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This paper reviews the stadent-centered cluster

colle3j> corcept of orgampizatios 2mployel at Oaktoa Coasunity "College /'
(T1lis>is) ard compares this approach t> traditiomal orgamizatios by ‘
acilesic department or division. The alvaptages offar=d by the
division structure inmclede istradisciplipary interchasje amonjy .
teazhers, coorlinated budget baildimg, stadent counszling for majors,
. specialized facilities, curriculas coorlipation, an3 ®peer™ faculty-
eviluatioa. But such a siructere has major disadvastages, includireg
sn2v2p size, pressure groups, imsmlarity, hisdramca >f
imterdisciplinary teaching strategies, ard higher costs. The cluster
coacept results in lowered adsiristrative costs, achiaves=at >f aiew
levels o>f interpersonal relatioms by r2sowval of artificial barriars,
effective coping with rapid-iastitational change, stadent ben2fits
Jerivel from cospeting cluster offerinys, and the posttiomimy of—
isportaat studant sarvicas.near studen:3, rather thas irn remote
centralizsd facilities. The cluster coa~ept at Caktoa, whkile
upjuestionably presenting sany challeajes, has prov=a to b2
effizazions and consistent with the philosophy of th2 colleg2, whichk
holds that the student is the prime factor is the aiscational sission

of the collega. (JDS)
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2 S GEPASTIENT OF MESL TN,
EDUCATIGE & WELFAGE
SATIOMAL MISTITUTE S .

EDUCATION

B Tous DOCUMENT maS SEEN SEFRD-
CLUSTERING AT QAKTCM: SIME CBSEAYATIONS OUCED EXACTLY AS RECENWED Fao
ATING 1T POMTS OF VIEW-OR CPwsanS

. STATED DO NOT NECESSARN. Vv SEreE-
'
Richard L. Jordan . SENT OF F1CIAL NATWOMAL ST ITUTE OF
EDUCATON ’Q&Ym m [« Wha 4

. Someone no doubt nolds a theory that onc2-an organization acguires

good peopie—-and salaries are at leas: zdequate--productivizy will rise ~
to, and renafn at, 2 relatively hign level. I suspect a further attitude
is that the administrative s.ruc ire is larcely irrelevant to productxwty
as'1009 as accauntabxhty can be mintained anc¢ management can detact
and remove marginal administra:brs. ’
I am certain that no such thecry can be proved. There are simply

toc many vériaﬁlés. In educaticn ~:m‘s is even more tr.e than in business.
tducators, let alone the public, can selzom agree cn what should be
taught, even less cn how it snould te taugnt. The guesticn of organizing
. or administering the teachers cZoes nct even come up. Oakton's president

put that rather well:

{'ve seldom heard anyscdy in 2 departmental

T e Sy S EEM ASK-whetRer Tae System-i¢ werking,Or

whether an al.'.ernative system wculd be better...

The guestion in a departrenta’ schcol is “which

. BEST CGPY AVAILABLE

1y, A Koennline, "External! Zvalia<tion of the Cluster System,” unpubiished

are the good departnents.

, Oakton Comrunicy Collese, ‘cvember 22, 1674.

The fact is that ecucational-crjanizations are traditicnally structured

3 for the benefit of the faculty, nct the acministraticn, not the students.
b A university deparzmen< is 3 pcwer bas2, 3 regqular fiefZem in the larger
: entity called the schocl, <ne coilege, cr the university. [ <o not suggest
2 that this is all bag, merely <rat Zerartrmental orzanizaticn cces not it
r r i |
el prwnf p T A YT &T‘I?
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‘The student/community centered concent-of a cemﬁunityAcolTege-
S Hpst=cz£iumity co!iege officials have recognized this from the .
beginning. Their substitute for the academ{c departments is the d%vision,
a2 combination of sinilaf academic discip]ines.ccmbined into an administrativé
u;gt for burposés of scheduling, budgeting, evaluation, and the like. A
division'is. however, only an “enlarged” version of a departmens. It is
d%fférént primarily:in that it is structured for central adminisyrative
control rather than deparimental.
Qakton Community College is thus an excepticn. Not unique, not even

all that‘innovativegstructurally, meresly &ifferent from most. For nearly
ive years we have emplicyed an organizaticnal system which focuses on the
students. In the beginning we called it the “group system.” Now these
“groups” are called “learning clusters.* The names are Zifferent; the
concept is the same. It was descrided in 1971:

...we have abandcned the sub ect or discip{;AQN#“
as a means of Jdrganizing faculty and stucents
for administrative purpcses. Instead, we have
tried to organize cur faculty into “college
groups” on the basis of <heir diversity rather
than their similarity. OZurimg 1971-72 tnese
ccllege groups numper three and each includes
about 30 FTE faculty, people whose single most
important ccmmonaiity is that they.are teachers
(more so, literali,, taar crofesscors) seeking

to cause learning in <neir students. They will
work closely and indivicually with students
assigred tc tneir jrcups in devising instructicnal
methods Mmost sui%ted to tme student's learning

- mode and his curricular cr occupationai aim.

Q ) 3




Members of ;ach g;;up participate in each-éther’s
%Af»~ . ‘planning, help tc write cbjectives and dévise

' | peasurement instruments for one another, and | -
participate in buildigg the budget for the
1973 fiscal year. There is little tenm;ﬁticn,
as in a departmental structure, to "feather
their own nests.“ There is increasad meed to
explain and even defend fheir goals and means.
At the same time each group, in relation to
the college anc the conﬁunity at large, is

a college within a college. We are thus a.le K

to “grow .larger by grbuing sma1lér.“2

4%—*“’f2’§fﬂii Jordan, "The College Group Concept at Qakton Community College: 'Ends
and Means,” Auqust 3, 1971.

Since that fime a good many claims have been mace for the cluster.system.

They have come from stuceants, faculty, and administrators alike. QOalkton

. .people have written articles and given papers at scholarly meetings.3

3 see especially Harvey 5. Irlen, "On the Sowing of Turnips,* Community College

Frontiers, Fall, 1973, Yol. II, %o. 1: and R. L. Jordan, "Accountability at

Oakton Coomunity College,” Accountability: Proceedings of 2nd Annual

International Community College Workshop, Sarnia, Ontario, August, 1971.
Y

At the same time there have neen chalienges to the system. How can
disciplines budgey if they are in different clusters? How can an ex-biology
teacher evaluate music teaching? How can gquality control be exercised within

acadenib discipiines? All of these questions--and there nave bean more--have

. | 4
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been proper, and we have:Fried to face them head-on. withéué wanting to be
defensiye; haweﬁer, 1 suggesf that they exist simply because QOakton's s}stem
is out of the mainstread, because it is different. Thg overriding questidn-
is “"does the System work?®

The immediate answer fs rhat we really do not know. In large measure

that is pecausa there are no standards for “working." 3udgets do get dane;

evaluation of instruyction is pore extensive nere than 3t any community college

I know of, and studenfs who haye lefl tend to épeak highly of their (akton
experiences. These and Othey facts 3nd opservations assure us that the
system is not 2 faiiure."lt does “uork{win tnat sense. 3ut that is hardly
enough. At the risk of Jeing pedantic, ;e should look carefully at the
pres and ccns of odr grganizacion and try £o make an objectizg analysis.
Included in sucﬁ an analysis spculad ~e a lcok at alternate forms of
organizaticn and théir implicazfons- The latter is esgecially impor<ant
since clystering in I1lireis suplic cammunify colleges seems tgo be
declining. Moraine Yalley is spifting <o a more conventional system of
/;ﬁ%aniZation and the clusler system at the College of CuPage has recantly

come under 3ttack in 3 7exas consuizant's report.

Philoscnhz

One 3pnidaches this subjecs with miszivings only Eecause schocl
officials tend o *pull out the stcPs" when discussing ghilosophy. All
such statements lean {if not ropple) toward exaggeratzed claims stated in
the worst kind of e]abora:e‘andIErna:e language. 'Oaktonfs general philosophy

L é
2ppears at the deginning Of aacn 2dition of ¢he Collece Catalog and in many

other documents. particulari, impcrtant is the sentence which states,
*All of Qakzon's courses fit cyrricula wnich-prepare a stucent for degree

©
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work or lead dfrectly tc a certificate or degree."4i ’

4 Qakton Community College Cataloq, 1975-76, Page 8.

Spgcifita]iy cur goals can be stated as follows:
General ' -

>

i0 offer general as well as specialized studies in

™~

accordance with the laws of Illinois. )

To meet the sducatioral needs of <those wh0 hag
, failed courses or were unable ¢ profit from

earlier instruction.

To enable students to learn for human dévelopment
and for fun, as well as for professions and

occupaticns.

To enaple all gost-nigh-school mempers of the
ccmmunity to obtain the best possitle education

for the le2ast possible cost.

Admissions and Student Personnel Services
To accept as stucdents any gracuates of accredited

high schocls, programs and space permitting.

o

i

To accept non-pign-scnool gracuates over 13 {g;;slf/””'
of age if their experiencg_agd qaa?f?;gétions
indicate that they are presarec %o benéfit.from
any of the programs ¢r courses of instructian

offered by the college.




To provide counseling services {student development)

i. ‘as a part of the student's daily stay at the college.

i Such services include personal caunselihg, academic
advisement, testing, and transfer arid occupational
information and advice.

Curricud um -

| To provide programs of study in the several areas designated
by the state: ’

1. Baccalaureate Oriented
2. Occupation Qrientated (Career Programs)
3. ~;Au1t Education
4. General Studies {Developmental or Preparatory Courses)

- S. General Education {(“Core" Courses, which contribute

to the liberal education of ‘each student).

To provide transfer students with freshman and sophomore ,/
courses necessary for transfer, but to avoid slavishly
following the same course outlires and approaches used

. by the universities.

To offer such occupational programs as are warranted within

our community and desired by cur students and potential
students, but not to “compete” unnecessarily with nearby
community colleges in areas where there are already

programs with gpenings for cut-of-district students.

To offer an adult education program which écmpleme:ts and
supplements the'éxisting programs in the district's two

high school systems.

7
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To -design courses and brograms of study so that students

may enter, leave,.and re-enter at their own need (i.e., .

_  when they are ready to profit and at hours during which
theyccsn attend).

/ To insure that edéry'stqdent krows the obYjectives and
methods of every course and curriculum anéﬁto do
. S everything possible to insure that the student achieves

at least minimal mastery of courses he takes.

. To furnish as much "lab" or practical application as

possible in every course and curriculum offered.

To de-emphasize learning for a grade and to accent learning
. for mastery.

Instruction

To provide the student with choices about how he may -

learn the subject matter of any given course.

- To promote a constant interchange of ideas Smong teachers

about teaching modes, methods, and approaches.

To break down the old barriers between subject matiers
» ! '

(i.e., to integrate as many subject areas as are

relevant into specific courses).

To facilitate student participation in the evaluation of

instructional effectiveness.

8
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To engage in a constant evaluatiOn of our own means

* .and ends in-the_educational process.

One other publ1shed statement is part1cu1ar1y re!evant 1n the recitation

of OCC phx]osophy.

Oakton's aim, since its opening in Fall 1970, has been to
provide students with courses and brograms of study designed to -

meet the needs of society and the needs of the individual.

'A]readz\pany conf1gurat1ons of courses~;:¥ available enabling

the studenf\tn _prepare for practically any~“maaor leading to

a college degree or to a job and poss1b1ezcareer in government,

business, or industry.

Not all students haveas their aim transfer tc a senipr

> . - .

coliege or employment training. For some, one course or
several courses, related or seemingly unrelated, constitute

the reason for coming to college. In our credit offerings

Prad

and in the vast non-credit or credit equivalent options of
MONACEP are many courses for these students. Cooking and

antiquing are as available as French and microbiology. The

aim and need of the individual student remains primary in our

curriculum development process.

In any given subjeCt; Qakton tries to offer as many
levels of courses, particulariy beginhing courses, as possible.
In mathematics, for example, there are entry courses for
students with limited math experiences and sequences thereatter
for students who have comp]eted advanced courses.

For students less well prepared than others, the Oakton

Learning Lab offers students tutoring and individual assistance,



A

not only in mathemafics, but also in éhemistry, bio]oéy,

accounting, foreign 1anguaggs, and in any other field Qhere

a need exists. The lab expand§ options available for t\
student whg would otherwise find classes effectively closey
to him. ‘

Course and curriculum choice, however, are not the sum \

_ of Oakton's learning options. ,Reﬁognfzing that students have/‘ \\
. o ) ) - , , \
— - different learning abilities, likes, dislikes, and pré?erences,_
“ the college offers and advertises numerous alternative methods
.of instrﬁction within its curriculum. Thus, in any, subject
where there is more than one section (alternative days,;tim;s,
instructors), there is an option with regard to texts_used,',

- . methods of testing, and general approach to the subject.

A1l of this is spelled out in a document published each. semester

and fit]ed The D{rectory of Courses. gThe directory is available
to all students and it catalogs all of the credit courses offered.
It is wrig}en_by the faculty actually teaching'the courses and
therefore becomes a “contract" between teacher and student.
Evenness of quality and common course conteﬁt a}e maintaingd.
although individual séctibns are taught different]y. Each
instructor knows -that he or she must cover the material described

in the College Catalog, published annually. The approach to the

subject and course may be and-usually i§; different from teacher
. o e o . ,
tu teacher, section to section. Tnus stSdents are afforded, every .

ams and courses they

opportunity to choose, not only the prog
wish, but also the method of instruction khey feel best suits

their own learning patterns and desires.

w0
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Oakton s ph1losophy ot qualltj education tailored to the
needs of people jis apparent and ava11ab1e in deed as well as

in theory. It is expanding in step with the size of its

student body and the wishes of the community it serves. >

5 R. L\ Jordan, “Choices at 0CC: How To Learn...,* Qakton Report, July 1973,

Voi. , No. 7.. T

These varioﬁs s;ateﬁents of ehildsophy and goals all point toward the
student as the prime facter in the college's development. The student
has been,} is, and will continue-to be the focus of the educational mission
"of the college. This was apparent before the college opened its doors.®
\

6 Meyer Ka%in and Griffith MacDonald, "Survey of Community Attitudes in

' Re]at1on\to the Development of" District #535," Feb. 3, 1970. See

|
espec1ally III.C.

The group, or c]uster, system was conce1ved and developed as a means.or

keeping theistudent's needs torempst in our own p]ann1ng and operation.

It was, as &r. Irlten has written,

\\ ’ \ "...founded on a student déve]opment model that
postulates an unabashed concern for the individual

student as an informing principie of eacﬁ\io]lege

—

\ Group. In this setting, faculty members a\e
encouraged to dea] with the process of 1°aﬁq1ng
a]ong with the mechanics of teaching, to co%s1der )
the overlapping boundaries along with the hard cores

of their particular'disciplinesf’

, 7~Hh S. Irlen, "On the Sowing of Turnips,f;jéee footnote 3)

11




Certainly no “"scientific* data exist which will prove that student peeds

S - 'are bein§ fully met, let alone that our administrative structure facilitates

" meeting these needs. However, institutional self studies performed in e

-

A both 1972 and 1973, indicated that students themselves rated their teachers

“high in areas such as ayai]abi]ity and communication.8

"

8'See'unpub]ished Institutional Sel? Studies, R. Edmund Dolan, 1972, and

Michael-d. Mé]oney and Bonnie A. Agnew, i§73.

However, if we'did not have a cluster organiiatéon.we would almost inevitably
be organized by divisions. It is thus sensible to look closely at those

implications.

Cluster vs Division

There are any numbe%‘gf possibilities for redjstributﬁon of facully
were we to implement a différent type of administrative structure. A
first decision would nave to 6g»whe:her or not 20 separate teachers of
vocational students frcm those bf baccalaureate students. With our
current facu?ty théf would resulz: in.approximately 36 full-time teachners
in a vocational division {or department) and 3 maximum of 23 in any
other grouping. MNaturally, vocational teachers could be organized into
,smalier,\more discrete groupsu(possibly che {ive recognized as distinct .—
areas by D.V.T.E.:i health relatad, business related, applied biological
-and agricu]tufé, personal and“pub]ic service, .and industrial oriehted).
More feasible and desirable, I thfnk, would be an organization into
divisions which integrate baccalaureate and vo-tecn teachers and students,
but ones which group like rather than dissimiiar disciplines. As a

possibility, consider the structure listed beiow:
12
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Technology

I e LT PR

b o

Life and Health Sclences, fncluding Physical Education,
Radfologic Tectnology, Medical Ladorstory Technology,
Practical Mursing, Physical Theraptst hs!smt. Medical
Record Technology, ﬁdicﬂ Transcription

Business, including Data Processing, Secretirial 3ctence

Communications, Arts, mum. including Philoscphy,
Music and Foreign Language

Physical Sclence, Engineering, and Mathematics, including
Automobtle hetmo!;m' (Apprenticeship), Architectural
Technology. Business Machine Resatr Technology,
Electronics Technology, and Meating and Alr Conditioning

Soctal Science and Pudlis Service, including Child Car;

Services, Fire Science, Hctel-Yotel Yarajement, and

- Law Enforcement

Student Development

7.. Learning Resources--grafessiona’ls in library and audto-visual

. services.

-*

follows:

Glven these divisions and our current faculty, ihe numders would de as

1. Life anc nealin Sctences 21

2. Bustress 2

3. Communicatices, ir:s, Hurgnities 2i (no vo-tech rere)
4. Pysical Sciences, Engineering,

and Mathematics 2
$. Social Science and Public Service is
ax. 13 . BN



. 6. Student Development 12
7. Lesrning Resources 4

120
Naturslly these numbers would vary from year %0 year with Life a;Q.Health
Sctences growing rapidly. Divisions #6 and ¢7 could be eliminated, tne
former reporting directly to the Vice President for Student Development

- or t0 varicus division chairmen, the latter regorting to the LRC director,
This variation would give us five divisions, the same number we have
projected as learning clusters,

w Some of the advantages of such a divisional structure are listed delow:

1. Interchange among teachers. Teachers grouped together have

L]

similar tratning, are thus easily atle %¢ “compare notes.”

2. 11ding. DJisciplines have similar needs, espectally
equipment. Easy 20 coordimate in &4 division,

3. §§ggggt gounseling for mafors. Althougn more 3 3Cint in 2
sentor college, students with 1ike Tajors may be more easily

counseled in a division than tn 3 cluster agrangement.

8. Facilities conssrmuciion. Soecialized scaces such as lads can

Be butlt within the givisica itsel” and not sz read 3l over o

college. .

L

§. Pydlic yncerstanding. It fs always more scceptadie %0 50 wilh

the grain. Lveryone =g nas mac asscciation with college wnoes
wha? & deparcment 3r 2f¢ision is; “aw have hears of ¢lusters.

6. toul : fngatiogn. dith 2isgiplines 'inned cogelrer witnin
divisions i2 is relatively easy 23 discuss, vole on, or jererally

saintain uaiity comntrol of curvizulum.

N .13
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7. Evalyati f facylty. One theory says that English teachers must
be evaluated by English teachers and on down the line. In this

regard divisions are "Setter” than clusters, not as good as
deotrtaents.

Some tne disadvantages of divisions:
1. Uneven size. There is no wiy of keeping civisions equal or
even similar in size. This resulls in difficyities tn span

of control and cost fnefficiency.

2. Pressure groyps. Divisions tend %u compete against one ancther

for budget snd for facul?ty power. Tendency is to band together

to "sell” their vested interest %0 the adminfsiraticn.

3. Usefulness 0 students. Community college stucents selcdom mhave

decided on majors (except in vo-tech areds) in thefr first two
years. They must take many sub’ects and are thus not "subject

oriented.” The divis‘on %o tnem is only a place.

4. Curricular expansicn. 31though usefy) as a forum for discussion,

etc., of individual subiect or related subjects, divisional
organizazion slows lown, or 2% Teast does 10T enclurage,
development of truly inter-discipiinary teaching stratejies.
Whether or not 2ivisicn Temders Delfeve or suPport it, divistons
of fer symbolic evicence that kncwledge is compartmentaliled.

§. Insylarity. This fs evident in ttree ¢f the items ybove.
Mowever, 1t is pertaps the jreatest disadvantige of the divisiomal,
structure. Divisions foster a sense of sutcnomy sscng faculty
that at leas: results in 2 semizhysical fsoiation from the
diversisy that exists among 2 faculty, to =OSt ends In sWuGRess

a0d singleness of purpose. 16




6. Cost. Simply put, 1t 1s more expensive to adwinistratively staff
a divisioma] structure than a cluster collegs. A comson and
fnevitable rule of thumb 1s that. the more students, the more
sdministration. However, most community colleges have dSetween
six and ten divisions (some have as many as thirty!).8

8 John Lombardi, “The Department/Oivisfon Structure in the Community College,®
Topical Paper #38, ERIC Clearinghouse for Junfcr Calleges, Dec., 1973, p. 1.

This 1 a basfc mmber. As enrollment grows assistant chairmen or
other administrators or quasi-sdministrators are usually added. In a
cluster college the number of wuismm will also vary with faculty
and student enrollment, but 1t will nearly always be below the nuser,
and “hus m@m. of 2 dcport-nu! or divigional school.

Sost

Since cost 1is 30 oftan mentioned as & key factor ir deterwmining how
to admintster a college, & comparison may be valuadle here. In the spring
of 1975, the College of Lake County had 7200 hesd count students, 3200 FTE.
Oakton enrolled 4747 students for aa FTE of 2534. In the areas of instruction
and student services, Lake County esployed 22 sdministrators. Oakton had 13.

~ Lake County has essentially the same tastructional programs and services

as does Osktom, but 1s organized !ato six iastructiomal divisfons. Looking
at the mmber of admiaistrators to FTE students, Oakton would have 17

a-histnﬁn by ratio with College of Lake County. The contrest dDetween -
the two schools s even more dramatic when 1t fs noted that Oaktom s

- growiang at & much more repid rate tham the College of Lake County.

1 ¢o nct weat to belabor the pofat, dut the fact fs thet Osktom
tanpayers are getting a bargain with Oskton's clustar system. 'l recent
asnogreph, wivich faiidentally mentions Qukton a sumber of times, mekes

‘ 16
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;-.' « this point, “In fact, the notion of profit centers that {s used in the
industrial section becomes a viable cost control strategy for cluster
. college systems. Also, cluster colleges pride themselves on the
streamlining of acdministration through elimination of divisionAX and '

departmental chair positicns and the thinning out of top line positions.f‘o

10 Barry Heerman, "Organizational Breakthrough in the Coemunity College,*
Topical Paper #47, ERIC Clearingnouse for Junior (olleges, Nov., 1374,
p. 1§,

Heerman lisis eight “advantages” cof a clustar type organization:
1. Acfiieves new levels of interpersora’ relaticns by removing

artificial barriers.
2. Fosters an int&rnali:a:ion ¢f <ne Cormunity/lunicr College chilosophy.
3. Provides new stature ‘ar occupatianal 2ducacicn.
4. Allows impertant operating accnemizs,

5. Manifests the 10%icn of ‘nterdependent ~eal-wcrld systems in the

college crogram,
8. Copes tetter #1h ripil instriyticral jrowtn.
7. Students enefi: ‘rom competing siuster afferings.

d. Positions imporcans siucers services near students 2and nct in

LK ]
.

remote centralized faci'icieg, s

1 Sarry Heerman, “Crganizational Srea«inrgugn in tne Zimwunity College,”

pe. 15-16. [See fceoinote 10)

17
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A c'ﬁht of Mr. chrlné;s‘advantagcs are applicable to Oakton. B8y
1ipl¢l.nting the clustef system at the front end, Caktcn was able to
avoid some of the insularity and static qualities of traditionally
;tructund colleges. Again Heerman: “Change is slow, and that is part

‘of the excitement about innovative two-year colleges such as Northampton,

Gakton and DuPage."!?

'lz'llrry Heerman, "Organizational Breakthrough in the Community College,"
- 9.27 (See footnote 10)

Oakton is an exciting place t3 work and %0 lea . ~I.ts teacher
evaluation system, accompanied b5y a solid ob security policy but no
such thing as tenure, its interdisciplinary courses, and its instructional
options are working; and they are, we think, results of our structure.
That structure 1s ideally suited %3 our missions, the development ang
matntenance cf "a humanistic learming climate wnere confluent education,

the integration of intellectual amd subiective awareness, takes place.*!3

U

13 gakton Community Collece Self Study Jeccr:, suomitled to the Ccmmissiar
of Instituticns of MWigher £ducaticn of tne ‘lorth Central Asseciation of

Colleges and Seccnaary Schools, “ay, 1975, o. 13,

‘In our case form dces inceed foilcw %unction.
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