to over one-third of the College's operating budget.
College is required to participate in the State biennial budget planq.in4
process, and its overall planning is partially shaped by State requirements.

The 1976 Master Plan for Higher Education in OhiO is the general framework
within which the developMent of the College relates to the total higher
education system in the State.

County taxpayers provide neprly one-third of the College's resources

through the 1.6 mill levies. The County.government collects and transmits

these resources to the College, and the College participates in the County
annual budget planning process. Both the State and County governments
exercise direct influence on the College by appointing Trustees--three by
the Governor and six by the County Commistioners.

The Federal Government has a pervasive influence on the College,
primarily through its educational appropriations for crucial items such
as student financial aid and through a variety of categorical' grants-in-

aid programs.

The Ohio Board of Req nts

Through its role as coorldinator of, and spokesman for, higher
education at the Stat- level; the Board of Regents has substantial
influence on the Col ege. The Regents review and approve certain

6
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saspects of the educational prograM of the College, collect informa-
tion on institutional performance and compile the overall higher

:education biennial budget request. The.Regents are required by law

to prepare a State Master Plan for higher education; they provide

day-to-day liatson'with the legislative and executive branches of
State government and facilitate technical assistance to institution-

- through'erojects such,as the Management Improvement Program. The

Stet4 also provins a significant level of student support through
the Ohio Instructional Grants Program.

The College Board of Trustees

The Board of Trustees is the policy-making body fOr the College.

As stated in its By-Laws (S. 001 04 10), the Board may "prescribe
rules br pellicies regarding the effective Management of the College,
which policies shall guide the Chief Executive OffiCer of the College,
who is responsible for establishing the regulations and procedures to

carry out such poUcies." Appropriate recommendations of components of the

College-wide governance system will be sent to three Standing Committees
of the Board through the Office of the College Presideht. The Board -

,StandingCommittees--Planning and Evaluation, Management, and Communi y
Affairs--recommend policy actions to the full Board, whose affirmative_t
action is mandatory before College policy is adopted. The Board

recognizes certain internal constituency rights through the adoptiOn

of Rights and Responsibilities statements.'

The College President

As Chief Execdtive Officer of Cuyahoga Community College, the
College President is directly responsible to the Board of Trustees-
for the educational, leadership and efficient management of the
College's human, physical, and fiscal resources. Specific responsi-

bilities of the College President are:
.,

- Representation of the College to various external organiza-
tions and agencies whose activities directly or indirectly
affect the welfare of the College. Among these are Federal,

State, and local governments, national and regional accredita-
tion and professional education associations and institutions,

and various community associations;

- Implementation of Board policies as well as recommendation
of specific policies and other actions to the Board;

- Maintenance of a climate in the College conducive to produc-
tive learning and effective teaching.

e
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The College President is responsible to the Board of Trustees as
well as to the general internal cohStituencies of the College for
guiding the institut+on-toward the fulfillment of its mission`,

The Courts

Increasingly, the'courts have played a significant role in the
affairs of ilblitutions of higher j,earning. Due process and equal
protection within the law have acquired new meaning through court
decisions at every level. Recently, the court-made law has moved
heavily :n the direction of individual rights and has curtailed certain
historical institutional powers. In order to be effective, a governance ,

structure must be fully cognizant of recent legal developments and must
have the capability and flexibility to respond to these developments.

-1The College may a.lso be affected by other external groups whose
points of view may require consideration when internal decisions are
made. These groups include accrediting, licensing, professAnal, and
community bodies.

6 l
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I: INTRODUCTION

°

In Resolution 1975-148 passed by the Board of
Trustees at its November 1975 meeting, the-Board committed
itself formally to establishing participative Rrocess by
which policies and procedures"are formulated." The Board's'

statement reads:

The folloOing resolutions of the Board of Trustees
of Cuyahoga Community College are adopted inkeepfng',
with the recognition by the Board of: (i) its responsi -'

biliies to assure the efficient and effective function-
ing of Cuyahoga Community;College thrOugh the develop-
ment and promulgation of clear policies and procedures ;

within the institution, And (ii)-its.desire to establish
a participative process by which such policies and
procedureS are formulated wrehiri the institution.

WHEREAS, the Board of Trustees of Cuyahoga
Community College District is responsible
to the citizens of Cuyahoga*County and the
State of Ohio for the effective and efficient,
provision of educational services in Cuyahoga
County at the community college level; and

WHEREAS, the Bdard oTrustees recognizes the
need for the establishment and maintenance of
a system of policies and procedures in order
to insure the efficient and effective operation
of the College and all of the operational units
thereof; and

WHEREAS, the Board of Trustees further recog-
nizes not only that all members of the Cuyahoga
Community, College community--students, faculty,
administrators, and nonacademic personnel--
have,an interest in the development of sound
policies, but also the desirability that they
be involved incsuch development if it is to
satisfy institutional needs adequately;

NOW, THEREFORE, BE IT RESOLVED: that the

President of the College, in consultation with
representatives of the aforementioned College
constituencies, is authorized and directed
to establ-ish"a governance process within the
College thit will promote participation by
such constituencies in the formulation of
College policy; thatthe structure for such

10
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Process take into account the'special needs
and abilities of each such constituency and (r:

the way in whith it can best participate ine,
policy development; and that the structure
provide opportunity for all segments of the

College community.to eet, tobether or sepa-
rately, on a regular, 'asis in order to ex-

thapge vieos and to ork toward mutual support
of College-wide policy recommendations; and

BE'IT FURTHER RESOLVED:' that the.Boardilof
Trustees commits itself to consider 'thoroughly-
and to a94,promdtly upon all recommendations
on College-wide policy matters coming before
it as a respit of recommendations from the
College President, who bears with the Board "/

of Trustees the legalresponsibility for the
establishment of such polictes,

. °
,

This Board resolution implies the following advantages

of a participatry, governance system:.
A

8

1. Participatilie governance providA for
better utilization of the rich human
resources at the two-year college.

2. It pcovides significant opportunities
for tote fulfillment of individual goals.

3. It acts as an excellent preparatory tool
for developing and improving leadership

4. It allows the constituencies of the com-
munity college to influence institutional
destiny, fostering a stronger sehse of

institutional loyalty.

5. Opportwajties for participation result
in better and more carefully conceived
decisions.

6. Participative governancA serves to blur
irrelevant hierarchical status differen-
tiations between people'.

7., It recognizes that community'college
constituents are considerably more than
simple economic resources to be efficiently'

allocated.

8. Eviderice suggests that a group s.erch f6r
the best possible decisions isan effective.

2
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A

mode of decision making, giving Credence td
the use of the committee and council format
in,participative governa)-Ice. Also, group
narticipation,ip the decisiOn'makingproCess

Vtends to proviide wider. grass roots approval

for decisions once they, are made./ Partici-
patory governance is a process which creatively
uses the combined talents and resources pf
participants to seek decisions which are
rational and logical ,ratber than.a process
which searches foe bid 'lowest common denomi-,

nator or is based on narrow selfr'ihterest.

10.. Participative governance can serve to stimu7
late a more intense ins.6tutional and
sopHical orientation florid-1e two-year college.

In short, participativegoveRnance is a
comMendable authority-use.practice which
can contribute to significantly strengthened,
community college functioning] and. thus provide
a College-wide thrust toward better fulfilling
the m4ss-ion of the College.

1
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II. METHODOLOGY

..

To analyze the existing College governance system, fashion
conclusions, and, make the recommendgtions contained in this proposed
partqipatory governance system?. the,College Communications' Council
staff- undertook the following acti6 steps:

1. Contacted by, telephone more than a dozen
leading auth&'ities in the two-year college,

field in order to:

a. identify the most prominent and
successful urban, multi-campus

-community college governance
systems in the United States, and

b. select the most significant
literature in this area Of emphasis;

2Reviewed .the Literature on the topic of
higher education governance, with special
emphasis on' urban, multi-campus community
colleges;

3. Prepared graphic charts which describe the
current College-wide and campus governance

systems;

4. Individually interviewed sixteen members
of. the ComffunicatiOns Council, including:
campus presidents, Faculty Senate leaders
and District Office officials to identify

e-. /he Factors which they perceived as current
obstacles to effective College-wide and
,campus governance systems;

5. Visited six urban, multi-campus community
colleges to interview faculty and adminis-

' trbtors about their governance systems,
strengths and weaknesses and to verify.
whether their governance systems were
operating effectively.

Dr. W. J. Burns, Executive Director of the Cleyeland Commission
on Nigher Educationjand Mr. JoSeph S. Nolan, Associate Professor of

English.

13
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6. Reformulated the percel ed obstacles into
positive outcome statements which represented
the College criteria forla successful governance
system, i.e., evidtnce otaccomplishment by
which one could conduct 4n ongoing evaluation

'of the proposed governance system.in order to
measure success and failue and to refine this
system over time.

On March 12, 1976 members of the C.,:\

\

munications Council
reviewed the first draft of a proposed Collegerwide governance 4

system, after which recommendations for improvement were incorporated
in a second draft. On April 15, 1976,during ani all-day workshop,
Council members reviewed the second draft and recommended further
refinements, which were incorporated in a third\draft. A fourth draft, .

which contained changes recommended by the Council members who reviewed
draft three, was written. This fourth draft was\reviewed b.faculty at
two separate meetings on the Metropolitan and Wektern Campuses and at
one meeting on the Eastern Campus, all of which Were called specifically
to review the fourth draft document. ,Recomme datkons which si')gnjficantly

improved the document have been incorporat herl. , .

-t -
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III. FINDINGS

PERCEIVED OBSTACLES TO EFFECTIVENESS
IN THE

CURRENT COLLEGE-WIDE AND CAMPUS GOVERNANCE SYSTEMS

To ,prepare this section, the staff conferred individually

with all members of`the Communications Council,as well as other faculty

and staff who were able to provide answers to specific questions about

the existence and/or functioning of governance bodies on the campuses

and at the College-wide level.

Those interviewed included:

Mr. Dante Biello
Vice President, Financial
Affairs and Administrative
Services, CCC-D

Mr. RiChard Browning,
Associate Professor,
Speech, CCC-M

Mr. Vernon Burger,
Assistant Professor,
Chemistry, CCC-E

Dr. Nolen Ellison,
President, CCC

Mrs. EleSnor-Guentert,
Associate Professor,
Mathematics, CCC-W

Mr. Donald Jelfo,
Assistant Professor,
History, CCC -E

Mr. David Kinzel,
Director, of Administrative

Services, CCC-W

.Mr. Ted Iesniak,
-.Director of Placement

and Financial Aid
CCC-W

111

Dr: Alfred Livingston,
Executive Vice President,
CCC-D

Mr. Russel Nahas,
Associate Professor,

_Counselor.; CCC-E','

Mr. Joseph Nolan,
Associate Professor,
English, CCC-W

Dr. Robert Parilla,
Vice President, Educational
Planning and Development,
CCC-D

Mrs. Grace Perkins, R. N.,
AssisIllit Professor,
Nursing, CCC-W

Mrs. Mitzi Perry-Miller,
Staff Assistant to the
Executive'Vice President,
CCC -D

Mr. Donald Plagens,
Associate Professor,
Office Administration,
CCC-M

6 a

Mr. Bruce Plumer,
Director of Student
Activities,.CCC-W

Ms. B. J. Richards,
Instructor, Data
Processing, ccc-p

Dr. Robert Shepack,
Campus President,
CCC-E

Dr. James Shipman,
Professor, Business
Administration, CCC-W

Dr. David Stevenson,
Campus President,
'CCC-M



The interviews were constructed to bring to the surface "perceived

obstacles to effective governance at Cuyahoga Community College" both

at the College-wide level and at the respective campuses. Furthermore,

the interviews were intended to provide a written description of what

governance arrangements currently existed, i.e.,.the standing bodies,

the ad hoc bodies, who participated on each body,how appointments were,

made to these bodies, the mandates for each governance body, when and why,

the governance bodies met, and who was primarily responsible for each

area of decision making within the College-wide and campus governance

structures. Finally, the staff invited each person interviewed to

focus on barriers to effective governance in order to understand the

forCes which blocked effective governance decision making. A clear

understanding of the.hindering forces then enabled the-staff to propose

principles, guidelines, and a College-wide governance structure.

EaCh interview normally took one to three hours to complete. From

their written notes, the staff reconstructed what had been reported as

perceived obstacles and subsequently returned*:the.written summaries to

the persons interviewed for editit and approval.
...

Once approved, the

interview notes became the basis for graphically describing the College-

wide and campus governance systems.* Then the perceived obstacles were

categorized into ten major clusters of barriers to effective governance.

These ten topic headings include: (1) governance structure; (2) goals;

objectives, task clarity; (3) attitudes; (4) decision making skills.;

)
.4

l(5) confit resolutr n opportunities; (6) required help and resources;

(7) records: reports' and a "memory drum"; (9) leadership style; (10)

lines of responsibility, authority, and accountability.

16.
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The perceived obstacles statements became important sources of

assistance to the staff as they designed a proposed governance systeth

at the College -wide level. Indeed, once transformed into .constructive

statements, the perceived obstacles were used as guidelines around which

an improved governance system was built. For example, one person inter-

viewed remarked that "we need a clear written description of where students,

faculty, and staff can go to solve problems" (see Governance Structure

section below). Treating this perceived obstacle as clearly needing

resolution in an effective governance system, the staff then recommended

that the-proposed system must be accompanied by a written Governance

Directory which would-be made a matter of publit record. Where possible

all criticisms of the present system became the basis of the principles,

guidelines, governance structure, and evaluation methodology herein

contained.

The remainder of this secti'on lists the comments which were recorded

during the interviews with faculty and administrators named at the

beginning of the section.

(A) Governance Structure

1. We need a clear written description of,where students, faculty, and
staff can go to solve problems.

2. Unfortunately, it isn't always clear where we should go when we have

complaints about decisions which are made.

3. Perhaps we have an over-abundance of committees and should rethink
whether we need so many.

4. We have too many standing committees. Some should be abolished in'

favor of ad hoc task forces which have a built-in self destruct
mechanism when the job is completed.

5. I have real doubts that students and staff should 6e on every tom-
mitteejtecause some issues are too complicated for some students and
staff to understand or help decide.'

8

1.7



6. The best governance is effective administration. We need to improve

our administration.

7. Our governance system should bring together the faculty and the key
administrators so that an issue can be decided, after careful study,

right on the spot.

8. Decisions which are made: 1) get lost in the shuffle; 2) are
thoughtlessly and arbitrarily made; 3) actually conflict with
College policies, procedures, and intents; 4) are made too late.

9. District administrative functions are not spelled out clearly,

lb. There is no clear definition of communication channels from the
campus to the committees to the District Office (upward-or downward).

11. Committees involve themselves with procedural issues rather than
concentrating on broad policy development and the post-auditing of
whether the policies are being implemented.

12. The College-wide governance system and how it interfaces with each
campus needs clearer definition.

(B) Goals, Objectives, Task Clarity,

1,, Our governance system, both at the campus level and at the College-
wide level, should commit itself ,to the following concepts: one

College, one calendar, one set of course descriptions, easy access
and no obstacles for students who want to transfer to our other two
campuses, one grading system, one.grievoce procedure for students
to seek redress, one grievance system for College personnel to seek
redress,,and effective management alongside effective governance

. The committees do not have clear mandates, i.e., what they can decide,
how it is to be decided,, when- it ,is to be decided and who is primarily

responsible for making the final decision.

3. The committee goals and jurisdictions are not entirely clear.

4. Problems referred to the committees (and the Faculty Senates) are
not always clearly defined in advance.

5. Committees operate by crisis.

6. The committees may "operate by crisis" (putting out fires) in the

absence of short and long-range ,goals and plans.

7. Committee recommendations may not receive College President approval
because the .recommendations do not always serve the "interests" of

the entire College.

18
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(C) Attitudes
0

1. In some situations administrators block effective decision-making
because some students and staff give special reverence to them
and thus are overly influenced by what they say.

2. Only a minority of our faculty are committed to participatory gover-
nance. This places a heavy biirden on the few faculty who do
participate.

3. Committeess have difficulty communicating to the campus what they
have accomplished. Also when attempts are made to communicate, some
faculty simply criticize rather than reward'you for a job well done
because they define themselves as critics in all situations.

4. Our governance system shourahilp the entire College community to
feel a sense of ownership in the College and to help eliminate the
attitude, "Why bother? It's not going to make a difference if I do

participate."

5. Some faculty act as if they have a "peasant mentality"; i.e., we
are Out to_grab everything we can get.-

6, Ex-officio committee members rarely attend committee meetings; thus,
their expertise is not available.'

7. Decisions which are College-Wide in nature are by definition cm-,

plex. An appreciation of this complexity is not widely shared among
faculty or admipigtrators.

8. CoMmittee members may feel manipulated and out of frustration and
anger they may become aggressive or resign'from the committee to
which they were appointed or elected.

9. Many committees do not takelthemselves seriously and d6 not take
enough responsibility for their actions.

10. Many people donot care about or want to serve on committees.

11. For whatever reasons, faculty do not act upon their legitimate

charge to place problems on a committee agenda through elected or
appointed committee members.

12. Committee members may be uncli5iwhetner they should act as indivi-
duals and make the best possible decisions or merely reflect the
views of their "constituents ".

13. Too few people are willing to work on committees; others overload
themselves with committee work.

14. There is a "caste system" within committees; i.e., administrators
head the pecking order, followed by faculty, staff and students.

19
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15. People feel that committee work is "busy work" because administrators
don't take committees seriously enough.

16. Some feel there will be retribution if,they make their feelings
known.

17. People don't always have expertise (and interest) in the subjects
being dealt with by a particular committee.

(D) Decision-Making Skills

1. It is not clear to me that all of our faculty really know how to
participate in a shared governance Jystem.

2. Committee members are not task oriented.

3. Committee members lack training in how to make joint decisions.

4. Committees involve themselves in a variety of side issues that are
unproductive.

5.' Decisions, when made, are frequently arbitrary, irrational, too
late, and without explanation.

(E) Conflict Resolution Opportunities

1. The College lacks a grievance system.

2. Because the College does not have a clearly defined grievance system
with due process, many of the unresolved grievances are injected
into the committees and this creates added frustrations and tensions.

. Out of frus.tration committee members may focus on procedural issues
in order to force attention to longstanding unresolved problems.

(F) Required He'lp and Resources.

1, We have only something like 40 full-time faculty and we are stretched
too thin. Consequently, we steal from Peter to pay Paul by taking
on "vast activities with half vast timer and energy."

2. To make a large number of committees function effectively requires
a great deal of time and effort, which administrators, staff ando
faculty do not always have:

3. Our committees must have staff support to help us function. Right'

now we lack that staff support.

4. Staff support (when it is provided) is not always objective.

5. Individuals appointed or elected to,committees may hbvp heavy
or'conflicting workloads which prevent them from devoting the
necessary time to make decisions in a systematic and orderly way.

20



6. Committees do not always have adequate staff support to gather the

facts, prepare an analysis and make recommendations prior to decision -

maki ng.

7. Staff work should be done for (and sometimes by) committee members,

but it usually is not.

8. The College/campus is not sympathetic to helping people serve on

committees by arranging facilitating scheduling of teaching respon-

sibilities,

(G) Retords/heports/Memory Drum

1. Not only do some policy decisions- not get reported, but "second level"

decisions are frequently not recorded and distributed.

2. Ttie College fails- to record many decisions in its memory drum.

3. The College does not have, an audit trail so that a person can trace
where a matter lies at any given moment or where the bottlenecks

are located.

(H) Feedback and Incentives

1. Our governancg:process should demonstrate that service and classroom

learning are improving, that our graduates havg the skills to obtain
viable employment, and that people feel proud to belong to CCC.

2. Each committee should set up clear criteria by which we. know that our
job was accomplished and the extent to which it was, accomplished

effectively.

3. Periodically, we should have outside audits of our campus governance
system to give us objective feedback to improve ourselves.

4. Participation on committees ought to be tied to rank and promotion

in a demonstrable way.

5. there are no incentives for serving on committees, i.e., committee
service is not Considered to be an influence on the decisions of
promotion, tenure, etc., for faculty and addlinistratbre.

6. Faculty are not compensated for exceptionally complex and]or time-
,

consuming committee work.

(1) Leadership Style

Committee management is poor.

2. Administrators postpone decisions for as long as possible (or just
don't make them); usually, reasons for a decision are not provided

even wheh one is made.
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3. Communications from the committee to the member's "constituents"
may not always be accurate if and when they occur.

4. Committee representatives don't spend enough time with their constituents..

5. Same people feel they have to take an opinion poll of their con-
stituency before they act rather than seek the advice of their con-
stituents and then vote on the basis of their own best judgment and
on the facts.

(J) Lines of Responsibility, Authority, Accountability

1. Currently we do not have a formal screening process to identify the
best candidates for "openings" nor do we have any influence over
whether a campus administrator can or should be transferred to other
campuses or to the District Office.

2. We need to develop a communication accountability system which demon-
strates to the campus that our committees do tackle problems and do
resolve fundamental issues.

3. You must understand that all of our committees can only make recom-
mendations to the executive function of the College. If a committee,

makes a recommendations which is vetoed, then it should be mandatory
that the reasons are spelled out in writing as to why the recommen-
dations were not accepted. Currently, we only get a verbal "yes" or

"no" and that is not sufficient. Furthermore, the committee should
be asked to reconvene and make added recommendations if the original
-recommendations are not approved and implemented.

4. When the executive function vetoes our recommendations it hurts
, our morale, We need more than shared participation, we need shared

authority.

5. The system should be designed so that we separate out the decisions
that belong exclusively to the faculty and the manner in whit' they

will be held accountable, the decisions that belong exclusively to
the administration and the manner in which they will be held account-
able, and the areas in which the decision-making should be shared
between administrators and faculty. 0

6. All of.our committees are advisory. The President reserves the right

to agr,ee or disagree. This lowers morale and helps to create the
attitude that our committees are really not that important.

7. There is confusion about what campus functions are and what District
functions are.

8. There is no meaningful communication from the District to the campuses.

9. Because .faculty and administrators 00 not understand their roles in
general, confusion is carried into the committee structure and process.

2 2
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10. There is no place 'in the system whereby concerns can be routed to
appropriate committee(s)--if they are important enough to be so
routed (an additional decision which needs to,be made).

11., Committee processes are not clear--e.g., who can make requests of
a committee and how does one do so?

12. Committees are charged with giving advice and council to those who
have priMary responsibility for the decisions. This principle is
not widely understood.

13. Not all faculty .feel that they can communicate with any committee
(College or campus) to give it any information they consider per-
tinent to the committee's resolution or problem-solving procedure.

"(Please note: This section is a s!LE2lry of the findings of the staff.
In addition to the perceived obstacles, the complete findings contain
graphic descriptions of all of the governance bodies at each-Of the
campuses'and at the College-wide level. There are five (5) copies of
the complete findings in each campus librar'y and two copies in the
office of the Executive Vice President.)
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IV. CONCLUSIONS AND RECOMMENDATIONS

1) PREFACE

. Citizens of the Cuyahoga Ccmmunity College District, as
well as those persons whose welfare is immediately affecte
College operations, have reason to expect that decision mik'n
procedures of the College will be efficient, rational and eq 'table.
The scope.and quality of education for students are greatly influ-
enced by the manner in which the College is governed internally.
The Bbard of Trustees in carrying out its lead drship role in matters
of policy formation, adoption, and implementation is strengthened by
effective participation of the executive function, the faculty, the
staff, and the students. Together they, seek solutions to problems
and the reconciliation of differences. In particular it is believed

that such collaboration leads to better policies gnd more effective
,operations.

Constituencies of Cuyahoga Community College have special
.z. but interrelated needs: ..,

1 The legal basis for the authority of the
Trustees is contained in the charter for
Cuyahoga Community College issued by the
State of Ohio in 1962. The Board has the
responsibility to establish the policies
of the College as well as its mission and
purposes, select the Chief Executive, and
monitor the effectiveness of the manage-
ment of the institution. Under a partici-
patory governance system, the Trustees
will draw upon the expertise of other
groups in carrying out the educational
mission of'the College.

2 Students have much to contribute in policy
formation, particularly in matters of the
educational program and services. College-
wide arrangements for policy recommendation
should encourage and facilitate their parti-
cipation.

:,
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The faculty has pro p ional expertise which

is essential for the evelopment of-institu-
tional education and welfa poLicies and

their implementation.

4. The staff has a vital role in accomplishing
the work resulting from decisions made in
other areas.of res6onsibility. Thus, staff
participation in the College's decision-
making processes is of fundamental importance
and will result in smoother, more efficient
overall operations and services.

'5. The College President and administrative staff
are the executive and managerial components
of the College. They have leadership respobsi-

.* bilities in formulating,effective policies and
procedures, for conducting the day-to-day
.operations of a highly complex organization,
for formulating long-term plans, and for
coordinating College activities' with othpr .

educational and govern ental bodies.

The College:wide governance system is .also based upon
the following general understandings: 14

1. Thegovernance structures and pf-ocedures are
not intended to nullify but to augment indi-
vidual as well as constituency rights granted
to persons or groups by constitutional provisions,
court-established rights or such rights,establ
lished in prevlouslY approved Board policies.

.2, The internal governance structure of the
College is responsible for assisting the
institution at large as well as the Board of

.Truste6s to develop viable policy structures
and procedures within the legal authority and
responsibility of the Board of Trustees- and
legislative authority of the Ohio,Board of
Regents.

3. The governance structure is intended to support
and not abridge the stated rights and respon-
sibilities of faculty, administration, -students,
non-academic staff, and other bodies that
relate to the fulfillment of the mission of
.the institution. ,

4. The approved position descriptions of the
College President and other institutional
administrators and the delegated management
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d.

authority/accountability delineated thereIn
are qualified,but not limited by the-College '
governance structure, and consequent review
and reversal prerogatives (by Board authority).-

are retained..

5. In the conduct of all official business of the
College and its intelnal operatiods, the
College-wide governance:'structure and related
processes, recognize the 'line of legal authority

and accountability'between Cplege constituent
groups, the Bciard of Trustees, and the State
of Ohio (including the Ohio Board of Regents).

. 4

6. For the 1576 -77 academic year, the proposed
system herein described wi 1 1 'be, treated mih'as

an experiMent College '-wide gbyernance, with

the*expectatrim that the system will be modified
and refineefurther:over time as a resulof
experiente with it and on the bas's of the
results pf ongoing evaluations.

0
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2) PRINCIPLES OF PARTICIPATORY GOVERNANCE

Cuyahoga Community College defines participatory gover-
nance as a comprehensive iystem of deci.sion making--structure,
processes, and actions-,-in which College-wide policies and procedures
related to those policies will be developed and recommended to the
President, as specified. in Board resolution R-1975-148.

Participatory governance is an zqternative td adversarial
means of reaching decisions involving the recommendation of College -
wide policies and procedures. One of the chief purposes of the
College's governance system must be to increase not only participation
in the decision_making processes but accountability for decisions made.

Official College policies are those approved by the Board
of Trustees. In some cases, the Board may also choose to approve
procedures to implement those policies.. Normally,towever,'procedures
will be established by the executive function of the College and
appropriate governance bodies, i.e., bodies on which constituencies
to be affected by those procedures are represented.

For a governance system to work, it requires that the
constituencies develop an attitude about themselves and each other
based upon mutual respect, good faith, and a willingness to share
authority, which is ideally a matter of each person respecting the
concerns of the others as part of his own concerns." Specifically,
as defined by Cuyahoga Community C011ege, "shared authority" means
that:,

a. °Parties to be affebted by College-wide policies
and related procedures have both the right and
the responsibility to participate in,.-developing,
reviewing, and recommending those policies and
procedures, and thus,influehce the decision
making processes at the College-wide level;

b. Those parties who develop, review, and'recommend
College-wide policies and procedures are accountable
for their recommendations.

the major principles which undergird the concept pf shared
authority in the Collegemay be summarized as follows:

v 1,. The COttege structure should reflect a genuine

1"'

desire to share' authority among the various

cohstituencias. The authority structure should
aVio reflect a genuine commitment 'to enfranchiseo
constituencies previously unrepresented or,under-

18
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represented. This principle does not imply
direct participation of,particular constituents
in the. Board of t'rus'tees butit does require
arrangements which provide for effective advocacy
for, and response to, their concerns. -

2. The structure must provide each constituency
with the Opportunity to pursue its legitimate
interests within a cooperative framework, while
at the same time minimizing the possibility that I

the special interest of a specific group will
exercise a controlling influencewithin the
decision making process. The processes and
prerogatives in the governance system should be
designed to'foster the'cooperation of each
constituency and to further the contributions for
which itchas special competence. At the sane time,
the pattern of sharing authority should avoid any
undue effects of the special interests and dis-
advantages which the different constituencies
bring with their roles.

3. Each consi.ituency must have the opportunity of
influencing action at each level where decisions

'P are made affecting their interests, The system
of governance of the College should provide for
a division of labor between policy making and
managing, and between the Board of Trustees and /.-)
other councils and committees. The system should
provide effective means 'for constituencies to be

, , heard and heeded at the level and locus where
their particular concerns receive final disposition.
With multiple campuses this principle calls for
mechanisms, both formal and informal, for these
campuses and their constituencies to be heard
at the systemwide level.

C.

a. The several constituent groups of the
College have different as well as common
areas of responsibility and involvemeRt.
However, all matters need not, cannot, be
dealt with by all groups in this process
of recommendation and decision making.
Therefore, djfferent4ation of involvement
is essential. and should be achieved by
uncomplicated arrangements for routing,
issuestto the appropriate bodies.

.

b. DecC isions to be"made at campus levels
should be defined so that onV'y College-
wide policy matters are processed through
the College-wide governance structure.

,-1 28
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The College-wide decision making processes must
be facilitated by extensive open and honest
,communication betWeen and among the members and
constituencies of the College community.

,

5. The existence of diverse constituencies with
often conflicting interests and perspectives
reed not imply that all fundamental policy
making become a process of group negotiation- -
of collective bargaining, compromise, and
accommodation. At the same time, not every
issue can be settled on rationally persuasive
grounds in the eyes of every constituency. To.,

reduce the frequency of impasse and to minimize
damage from it, 'the system of governance should
provide mechanisms of accommodation. The
enfranchisement [of appropriate constituencies)
should result in purposes and pri-orities which
will reflect constituency concerns and minimize
the likelihood of counterproductive confrontations.

6. There are many contributions to [the College's]
governance [system) which different constituencies
can'make. To obtain these various contributions
in an optimum combination, however, is not easy;
there are costs and hazards in trying. The
potential of [collegesg using its faculty,
staff, student, and administrator competencies
in governing may be far greater than that of
other systems of governance; but to govern in
this way is clearly more complex and difficult
in the short run than the usual ,ways. Only
[colleges] that invest substantially in institu-
tional resources in this mot complex eaOFF'
can realize that potential. Therefore, if
the College desires to establish a participatory

governance system it must allocate resources to
meet the increased demands of such a system.

7. The willingness and commitment of constituent
groups to cooperate in College-wide governance
is essential because the College needs their
talents to develop politieS and procedures.'

The Memorandum of Understanding between the College and
employees represented by the AFSCME defines many governance rights
and responsibilities for that group.

29
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8. Occasionally, decisions must be made immediately
to prevent loss of essential resources or injury
to people. In those cases in which, a situation
is nOt covered by a College policy and/or
procedure, the executive function must act in
the best interests of the College. In such

instances, the executive function will operate
under an interim policy and/or procedure until
an official College-wide policy and/or procedure
4s adopted after standard governance processes
have been followed.

9. Policy-recommending bodies can operate more
effectively wher) provided with precise state-
ments of issues, recommended or alternativee.
solutions; and -relevant information. Therefore
preliminary analysis and recommendations by
those with direct'responsibility and expertise
at whatiVer level of institutional life can
improve the quality of ultimate decisions.

10. Complex committee structures can be wasteful
of staff time and dysfunctional to educational
responsibilities. A lean structure with
effective leadership can serve the goals of
participation as well as e ui fible and effective
decision making. The val f such leadership,
within the context of participation, should be
recognized by various incentives. Standing,

committees should be used judiciously and their
proliferation should be discouraged. To avoid
such proliferation, task forces, study groups,
and other ad hoc bodies should be used wherever
possible and disbanded when the task has been.
accomplished.

11. All constituent groups should establish ways to
anticipate problems, to assure that essential
decisions are reached through collaboration,
and to seek resolutions which are within the
letter and'spirit of Trustees' policies.

12. Once a policy and/or procedure has been adopted
by the Board of Trustees, it' is the responsi-

bility of the leadership of the joint governance
councils to monitor the system to insure that
the policy and/or procedure is implemented. .

Those who violate policies and/or procedures
will be held accountable by the College.

30
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13. The structure of governance must be flexible in
order to accommodate rapidly chaitging conditions.
Ongoing evaluation and review are the primary
methods for refining and improving the College's]
governance system to help it keep pace with rapidly
cnanging conditions.4

,
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3) GUIDELINES FOR PARTICIPATORY GOVERNANCE

1. Participative decision makihg is a proCess ire which those to be
affected by a College policy and related procedures participate in
the making.of the policy and procedure(s) insofar as they will be
affected by them. Thus, not all bodies (standing as well as ad hoc)
need to have representatives from all four constituencies (adminis-
trators, faculty, support staff; and students). Furthermore, even
ifa body calls for representatives from all constituencies, the
numbers of representatives do not necessarily hacVe to be the same.

2. Recommendations from joint governance bodies must be thoroughly
researched and ddcumented before they are submitted, to the person
who is primarily, responsible for making the decision. Therefore,
adequate staff support must be provided,to joint governance bodies.
Specifically, this will require budgetary allocations for at least
staff personnel, postage, duplication, printing, travel, incentives,
training and consulting, special conferences and retreats, computer
services, legal services, and honoraria.

The staff functions will include:

a) providing archival services for each joint governance
body;

b) typing and distributing minutes to all-interested
parties,,at the direction of the joint governance
body's secretary (too much distribution is better
than too little);

c) making sure that all decisions and recommendations
of joint governance bodies are recorded in the
College's "memory drum" and distributed to all
appropriate parties;

d) facilitating the orderly, rapid and efficient
resolution of questions facing the joint governance
bodies.

3. Questions, mandates, charges, etc., shall be stated in writing
to each joint governance body. If the members do not understand or
concur with the stated task or problem, they shall immediately, through
their chairperson, seek written clarification and changes, as necessary.

4. The routing of all issues, questions, etc., will be a primary
responsitility of the Executive Vice President and the chairpersons
of the joint governance councils. The Executive Vice President or
his designee shall state in writing issues, questions, mandates, etc.
to each joint governance body. A referral system must be established
whereby there are specific ways by which any member of the College
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community may introduce a question, charge, or concern which requires
resolution or an official response. These referral points will be
speCifically described in a Governance Directory, which should be
published annually and made a matter of record. Questions, charges, or
concerns shall be submitted, in writing to the appropriate Campus Presi-
dent or supervisor in 'the District Office). Facultyshould submit a
carbon copy to the campus Faculty Senate Chairperson; students, to the
chairperson of the campus Student Government Association (or its equiva-
lent); staff, to the campus (or District Office) Support Staff Council.
chairperson.

The Executive Vice President shall have primary responsibility
for the compilation and dissemination of the Governance Directory.

5. At the point at which matters of concern, recommendations, etc.,
are referred to a joint governance body or to a priMary, decision
maker, agreement must be reached, by all parties concerned, about
the timeframes in which decisions will be made. All decisions-will
be commnicated in writing by the primary decision maker to all
parties concerned. Should a decision be viewed as "unfavorable,"
the written communique will contain an explanation as well as those
steps, if any, by which the matter may be appealed or reconsidered.
Further procedures must be developed to implement this principle.

6. Goals and jurisdictions for all College-wide joint governance
advisory committees must be provided to the body's chairperson by
the College President or his designee before the beginning of each
academic year. Goals and jurisdictions shall be reviewed annually

. by the joint governance councils as well as by the advisory committees
themselves, so that appropriate goals and jurisdictions for each
committee can be clarified over time.

7. At the outset of each academic year, the Executive Vice President
or his designee shall provide the College community with a complete
statement regarding the function, membership; and general procedures
of each College-wide joint governance advisory committee. In addition,
this statement must contain the name of the primary decision maker who
will work with each body and a detailed description of the primary
decision maker's role as a non-voting guide to the committee. The ,

staff role for each body must also be described in detail.

' 8. Each constituency on each campus and at the District Office level
(faculty, students, support staff, and administrators), using its own
procedures, shall directly select its representatives to College-wide
joint advisory committees. These_bodies shall establish their own
specific procedures for conducting business and electing officers.
However, each joint advisory committee must have at least a chair-
person and a secretary, selected by a majority of the voting members
of the committee at the last meeting in the spring quarter of each
academic year. (The Executive Vice President is responsible for rec-
commending to the College President District Office administrators who
will serve on the joint governance advisory committees.)
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9. Appointees'to all College-wide governance bodies are expected to
decide matters on the basis of their own best and considered judgment
after seeking the advice of those parties who will be affected by
the decisions.

10. Those responsible for making appointments to College4ade bodies

a. ensure that appointees are fully qualified and
committed to their governance responsibilities,
and

b. be prepared to recall (or recommend recall of)
those members who violate the principles and
guidelines of this governance system.

11. Well before the end of each spring quarter, the College President
or his designee will send a memorandum to all College deans, academic
unit leaders, and other supervisors indicating.clearly that a signi-
ficant effOrt ought to be made to arrange the work schedules of
personnel who serve on College-wide joint governance committees to
facilitate thejr service on such committees. A similar, reinforcing
memorandum mill be sent before the beginning of each academic year.
These memoranda will, be the minimum means the College President will
use to emphasize the importance of serving on governance bodies. A
new attitude about such service must prevail in the College; it will
not occur without evidence of the President's, the Trustees', and,
indeed, the entire College community's specific, personal commitments.

12. Before the end of the spring quarter of each academic'yea, all
joint governance advisory committees will have full membership for the
next academic year.,

13. Summer workshops'will be held for joint advisory committee
chairpersons and committee members to-help ,them to increase and
practice skills effective decision making and conflict resolu-'
tion. The College shall financially 'compensate all personnel
involved in these workshops. As a condition of service, all chair-
persons must attend these workshops.

14. Clear and effective grievance procedures shall be established for:

O
a. students,
b. faculty, and
c. administrators and support staff.

These procedures shall not conflict with the legal rights of any
College employee or student and shall provide for due process.

15. The College community needs to understand that joint governance
bodies are advisory in nature. Whether recommendations are adopted
ultimately by the College President and/or the Board of Trustees
depends on at least three considerations: (a) the, extent to which
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the recommendations are researche'd and documented carefully and

clearly; (b) the extent to which the recommendations represent a
vplid and reliable resolution to the problem(s); (c) the extent to
which the recommendations represent the considered interests of the
College community and are consistent with the College's mission.

16. Whenever possible, jointAovernance bodies must be made more
task oriented so that they 'can more expeditiously deal with those
matters before them.

17. An incentives system should be developed to encourage College
personnel to actively participate in 'joint governance bodies.

18. While the College supports unique governance structures on each
campus, each campus is,strongly encouraged to develop gaernance
structures which will intersect and interface effectively with the
College-wide governance system.

19. A person who serves as a member of a joint governance advisory
committee shall not serve simultaneously as a member of any other
joint governance advisory committee.

20. For 1976-77 and in,order to provide continuity should this
governance system continue beyond that year, basically there shall
be both one- and two-year terms of office for joint governance
advisory committee members.

Committee on Rights and.Responsibilities:

1. One faculty member from each campus shall be
appointed to a two-year term; the other
faculty member from each campus shall be
appointed to a one-year term.

2. The administrators from the Metropolitan and
Western Campuses shall be appointed to two-
year terms; the administrators from the
Eastern Campus and the District Office shall
be appointed for'one-year terms.

3. The support staff from the Eastern Campus
and the District Office shall be appointed
for two-year terms; the support 'staff from
the Metropolitan, and Western Campuses shall
be appointed for one-year terms.

4. One student from each campus shall be appointed
to a two-year term; the other rtudent from each
campus shall be appointed for a one-year term.
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Committee on Due Process:

1. Oqe faculty member from each campus shall be
appointed to a,two-year teix1;' the other faculty
member from each campus shall be appointed to
a one-year term.

2. The administrators from the Eastern Campus and
the District Office shall,be appointed to two-
year terms; the administrators from the-Metro-
politan and Western Campuses shall be appointed
to one-year terms. _

3. The support staff from the Metropolitan and
Western Campuses shall be appointed to two-
year terms; the support staff from the Eastern
and the District Office shall be appointed to
one-year terms.

4. One student from each campus shall be appointed
to a two-year term; the other student from each
campus shall be appointed for a one-year term.

Committee on Curriculum, Degree Requirements, and Academic
Calendars

1. Two faculty members from each campus shall be
appointed for two-year terms; the third
faculty member from each campus shall be
appointed for a one-year term.

2. The administrators from the Western and Eastern
Campuses shall be appointed for two-year terms;
the administrators from the DIstrict Office and
the Metropolitan Campus shall be appointed for
one-yea r',terms.

3. The student from each campus shall be appointed
for a one -year" term.

Committee on Affirmative Action:

I. The faculty members from the Eastern and
Metropolitan Campuses shall be appointed for
two-year terms; the faculty member from the
Western Campus shall be appointed for a one
year term.

2. The administrators from the District Office
and the Metropolitan Campus shall be appointed
for two-year terms; the administrators from
the Eastern and Western Campuses shall be

appointed for one-year terms.
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3. The support staff from the Eastern and Western
Campuses shall be appointed for two-year terms;
the support staff from the District Office and
the Metropolitan Campus shall be appointed for
one-year terms.

4: The student from each campus shall be appointed
to a one -year term.

5. The College's Equal Employment Opportunity
Officer shall be a continuing member of this
Committee.

All committee member5 who are newly appointed effective the 1977-78
academic year and thereafter shall serve two-year terms of office.

Q
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4) CHART OF COLLEGE-WIDE PARTICIPATORY GOVERNANCE SYSTEM

o
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Joint Governance Councits

Joint Faculty Senate Council\

1,.... Joint Support Staff Coilcil

Joint Student Council
*

.

Board of Trustees

College President

Executive
Vice President

President's Cabinet

Joint Goveknance AdviAoxy Committee4 1

Rights and Responsibilities

Due Process%

1

Curriculum, Degree Requirements,

and Academic Calendar

-- Affirmativefirmative Action

S
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Longs -Range Planning

Committee

During the 1976-77 academic year, the
Staff Council's and Student Government
.Associations on the campuses will be -,

asked to participate in the formation
of a Joint Staff Council and a Joint
Student Council. The role, of part-

time faculty in the governance system
will need to be examined as well. Also
during that year the campuses will need
to determine how their own governance
systems cap most effectively interface
with the College-wide goVernance system.



5) THE COLLEGE FORUM AND JOINT GOVERNANCE COUNCILS

A. The College Forum

The College Forum shall consist,of all members of the College-joint
governance councils. The Forum provides a(place where all constituent
elements can ciscuss matters of common concernand interest.

The specific functions of the College Forum will include:9

1) serving as a review mechanism for these specific College-
wide policy and related procedure recommendations directed.
to the attention of the Forum prior to their consideration
by the College President and the Board of Trustees;

2) sharing goals, expectatiOns, and methods for imprdving the
College community;

.3) acting as a "ccemittee on committees," i.e., to periodically
%. review the extent to which the College-wide governance, system

is performing effectively and recommend waysto improve that
governance system;

4) -critiquing long-range institutional Plans (including long-
range fiscal, personnel, program, and facilities plans)
and the. annual budget development process, as welg as the
budget itself before it is approved by the Board of Trdstees,,
and engaging in other functions as subsequently defined. To

aid the Forum in these activities, a Committee on Lbng-Range
Planning shall, beformed as a special study group of the Forum.

Committee membership:,

1) Twp faculty from each campus
'21 Two students from each campus
3) One .staff member frdM each campus and one

rom the District Office
4) Ohe administrator from each camp us and one

fromthe District Office.*

The College Forum shall meet at least quarterly,, but may be
'convened by the College President or by a petition of 20% of the
membership..,The College President or hisdesignee will prepare an
'agenda for each meeting and distribute it to all Forum members af
ledSt three (3) working days before a meeting. All'Forum,meMbers
shall be permitted to submit in writing agenda items which they
wish to have discussed.

. k

Member/ s cif the COmmitted'on Long -Range Pla nn;ng will be appointed
'using the standard methods on each campus and at the District Office.
Concurrent membership in the College Forum is not required

40.
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At: its,first meeting the College Forum shall adopt standing
rulesfbr the conduct of its meeting

The College President or the Executi4 Vice President will-.
*rye as discussion chairperson, The Executive Vic President will
be designated as the receiver of the petition mentioned above, and he
shall sdiedule any.Mee,ing requested by such petition within ten (10)
calendar days after receipt of the petition.

B. The Joint Faculty Senate Council
*

-
. ,

There shall be a Joint Faculty Senate Council to serve as the .

chief representative of the full-time faculty members of the College
on professional and academTtmatters. The Joint Faculty Senate.Council
shall' include the chairperson and two other officers of each Faculty
Senate ipthe College. Each Faculty Senate shall designate the specific

,- officers who will serve on the Joint Faculty Senate Council.

The Joint Faculty Senate Council shall adopt standing-rules
consistent with the constitution /bylaws of its constituent Senates..

' From among its members it 1-all elect a Chairperson, Vice Chairperson,
and such other officers as its members deem necessary. (The Joint
Faculty Senate Council Chairperson must also be the Chairperson of
one of the three cempus Faculty Senates.) The JointrFadulty Senate
Council is responsible to the constituent Senates.

This Council shall appoint three full-time faculty members to
negotiate compensation for full-time faculty in compensation'negoti-
ations which will take place during the 1976-77 academic year. Each
Faculty Senate Chairperson shall select one faculty member from his/
her campus and'submit that 'person's name to the 'Joint Faculty Senate
Council for approval by majority vote, after that person has been
approved by the campus Faculty Senate Council. All negotiators shall
agree upon the procedures to be used during the negotiating process.
The Board/ of Trustees and Joint Faculty Senate Council must approve
these procedures in

\officially
adopted resolutions.

\4-All recommendati ns of the Joint Faculty Senate Council shall,
be presented'to the.Co

\

llege President or his designee.

C. The Joint Support Staff Council
.

There shall-be a"J int Support Staff Council to serve as the
chief representative of the support staff of the College on professional
and work-related matter. The Joint Support Staff Council membership
shall consist of the Chairperson and Vice Chairperson of the Support .

Staff Council on each ca pus and at the District Office:

Faculty are defined s those College employees paid on salary
schedules 70 through .75, i.e., full-time instructional and counseling
faculty, librarians, department heads (or their equivalents), coordi-
nators, and College nurpes not on the ASP salary schedule.
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The Joint Support'Staff Council shall adopt standing rules
consistent with the constitution /bylaws of its constituent Councils.
The Joint Support Staff Council is responsible to the constituent
Councils.

All recommendations of the Joint Support Staff Council shall
be made to the Director of Human Resources and Employee Relations, they
Executive Vice President, and/or the College President, as the Council
feels appropriate.

D. The Joint Student Council

In order t&coordinate programs developed by the College
student associations as well as deal with College-wide issues and
concerns of students, the formation of a Joint StudentvCouncil is
encouraged. Such a Joint Council may be fOrmed at the request of
student government association officers (or their equivalents) and
shall includethe Chairperson and Vice Chairperson of the student
government association (or its equivalent) on each campus. At its
first meeting, or as soon thereafter as practicable, the Joint
Student Copcil shall proceed to formulate standing rules and procedures.

All recommendations of the Joint Student Council shall be
made to the College President or his designee.

,E.: President's Cabinet

The Cabinet is the executive and operational advisory body
to the College President. It assists the College President in Co ge-
wide policy planning, review of000llege Master Plan efforts, ggnual
budget preparation, and in atItussing and resolving other executive-
level issues.

The 'Cabinet is composed of the College President, Executive
Vice President, Vice President for Financial Affairs and Administrative
Services, Vice President, for Educational Planning and Development,
Campus Presidents, Director of College Relations, and Dean/Director
Office of Facilities Planning and Development.

The Cabinet is chaired by the College President and meets
regularly on a bi-weekly basis and upon call by the President.

NOTE: Campus and,District level administrators
*

shall serve in'three
capacities at the College-wide level in the goveenance structure.
First, they shall serve on Joint Governance Advisory Committees upon
appointment by the President and with the concurrence of the Cabinet.
Secondly, they shall serve in advisory and supportive capacities to
College-wide operational functions or activities administered or co-
ordinated by District level Vice Presidents, and, thirdly, they shall

Administrators are defined as those members of the College staff
who are-paid on Administrative Services Personnel (ASP) salary schedules
50 and 51.
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meet at least once each quarter as a College-wide Administrative
Assembly to review and discuss major administrative issues facing the
College, as well as issues facing individuals classified in the
Administrative Services Personnel .system as an employment group.
Ongoing issues of employee relations are a matter of coordination by
the Office of Human Resources/Personnel Relations.

Continuing representation of administrative issues within the
. College is a function and responsibility of the College Vice Presidents

sitting as the President's Cabinet. Access to the Board of Trustees ,

on administrative concerns is through the Cabinet and College President.

Pm.

Each joint governance council--i.e., the Joint Faculty
Senate Council, the Joint Support Staff Council, the Joint Student
Council, and the President's Cabinet (or the College President and
appropriate Cabinet members)--retains its independent "meet and

confer" privileges. Specifically, for the 1976-77 transition year,
monthly meetings between the Joint Faculty Senate Council and the
College President (and appropriate members of the Cabinet) shall be
scheduled, beginning in July, 1976.
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6) JOINT GOVERNANCE ADVISORY COMMITTEES

Joint governance committees serve in an advisory capacity
to the executive function of the College, principally to the College
Vice Pr'esiden'ts, who, before sending their recommendations to the
Executive Vice,President,'will seek, as appropriate, the concurrence
of the other College Vice Presidents and the College counsel.

College Vice Presidents shall be appoirited by the College'
President to work with joint governance advisory committees. These
appointments will signify to whom the Committee recommendations shall
be sent and who is primarily responsible for decision making in the
area of responsibility encompassed by the Committee.

Committees may choose to work as a committee of the whole
or in sub-committee patterns, or, when necessary, they may assign a
task to a special study group or task force. The objective is to
accomplish a task as rapidly, professionally, and efficiently as
possible.

Each committee shall atits first meeting establish its
working norms (in addition to those described below) and its time,
table 6f meetings and elect a chairperson, secretary, and.other
officers it deems necessary. At least one-half of all officially
appointed members-must be in attendance before any joint governance
advisory committee may conduct business. Robert's Rules of Order
(latest revised edition) shall' be used to- conduct business unless
and until the committee votes to use other procedural guidelines.

Individuals may be appointed to a second consecutive
term on a joint governance adviSbry committee; however, they may
not be reappointed to a third term on that committee for at least
tWo years after their second consecutive term is concluded.

A. Committee on Rights and Responsibilities

The purpose of-this Committee is to develop, review,
and recommend police? an ocedures'related to the rights and
respOnsibilities of memb rs o the College community (all staff and
students). For the purp f th'is Committee, these rights and
responsibilities include rssu s ;plated to, but not necessarily
limited to, the follow; g: tenure, seniority, academic freedom,
workload, academic ran personnel development; copyrightable and
patentable materia)-4, transfers between and among the campuses,
grading standards, employees taking courses during working hours;
personnel policies and practices including reclassification, the
use of personal leave, and a student code of conduct.

There shall be three standing sub-committees, one each
for faculty, support staff, and students. In addition, one admihis-
trator will serve as a resource perscin for each sub - committee. For
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consultation and communication pruposes,ione student and one support
staff member .shall serve ex-officio on the faculty sub-committee,
one faculty member and one support staff member shall serve ex-officio
on the student sub-committee and one faculty member and one student
shall serve ex-officio on the support staff sub-committee.

'Committee recommendations to the vice president working with
the Committee must be approved by the Committee as a whole. Committee

approval is dependent upon two procedural criteria:

1. Two weeks notice of each Committee vote must be
provided by the Committee's chairperson in writing.
(or orally if Committee members so. agree);

2. A majority of all Committee members present and
voting and a majority of each constituent group
represented on the Committee, present and voting,
and directly affected by a proposed policy and/or
procedure must approve each Committee recommenda-
tion.*

Committee membership:

1) Two faculty from each campus
2) One administrator from each campus and one from the District Office
3) One support staff member from each campus and one from the District

Office
4) Two students from each campus

B. Committee on Due Process

The purpose of the Committee is to develop, review,
and recommend policies and procedures related to issues involving
due process for members of the College community (all staff and
students). Such issues would include, but not necessarily be limited
to, the following: grievances, evaluation, and termination.

There shall be three standing sub-committees, one each
for faculty, support staff, and students. In addition, one adminis-
trator will serve as a resource person for each sub-committee. For

consultation and communication purposes, one student and one support
staff member shall serve ex-officio on the faculty sub-committee, one
faculty member and one support staff member shall serve ex-officio
on the student sub-committee, and one faculty member and one student
shall serve ex-officio on the support staNsub-committee.

Committee recommendations to the Vice president working
with the Committee must' be approved by the Committed as a whole.
Committee approval is dependent upon *two procedural criteria:

For 1976-77, this criterion is applicable to the faculty and
administrative constituencies. Should the support staff and students
participate in this College-wide governance structure, then the
Criterion would become applicable to them also.
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1. Two weeks notice of each Committee vote must be
provided by the Committee's chairperson in writing
(or orally if the Committee members so agree);

2. A majority of all Committee members present and
voting and a majority of each constituent groUp
represented on the Committee, present and voting,
and directly affected by a proposed policy and/or
procedure must approve each Committee recommenda-
tion.*

Committee membership:

1) Two faculty from each campus
2) One administrator from each campus and one from the District Office.
3) One support staff member from each campus and one from the District

Office -

4) Two students from each campus
Ex-officio: Director of Human Resources/Employee Relations

C. Committee on Curriculum, Degree Requirements, and
Academic Calendar

The purpose of this Committee is to develop, review,
and recommend policies and procedures related to program additions
and deletions; new courses; changes in course numbers, titles, and
descriptions; course credit hours; and prerequisites. An additional
purpose of the Committee is to develop, review, and recommend policies
and procedures for the development of degree requirements for all
College credit programs. A third purpose of the Committee is to
develop, review and recommends policies and procedures related to the

.* development of a calendar for each academic year and the summer
session.

in addition to the above Committee purposes, this
Committee shall be responsible for completing the College committee
level operational tasks associated with the curriculum approval
process and the development of College-wide degree requirements and
a calendar for each academic year and the summer session. The Committee
should also initiate'a review of all courses in the College's course
master file and recommend to each affected academic division courses
which should be considered for possible elimination from the course
master file because they are never offered. The Committee will establish
appropriate sub-committees and/or other working groups to deal with these
operational tasks.

For 1976-77, this criterion is applicable to the faculty and
administrative'constituencies. Should the support staff and students
participate in this College-wide governance structure, then the
criterion would become applicable to plemalso.
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C
Committee membership:

1) Three faculty from each campus
2) One administrator from each cay.:pus and one from the District Office

3) One student from each campus

D. "immittee on Affirmative Action

The purpose of this Committee is to review the adequacy
and appropriateness of current policies for broadening employment
-opportunities for minority groups and women and to recommend the
development of new strategies and procedures which will strengthen
the College's aff'-mative action and equal employment opportunity
plans.

Committee membership:

1) One faculty from.each campus
2) One administrator from each campus and one administrator from the

District Office
3) One support staff member from each campus and one from the District

Office
il) One student from each campus
5) The College's Equal Employment Opportunity Officer
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7) PROPOSED ASSESSMENT INSTRUMENT

At the point at which a report or recommendatiog of a
proposed College-wide policy or procedure is made, each member of
each joint governance advisory committee or special task force
shall complete the Governance Body Assessment Form. All forms
`shall be submitted to the primary decision maker working with each
committee or task force, along with the report(s) or recommenda-
tion(s) of the committee or task force.

All Asessment Forms will be reviewed by the party with
primary decision making responsibility (i.e., the party to whom
reports and recommendations are submitted) and the governance body
In addition, the Forms will become part of the official minutes of
each governance body, available upon request to any interested
party.
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GOVERNANCE BODY ASSESSMENT FORM

Name of Governance Body

r

Check one:

student

faculty
staff
administrator

Policy or Procedure in relation to which this form is being completed

. Date
,

1. The written goals and objectives of this governance body
are:

Not

Clear 1
1 I .

1 2 3 4

Very
1 clear

5

2. The reasons why the task/problem'Nas sent,to this governance
body are: ,

Not

clear
t

1

I 1

2 3

Very

4

1 clear

5

3. It is clear to me who will receive our recommendation(s).

Yes

No

4. It is clear to me who has primary responsibility for
approving or disapproving our recommendation(s).

Yes

No

5. Agreement was reached about "next steps" with the person
who has primary decision responsibility, should that person
approve our recommendations.

Yes

No

6. Agreement was reached about "next steps" with the person
who has primary decision responsibility, should that person
not approve our recommendations.

Yes
---

No
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7. Before we began to work on our task, we agreed upon "working
norms," i.e.,'procedures by which we would work and make de-
cisions together.

To a

Not at large

all I I I I I degree

% 2 3 4 5

8. Members of this governance body trust each other. .r,

To a
Not at large

all I I I I I degree
1 2 3 4 5

9. Staff support for thit governance body was:

Not Very
useful I I I I I useful

1 2 3 4 5

10. Even though I might not always agree with all members of
this governance body I do respect their sincerity and in-

tegrity. .,

Not at )

all I I I I

1 2 3

11. I feel a "part" ofAhis governance body.

4

To a
large

I degree

5 ..

To a
Not at large

all I I I I I degree
1 2 3 4 5

---,* 12. In arriving at our recommendation(s), my talents and
resources were used when I offered them. I.

To a
Not at large

all I I I I I degree
1 2 3 4 5

13. Our Chairperson conducted the meetings effectively and
efficiently.

Not at
all I I I I

1 2 3 4
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14. The quality and accuracy of the meeting records and reports
were:

Very
Poor I I I I I good

1 2 3 4 5

15. The agendas of the meetings were:

Poorly Well
planned I I I I I planned

1 2 3 4 5

e-

16. Our governance body members listened to each other.

Not at
all I

1

I

2

To a
large

I I I degree

3 4 , 5

17. Our governance body members were able to rise above their
personal preferences and work toward a decision(s) that
served the overall interests of our College.

To a
, Not at large
all 1 I I I I degree

_____ \
1 2 3 4 5/

18. During the meetings our discussions were normally:

Irrelevant , Relevant
and not and
informed I I I I I informed

1 2 3 4 5

19. In our governance body we worked to overcome the hierarchical
status differences between students, faculty, staff and
administrators.

Not at
all I

1

I

To a
large

I I I degree
2 3 4 5

20. This governance body listened carefully to my
ideas, opinions and suggestions and considered them in
reaching conclusions and decisions.

My ideas My ideas
were not - were

heard or I I I I I heard and
considered 1 2 3 4 t 5 considered
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21. How were decisions reached in the meeting?

a One or two members dominated, and forced their decision
on the group.

b

4

Decisions were agreed to by a majority of members;
members of the minority still do not agree. .

c Decisions were agreed to by a, majority of members
and the minority members agreed with the majority
decision.

d Decisions were reached by agreement or consensus
among all' members.

22. How clearly defined were the tasks for the meetings?'

a , The tasks were clearly defined at the beginning of
the meeting and the decision.was relevant to the task.

LI .. b The tasks were clearly defined at the beqinning, &Lit
the discusslon wandered.

. .,

c The tasks became clear only as the meeting progressed.
.

d The tasks were never clearly oefined.

23. When there were disagreements in the governance body, how .

were they handled?

a One or two influential group members decided who or
what was right.

b Some members of the group smoothed over the difference-- -
suggested it did not really exist or was not really
serious.

.

c The disagreement was avoided--the group did not really
acknowledge or try to deal with it.

d A compromise was reached.

e Valid differentes were recognized and confronted; real
attempts were made to talk them through.

\

24 How good wee'e the conclusions or decisions reached in the
meetings in your opinion?

Poor I I . 1

r
1 2
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25. How committed are you personally to the conclusjons, decisions
or recomffiendations reached in the meetings?

Not
< . Ve1ry

committed I I I I I committed
1 2 3 4 5.

26. Can you think of some helpful and unhelpful decision-making
behaviors, without mentioning names, which you have seen during
these meetings? Please list them,

Helpful Unhelpful
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