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i" sense of unease, ol';anrunscttled CQndﬁlrterOn. T;h_érc ls,the feelmg{of,a losg
nission and of the need to recover it. This concern about,the mission of ™~ -

JLommunity colleges is expressed in the deliberations of the board of
Lluectors and staff of the Amcrican Association of ¢ om"numty and
Junior Colleges (AATJC); it is-evident in the formal convocations of
prcsndents and trustecs of tﬁmumty and_]unlor colleges (and. of other

dUthOI}[lCS (both those who base their ertxngs on their expenences
withifl the movcment and those.who" look at its progress from the out-~

M -

- side): :

Initially, whenJunlor and later, community colleges were miak-
ing ‘the case for and implementmg the idea of educational opportunity
beyond hlgh school for all‘ the sense of mission was expressed and felt

writers who were the leaders of the movement. In fact; so much was
this so that observers sometimes characterized the. actions of ¢ commumty
college leadership as possessing niore missionary zeal than educatlonal
_substance and Justlﬁcatlon .o - . -

Still, changes in the American educational scene have ocrurged

in large measure as a result of this sense of purpose among community

colleges from the early 1900s through the present. Opportunity for alf

beyond the high school level is now, indeed, the rule throughout the

land: Other institutions have joined in rnakmg the dream come true
and extgnding it to even higher: levels but the community colleges
showed the way. -

Currently, a different concept shows promise of becomlng the
guiding purpose of commiunity COllegeS an_d of other educational insti-
tutions that are deeply rooted in the localities that these institutions
exist to serve. This concept is the idea that educauon can sérve not .only
the interpsgs of individual learners and of the broader, colective society
but also%e specialized interests of 0|ganlzed community groups that
exist between those extremes. In e every American commu nity in which

organizations, each with a set of wishes and characteristics different

_a cormmunity college is based, thetfe typically exists a multiplicity of

from the others that exist close by and with which each must coexist:

These drganlzatlons are the focus of the new sense of mission;

~

el

N
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_ How community colleges can Turther shape this new concept,of
theip educational purpose is the main theme of this vdlume. This book
is adinittedly incomplete inits tréatment of thé subjeet; but the depth of

- insight stiowil by the authors of the eight chapters that follow and the

case they mgke for carrying an examination-of the theme much beyond

. this vohumie sliout for publication and further notice: o
Several of the cight chapte s Were originally prepared for presen-

tation at a corlerence at thiiéylvai’ii}i St’z@ie University for persons

tcresied and engaged in community-Based postsecondary crucation.

Other chapters werd developed with this volume in mind. The struc-

ture of the volume follows the plan of the conference and begins with -

Eskow's statcinent that herétofore uscful methiods of building curricula

and deterinining approaches to instruction are now. otutdated. No

-~

re

longer is it sufficient to corcentrate only on the needs of individual stu-
dents, on the one hand; and on those of the larger socigty; on thic othier.

Neuded, he sugioests, is a new approgch that recognizes the community

ds a ceiier for the existence and operation of a host of intermediate ¢

groups — ethnic, social, cultural, political; ahd many others oriented
dittercfly in their purposes and their views: These; he says; can_and

must become a new clientdle for community-based postsecondary du-

cation. for théir organized needs and interesys — while they are not indi-
vidual, global, or even regional or national in their reach—have legiti-
mate educational demands to be et by those who claim to want to
provide educational services toall. . 4
" In subsequent chapters, each of the authors builds on the notion
of thic conmunity as a center of organized special interests. Willett pro-
vides a methodology for initiating collaborative processes with organized
special-initerest groups in the community. Hyland probes imiore speci-

-

fically into the existence and character of spegial-interest groups as con- -

surmicrs of postsecondary and adult education. Borgen and Shade dis-

ciiss econoniic development as a means of serving the needs of special-;

intercst groups, and a case study is presented suggesting that the eco-
nomic development process has particular implications for the ¢xpan-
sion and vitalization of cooperative education programs. -

I'n Chajtcr Five, Goldberg discusses the need for remembering
that communities have both official and-unofficial groups within them
that stem from state and federal interests. Then Mbure presents a
design for using larger normative surveys for gutting initial insights into

both the presence of local community groiips and their major interests:

- The final two chapters provide (1) the obseivations of the editors as to

_the pitfalls as well as the promises associdied with coBperative =dutation

and (2) a summiary of the literature currently avaZuble on this topic.

o

¢
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cnhstmg lcarnmg m the-s serwcc of the loca commumty, its harnessing

. S VU Marioram, \\ I— Pnlaml(hh) I)mgmn{l‘mgmnujm (‘ammumq (:roupl ’ X 5

Changes tn society call for an entirely new orgamizing
principle in education. that would tie the community goflege .-
to assoctations of adult men and women. , /'/

L

The New Lammumty CoZZege e
and the Staich for Commumity - -

uejmour Eskow .

~

A young coupk wanting a good hfc for themselves and their children
choose a comitunity and a neighborhood and build a house: As the

‘ )mrs go on, the neighborhood changes, the children no longer go to theé .
‘ nuqhborhood sthool, the children'leave homé, the husband changes

jobs; the wife begins to work, both begin to think of retirement. Now

they talk often of the neighborhood, of whether they should remain’

there or leave the house, with all the pull of its history, a house that has
-done its. work well. The house; they decide rgeets some of their fieeds,

particularly those of maintaining links with th€ past, providing the psy-

chic support that comes from roots and memory —but it rio longer
oﬂers the shelter and the way' of life suited to their livés now.
My parable; of course; is meant to suggest that we look at t

colleges.we have built over thc years, at those who now come to them,"

and at the nughborhoods we now have to see if they work toegéther as

g!

well as they shotld. It may be gxatwe still find that thosecolleges; which
we have bullt so Jovinglyand which have servedso many so well for so -

T
many years, no longer fit the alte 'cdcondxtxons of Commumty life:
"The gemus of the comm ity COJCC is its commltmem to

7

. 3

\le)ﬂ‘rl nony for-Commnnny C nlltq- ¥, no, 45.:8an Francisca: Jossey-Bass, March 1984,

. . H -
~i 9 N -
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of knowledge to the cultivation of a pmtlcul.lr landscape; culture; and
people. Since-all of our communities are part of a modern socicty under

tnceasing pressure frony the forces of science and technology; the land-
scape, eulture, and pedple change almost as we pour the foo,tmgs for

the new buildings on canipus. Yet, in spite of these changes; the forms’
of the collége and the commiunity can go on serving each other, erhaps
even lm a l()m,r tlmc At somc pomt h()wcver too much hlstory and too

that néw lhv tinic has come whcn we must think of scnously remodd-
ing the commnmunity (nllc,;c of today—n()t with new cosmetic }ﬁamg,,or

trendy furniture; or additional rooms; but with fundamentaf redesign

and x(‘l)[njdniQ; we havelto mvcnt the dew Lommumty college.

Return for a moment to the. family home of our parable. Even

AN wimteur .mthmpolngnst studying the size and arrangement of the

house, examining its lot and ncxghborhood, and reviewing the history
.of deniogriaphic antl physi
‘qinte accurate deductions about the motives of the owners and the
. niieanitig of the hotse to those who lived in 1ta-[c or’she might conclude

| changes in the neighborhood might make

without interviewing anyone that thc house was built to hous~ = large

“family rather than two people and: that an elderly couple on a fixed

income might.find the maintenance and supp()rt of such a house bur-

densome, A
What might this 1nthropologlst ~1Ldrn about our collcqex by

gs "md budgets; reading our ntalogucq, and look-

-

xm(l\mq our buildi

After lo()l\mq »t the size and locatlon of our landholdmg’s the
nuniber and design of'the buildings we place on the land; the size; use,

‘and organization of the teaching force; the organization of curruula

and the stylvs of pulaqoqy, and the natyreof the auxiliary and support-
ing services, the anthropologist might LoncleE*bha\hcxc institutions.
were de slqnul to be schools for adolescents — colleges m

led, con-
or 1o, on th()sc qrcal excmplars‘ thc llbcrdl arts C()“

SC |()u\L\'

: )md to p.nr.nllcl the university, and in dcpdrtmcnml muuuxc
anid stvle of work, they have shaped themselves in that image. T hv con-
stituents of (()mmumty Collcgcs one would COHC]UdL were inten dL(l to

mq vnnronmcnt was (lcxlqnul to lS()ldlL‘ or shicld theni from thc worka-
day rhythms and concerns of the community life. Singe adolescents are

not yet workers; not yct parcnts not yct citizens; the courses and cur-,

u(ul.n were designed to equip them to play th. se roles after they left.

Wiite, all of thv pul)llmlmm of the collcqc spoko of lifeJong learning,
&-

_{.3 _

o

L2



- iniost of the forial | programs n;tlhc (()l]cqc' were quunLd by law to end
2 at the second vear; so that lifelong students in search of the bachelor’s
degrer v.cre dften forced té leave the community to achieve one —of to
forgo that pos .lbl]ny if leaving was not prdctlca]
T'he key point here is that the orgénizing principle of today’s
(()llllnllllll\ u)lh qe i is thm itis 1 pidce (l(‘sancd to hOmc teach; (()uhsei

o (l.lssm()ms or l)v our dlvm()ns .md programs of adult education,

cotitinuing educatioi, c'o"rﬁhiij'n'ity service, outreach, and the like, all of
which are additions and extensions of the Lollcgc that do not change at
all the jg-.ig'cmi;i] shape zjijd dlrt'ciidh of the ihititiirio"n'

ph \surul l)\ lm(lmon or rhctorlc or Eitérnd] aqenues to erLat the *

i new u)]l( ge i()r all the community,; a college of lifelong ]earnmg"’
Would we use the -same’ p]anmng methodologies that we used.

()ngm.ill\ ? If we did; would we reinvent today’s college with small vari-
.m()ns’ Il for example, we studied the migration of high school grad'-

dasses, if we administered preference surveys in the high
sc hools if we analyzed the Job muarker-and asked employers to predict
their ]()b opportunitics in the years ah@%d, what new results might comie
out bt such studies? Perhaps the emp]oycr‘; wotild be more interested in
word processing than-in secretarial scnencc*pcrhaps not. The odds are
great that we would be thinking about data processing and computers,
Luqc .md small, I)ut it is probab]c that the college of toddy, wnth minor

looked at our communities in triditional ways th.nt may no lonqc
suffice: If we continue to look in those ways; we will reinvent the same
- types of colleges; which is not our goal. |

. Kenneth Burke has reminded us that the ways in which we have
seeh our © ()mmumtlcs have also been ways of not sccmq our commum-
ties. If we want to (hanqc our hc](l ot vision in nr(lcr to sce new possn-

bilities, we hive

to iis by the lenises s of the past. Younq pc()p]c and their smrnh ior iden-
tity, competence, and career will continue to cngagcrmuch ofour atten-
iiiiii' we now have to see with equal clarity all of the other publics of
,,,,,,,,,,,,,,,,,,,,, R

\. |

wliit we sec,

v

feral

O

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

_ - . . #

v . ;
. 8 . 4 \
. ;

8

v

s
. i/p? sociology is new only in that we of the. colleges have not
custonarily applied it to our studies of our communitics. The perspec-

tive_and the mcthodoiogy themselves are-quite old; ‘they go back to ‘

1835, when a thirty-year-old French aristocrat, Alcxns de Tocquewlle
publlshul the first volume of his great ﬂemormcy in America. .

De Tocqueville (1959 [1840]; p: 117) found one of the. Réys to
Aitierican deniocracy, and community strength in what he called associ-
ation: “Feelings and opinions are recruited, the heart is enlarged, and

the human niind is developed oiily by the reciprocal-influerice of men
upon cach other. I have shown that these influences are almost entirely
null in democratic countries; they must therefore be artificially created,

and this can only be accomplished by association.” In America, accord-
lnq to (lc Toc qucx ille (1959 [1840] P 114), associations have become

Americans of all ages, all conditions, and all dispositions

constantly form associations. They have not only commercial

and manufacturing companies in which they all take part; but

associations of a thousand other kinds—religipus, moral; seri-

ous, futile, gcncral or restricted, enormous or’ diminutive. The

Anicrican makes associations to give elitertainments, to found

seminaries; to build inns, to construct churches; tc diffuse
books, to send missionaires to antipodes: They found in this
manner hospitals, prisons, and schools. If it be proposed to

z lnculmtc some truth; or to foster some feellng by Ihe encouragc-.

* France; or a man of rank in England in the United States you:
will be sure to find an association. . .

This view of the nature of American society, in other hands and’

eyes, became the stuff of satire; dcscrlblng Amecricans as minrdless

joiners, organization men, Babbitts: But to de Tocqueville; individual-

isin, which dissolved the social nexus and taught people to value pri-

vate pursuits over the common gocd, was the greater threat: “If men

arc to rcmam cwnlmcd or to chomc 50, hc wrote, 7the art of assocnat-

cqualnty of condmons is mcrcascd (p 118). Political assocmtlons he:
said; arc the “large free schools, where all the members of the commu-
nity go (0 learn the genceral lh(.Ol‘)’ of 'msouauon (p 125).

.

-
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When we look at our communities through the lens of de

cquevxllcs theory of dssouatlons‘ we no longer see disconnected

'\T‘ﬁrn'an atoms to be polled, assessed, brought to campus for instruction,
and discharged as educated.. We see rather a rich, dense fabric of group
life, mitich of it rooted’ in place and culture, all of it representmg the
concerns and (he conimnment of those who cofrie together If assocna-‘

’ where we go o Jearn the arts of conversatlon, thie prlnclples Qfsharlng,
and the strategies of démocracy; the tjii'EEtitjn now arises: What is the
obligation of the community college to these groups? '

Suppose we inventory and classify the associations of our com-

munity. We find groups that are functions of place-—-nelghborhoods ‘

with structures and styles that are distinct; often representing a unique

heritage or subculture: We find ethnic and religious groups — Protestants,

Catholies, chs the Ancient Order of Hlbermans, the Sons of ftaly,
the Jewish Community Center. Some groups are age- related— Golden
Age clubs, youth centers. Others are economic or political, and there is a
rather long lxst 0( publxc zmd prlvate assoclatlons concerned w1th culture—

educational settlement houses—-colleges that would be of for; and by
the people of the neighborhood; reflecting in their curricula and ser--
vices the neighborhood’s issues and needs, so that the character and
quality of each neighborhood’s unit would be those of the nelghborhood

itself. The neighbors would, of course; be free.to go to the. main.campus——
for its llbrarlcs and rich academic bill of fare, but the neighbdérhood col-

lege woiild be there to offer something other t-han-ETlghs‘h—KH—pel:baps

Engllsh as a Sccond Language or courses in applled socnology that -

If our cominunities include what Michael Novak (1972) has called
unmcltdblc ethnlcs, Amcrlcans who refuse to throw thelr ancestral

(lOﬂS

we) organlze new lower-division llberal arts curucula in Irish studles

[talian studies; Puerto Rican; studles-—currlcula in_other words; that”

¢ncourage students to learn the hlstory, culture and language of their

own (or somtone else’s) ethnic or réligious heritage; and that include a’
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semester or a sammer i brekand; Italy; or Puerto Rico as a part of the

progr am" .
Sinilarly, sbould we have programx in Christian studies so that
old and vouiig can (.\pl()rc together their religion; its history, literature,

numls,un(l xouol()gv, it u)ll(.gc an”d in tlic (ommunlty as WCll as at

thiit we TSt l'«_cp otit of the LurnLulum the great searchers for human

meaning that are found in vur wlnqxous an(l our racial and ethnic sub-
cultures on the grounds that sich curricula would lead to division and

,tlw loss of a common acadcmlc culture"’ Il we are not’ to €ngage our citi-

are r(_quxrt_d to avoxd ihese assouauons that engage the afl‘ecuons and
energies of many of these citizens,
fhcrc ‘may scem to be llttle pomt in lmgcnng over 'hc rolc of the

to business an(l mdustry, to JObS and careers since our mceptlon As
we look closely “at our ideology of career, however; and the curricula it

has created, questions come quickly: Our theory commits us to prepas-

‘ing technicians, semiprofessionals, and paraprofessxonals—what used to

< be called “middle-level manpower,” since movmg technicians further

up the cducauonal lac'der is the role ofthe semor college and prepanng

schools Héw usclul are these restraints and limits today" What, if any-
thing;, can we do about preparing people to create work rather than fill

jobs? In many df our communities; there is simultaneously a shortage

ol ]obs m cx1§(mg busmcsscs and mdustnes and much worl'< to be done-

Can the community college develop entrepreneurs and help them

" launch small businesses? And can the community learn to, work with

the small busincsses that now exist so that they might be hclped to sur-"

vive and grow, creating more jobs in the process?

- Our chambcrs of commerce; our trade assocxat:ons* and our

and proper to g:ve them? Whatqssets do we have that mxght attract
ncw businesses and new jobs to our communlty? How do we present
ourselves effectively to businesses around the country and the world so
that they mxght consider coming here?,

What is the community college’s role in the raxsmg and ihe

.

- e
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Ans\u r mq ni sue li qm stl()ns" Cdn thc commumty t.O“Lgc use its talent~x

dn(l pl(nn()lwndl stlVltl(.bp \\ ,

If, ds de Tocqueville suggcstcd polmcs is the free_ school of
democracy, iiight the community college become the large free school
of polmeS" Can we allow and encourage our students and their teachers
to engage in partisan politics without the institution itsell being scen as
partisan? Should there be action-oriented curricula in pubiic service
that offer students i 1ernships in practical politics at the local state; or.

national levels? Our nurses learn to nurse by taking their theory to the -

hospital; why shouldn tlstudents of sociology and political science test
their lcanunq in the atrcets in cnty hall in the state Capltol?’

is our u)mmumty hospltal§ Strve our nursmg studenta, in a mlauon-

shlp that would permit us to help them in exchange for their services to.

us? And if we have theaters and gallerics of our own; should we not
ziSéig}ii zi ig"(i'o"(l bbi’tibﬁ 6f'théii' ijS'é to thé 'éi'iiété ih 6iji' communities and

c\fnbmon '1ncl pcrtoxmancc whl]e they enrich the cllmatc of our cam-

pusos"

I we are to become new community colleges we have to see our

commiunities invnew ways; and one such way is as an orchestra of asso-
ciations: \Nc hdw to meet these groups on thclr turf as well as ours; to

\(‘l\lt(."

ciated life of our communities are possible: The first is the fanfilar aca-
deitiic response of carricalum: We create programs in Irish studies, or
Christian studics, or performing arts. The second practlce is cosfionsor-
ship: The college and the association design. and mount programs
togcthcr in ways that allow_both to be visible and to share credit.
Anothcr cmcn{mgr pracnce of great promlsc is_ called broﬂerzng The col-

"

At least three educational stratcgles for connectmg with the asso- |
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conimunity classroorgs; and it links; or brokers; people wanting to
learn to the appropriate commiunity setting. At ghe same time; the col-_
lege provides for these groups courses; conferences, workshops; and”
institutes, cither on campus or ir the community.

.

.

7 If the anthropologist we invoked earlier returncd to study our
admissions offices and practices; our student personnel services and
vounseling styles, . our "student unions and student activities;, our

teacher-student relations; and our grading practices, he or she might

conclude that these all rest upon a “psychology of the adolescer..”
 The new psychology that will help us to see the changing life
ficeds of the adults in our community is penetrating the litgrature,
sippearing on our lecture platforms, and making its way_into our col-
leges. Perhaps the seminal figure in the movement is Erik Erikson,
whose work on idéntity and the stages and crises of life has been moved

into popular consciousness by Gail Sheehy’s Passages (1976). -
Erikson (1975) distinguishes &ight stages of life. K. Patricia
Cross (1981); synthesizing the work of such investigators as Sheehy,

_Chickering; Havighurst, and Levinson, uses seven: Table 1 shows the
seven stages as described by Cross. H. o -

For each age-related stage or phase of life,. there are “marker

events” that symbolize, embody, and realize the*“psychic tasks” that

‘must be undertaken and accomplished so thaTthe person can move on

to the next phase of the journey. Also; for each phase there is a “charac- -
teristic stance” — that is, the perspective or the pervasive mood that ani-
mates the person:

As we look at the marker events and psychic tasks in the fifst

phase, ages eighteen to twenty-two, and, the Ig§T"Phase, age sixty-five
and beyond, it becomes clear that the colleges &t much to help the first

‘group with its psychic tasks and rites-of passage and little or nothing to

physical decline, financial pressures, loneliness; and death. ]
" The naries and functions of key agencies in our cdlleges reveal

help the sixty-five-year-old in the community prepare for retirement,
 help the sixty-five-year-ol y Prep er

‘our historic commitmient to adolescents. We have an admissions office;

anid our officers talk and think a great deal about high school counselors

~and high school seniors. In the folders of applicants are secondary-

school transcripts, intelligenice quotient (IQ) and other test scores; ‘and*
data that have very little to do with changingone’s work at fifty-five; with

retiremant at sixty-five, or with divorce or unemployment at any age.

¢

-
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Phase and Age

]H}i}k& Eve.ts

PJ)’L‘/I i Tasks

= Characteristic Stanze

Léaving Hotrie
18-22

L.l

PN

-
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Moving into

Adult World

23-28

Search for Stability

- 29-3¢

Becoming One’s
Owi Person

37-42

o

Leave home
Establish new hvmg
arrangerents

' Entcr co]lego.

-

Sclect mate
Marry
- Establish home C

" Becomie p. :
Get hlred/ﬁrcd/qmt Job

Enter into commumty aC[IVItICS .

Establish chl]dren in school
Prouress in career oi consider

Pos&nble Separation, divorce,
_ remarriage
. Possible return 1o school

Respons:blhty for three-
generatlon family — that is,

for growing chllaren and
aging parents
For women: 'empty nest; enter
career and,education
. : .

i

. Es;glg]ﬁ@hfauﬁtronomy and
__ independence from family
Define identity’

Define sex role

Establish new pecr alllances
< .

Develop capacity for mtilmacy

Fashion initial life structure
Biiild the dream
Find a mentor

. Reappraise relatlonshlps :
~Reexamine life structurc and

"Scarch for stablhty, sccurity;

- cnntfoT '
. oo

,Accep. growing chlldren.

Face_reality

v

Regard self as. adult . T L

-

h

Corifront mortahty, sens,e of I

.. aging :

Prine dependent ties to boss, *

__ spouse; mentor

Reassess marriagy

Reassess personal priorities
‘and values

A balance Between “being in” -
and “moving out” of the

“Domg what one shogld"

Living and building for the
futare ~

. .unched a as an adu]t -

“Wi’laf is ﬂus life all sbout now
that I am doing ‘what I am

~ osed- toX7_.
cﬁ%n for o%and stability

_ and with “making it”
Desire to set long-range goals
* and meet them

Suspended animation

More nurturing stanice for men;
more\:ssemve starce for
wome

- “Have I"done the right thing?

26 .'?."- o ~-.

Is there time to change?”

[P

&
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. Table 1. dross s Seven StaM Gaﬁi’d ;
Phase and Agé Mviker E’v@ﬁ%uf  Pychi Tasks Characterisiic Stance -

‘ Settling I5iii§'\r§ - ' Cap career " Increase ﬁ.clmq\s of st.lf- “lt is peljhzggs late, but there

[ ~ 4555 ¢ Become mentor - awireness"and compe are things I would like to do
e ,‘\ Launch ¢ ,|ldrt.n become __-in the last half of my ‘ife”

. o R B grandparcn(s , 'Best umc of lite

. R L New jrucreses and hobblcs
; i _ \ * Physical limitations;’ mcnop. use

" Active parncipmion in
. community ¢vents

.

‘The Mellowing Possible loss of mate Mcllowmg of ft.::lmgs ‘md

4 57-64 v Health problems © relationships -
b Prcparallon for rcui[iﬁbhi ) _'Spouse increasingly |iﬁi§6}i5}ii
‘\ . N ' . proccss Greater comfort with self -
+ Life Revieyge ' \Ricrqricmmg . ; Search for integrity versus Review of accomplishments
65 + \‘ e Ehys lde‘ciiric 'l despair ’ Eagerness .to share everyday
. Acceptance of sclf  human joys znd sorrows
- New living arrangcmt.nts Disengagement - Family. is important
Death of f‘ncn(ts/spouse ~ Rehearsal for death of spouse Death is a new presence Coe

MaJor shift in daily routmc | - L :
1 -

Sources: Chickering and»Havnghurst 1981, Goiild, 1972 Lekiian and Lester; 1978; Levinson and olhcrs. 1974; McCoy, Ryan and Llclenbcrg, 1978
Neugarten; 1968; Shechy, 1976; We.xlht.rsby. 1978.

Soiirce:  Cross; 1981, pp. 174-175. : ; . ot '
N 1 ' - ) . L 4 . : 7 .
i T — . N
P . " . D . N h
> A . (_’ o .
~ X ) - <1 . N : .
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Sour \mglcm
tmnscuul(-ncc And often; as wc find the group that is mqanucd“

: .~ 15

1 h us with the slulis and m\lqhts wz; need to cope thh lxlcs

‘demiands; and the dommunity. college nright become in cach comnmnﬂy
the ageney, that can’ work in this way with all adults: -

Oné appe 1llngr notion is to replace the \dri’nsslom off:
“lite skills center.” The life skills center would be staﬁcd bysdult coun-

st llnq \p(( ldll\l\ ()l two J\mds Somc would bc c*&pcrt m Lounscllng wnh :

\\(nl\ \\llh thoseciises thdl C dn.dﬂhct us at any age, \U(h dsjoblc.ssncsx
r bereiteiiieiit, or divorce.
Our soc mloqy of associations dnd our psycholog‘ofthc life cyclc

coimne t(n;( th( T, l 0 dc.ll w nh our crises, ‘many ol us nccd thC‘thp ()l our

li ll'(m-‘

our searc h( lor mcanlnglul work, for cxprcsslon or

around a life need, we find 'Ils() a small (mnmumty, a comnmnlty that
hclps us overcome the l(‘clmqs of isolation; Joneliness; and dcspdlr that
afllict s myny of us in modern Anierica

, The t}ii-iinh'c new t'iiihihlihity college will take after it lcarns lhc
sociology of its conimunity, incorporates -the groups it finds, and
designs new instruments serving men and women of all ages is open ‘to
speculation. : i

- l h( pu s('nt l)ull(lmqs lcmovcd as thcy mdy bc lr()m thc vortc

d(lults wl.o can ()nly be; or want to bc part time students, whose negds
for assoc mtmy arc nuet clsewhere; and wiro want only competence in a

\l\l”. a motive to read and reflect, or a celtlﬁéate or degrec:

>l

¢
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¢ But-there are as inany or fiore adults who would welcome the
opportunity to become part of an intellectual community on campus,

and thie present mode of organizing the mass community college simply
does not offer such a community to students in ‘the arts and sciences.

(There & often’ genuine community in- the nursing and technology

‘departiients; ‘on the ‘other -hand; where masters, and apprentices,;

* united in their quest for skill and service, become an association rather

® than. simply an audience for their teachers.) The community cullege -

niovenient, then, must revive and take seriously the ideg'of the cluster
college, the niotion that the mass institution can bg scaled to thésize and
needs of humizn beings by dividing it into small learning companies or
colleges. Under this plan, colleges would be created around a learning
style, a sct of themes, a vocation, or a cause; and the teachers and
students would select themselves into the colleges that iriterest them.

In ¢very community there are men and women, young and old,
who define themselves as writers ~as poets, dramatists, ridﬁigiéié; jour-
nulists: ©ur theory and practice of curficulum allows our narsing ’
students to join a community of nurses immedigsely, while our poets
are counscled to take two years of genieral- and -liberal education—
perliaps. with a coarse or two in poetry —and to“major” in poetry in:the
senior college: Such an education thwarts the deepest needs of these
students and pushes their scarch for identity and for mastery of their
craft to tlie outskirts of their lives—or at least to their after-college
hours. If we were to bring together our writer-teachers and our writer-
students in a curriculum that makesg writing the organizing center and
nizjor field of study, we should have more and better pocts in our col-
léges and our land and more joy in learning. , . o

" Other possibilities crowd in: Why could there not be a small St.
John's Community College onwampus, for those who want a rigorous,
prescribed; Socratic curricilum grounded on the great books? Or a

Northeastern Commiunity College for thosc who want to marry theory
and practice; to work and study, to serve and learn? Or an Interna-
tional.Community College, for those interested in culture; language;’

and overseas work and study? The promise of cluster colleges is +hat
. y P clus ges 15 .hd

thiey would bring de Tocqueville to the campus: The community col-
lege could become a college of colleges, of associations of men and . -
woren in scarch of learning who also find communion and community:
The Commupity College and Distance Learning .

The term pedagagy refers o the instriiction of children, as pedia-
trics refers to their doctoring. It has been suggested that we use the new

-
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meu;c andragegy to refer to the institution of adults Perhans we are

. 'un(omformble w:th thu, word but ‘it makes the pomt We must not

axsume (hat ways ol teachmg [h(, young are ncuessar-lly apt. fox teachmg

the dLleopment ol thé new andragogy

7 g N
- §ince the life néeds of adults include obhganons other than for- '

mal study and require théir | presence regularl) at.places far from cam-

pus; the new andragogy will have to liberate learning. from the tyran-

ies of time. and place: Thg campus-bound, schedule-dominated,

tzacher-centered pedagogies of today will have to make way for other

ways of learning that.can happen in other placgs, at other times, and
with no teachers or with those who are not prlmarlly teachers but— are
wnllmq to shalq what they know. . '

Recent efforts to revive and update the old Brmsh tradition of the

(_‘\l(_l'ndl degrrec the resulted&m credlt by exammahon and degree by-_

for children whlle rcadmg, wrmng, and | preparmg to demonstrate

competence. The Council ¢n Accreditation of Experiential Learning
(CAEL) has uu“loped a set of tough- mmded ,Jracncal strategies’for

pl‘d(_[l(_(_‘ is available to any comrriumty college that chooses o use it:

The British Open University has sparked the deyelopment of as

worldwide theory and%éétlcé of “distance learning.” Distance learning

uses carcfully designed ‘home study materials, augriented by well-

produced radio and television programs; it uses the computer as well as

. tutors lor thc markmg of papers and éxammanons sul)mnted by

human tu’t'o’rin"g) and yéarly semninars to brmg students together with
teaciiers. Many adults cannot leave home easnly — jnothers with in-

fanis, for exaffiple, or the ill—and others are in hospitals or prisons. -

Uiiless we design programs thai can be sent to the home or instituiien,
we deny such adults the instrdction and the competence they want and™
need. Furthermere, the newer technolegies of cable television and the
iﬁitrotorﬁijijtéi' suggest that we can use the home or institution as learn-
ing ccnicrs; with access through these and other technologies tolive
teacers and cnunselors ) K g

study circle movement as they look for styles of learning that adults find

congenial. We hear that in Norway five hundred thousand people of a

population of four millior: are enrolled in study cnrf'les A stady circle is

.- 24
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a small group of adulis — ineinbers.of asocial circle; a church; a union, -
- or a work group —who choose to mget together regularly to study; to
read And to discuss. The regional study circle authority, in the Norwe-

gian scheme, undtrwrites most of the cost of reading materials and of a
letider; who is often not a rrained teacher. The group meets regularly at
thie homies of members or at a convenient meeting place to talk, study, - = ™
anidd, importantly: to sdcialize: Study becomes part of an adult sharing’ -
of goud talk and, good times; organically connected to other needs of

those who want to be with each other.

~ While Scandinavia is receiving much attention now, for its public
support of the study circle idea, it should be noted that study circiés” -

have a loiig 2iidunbroken history in the United States. The Chautau-

qua 1ovement, under the leadership of William Rainey Harper; $
created a national network of literary circles toward the end of the last
century; and a number of these are still in existence; th= Great Books
Poundation has study circies in hundreds of communities in the coun-
t+47« riumber. of churches and synagogues have elabor te maghinery i ;
io¥(h> creation of materials to support study circle networks; and such
“ groups as the League of Women Voters are sophisticated users of the
‘studiy circle for their purposes. Many adults like to study this way. Can.
* the commititiity college become the center of.the study circle movemnent
in edch community, providing training,for leaders; helping to find and
develop materials, attaching the study circle idea to existing_groups,
and creating new study circles when there is an evident need?
Perhaps the most imaginative device of the new andragogy is not .

the camera or the computer but the “learning contract;” which borrows

/

the ancient notior of the don or preceptor, renames him or her “men-
. t#-.” and uses a written bilateral agreement between mentor and stu-
dent to record the goals, learning experiences, and methods of evalu-
ating a program of study designed by the mentor and student: The con-
 tract telisthe student what he or shie agrees to.accomplish; what to read |
ard write; where to work (if work is part of the agreement), and what - .
evidence of learning—in the form of papers, records, pictures, arti- - {
facts, oi studies—he or she is to transmit to the mentor for judgment Y
and credit: Armed with such a contract, some books and papers, and
perhiaps some letters of introduction; the student can study at hoiiie, in
a neighboring state, or make India or England the classroomi. The idea
of the contract acknowledges that adults can learn while not under the
direct tutelage of the teacher, that the teacher can be a shaping influ- :
¢nce even if he or she is not regularly before the student; and that the
adult can leari from the places; the things; the agencies; and the cul-
tures of the world. <

O
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i ‘wn (()lh ges 'l)( licved thata map or two some books in lhc -

libsrie s o pﬂhaps a chemistry laboratory wmc essential to hlthr .
lminmq one ld mmqm(- .isﬁcmblmg undcr ()n( rcmt (m a scrlcs (11

- commumty, mmg thc éqiupmcnt and the environments of.the commun- -

ity 1tscll as their laboratories and the plactmonérs in thoseenvironments

as their weachers: Wity simulate the hosf)liél on campus for our nursing
¢ students when. there are ‘real hospitals in the community? And why ot
_use for other students real banks, real offices; or real computer centérs?
Inucasmgl» then, the comniunity itself is bccommg the teacher.
- N .
C'o'ii'clusxon ' . > : ‘ , .;

- o

the need to include in the agenda of e lty collegc ways in

which adultscan become opcn to the new global order that.is emergmg ;

4L d W}iy's in. whxch to prepare them for work and citiaenship in that
77777777 e

‘ ‘""’T‘hcre are those who think that an education that celebrates

Ltiihhitihity-thc small, the local, the nelghborly will breed provin-

Lmls and pmochlah rather th”” the world cmzens we now need and

- Dcwcy wrotc we cannot lovc the nelghbor we have not seen lf we do
not love the neighbor we scc every day; that compassion, like charlty,
begins at home and then overflows the borders of hoine.to embrace the
slmnigi:{s outside our door. Thc new commumty colkge will find ltself

i
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When collaborative efforts take a positive orientation toward
the future, from their inception; they have greater chances
of success. :

/

Initiating the College-Cammumty
: Coﬁabomtzve Process

Lynn H. Willett

The futurlst Robert Theobald (1983) has observed that many profes-

tures within the community: Yet, while they lack the necessary skills;
most college professmnals realize that cooperative ventiires with other
_ local community agencies are a worthy goal. There seeis to be a reluc-
, 2 tance to develop skills and competencies to initiate successful college-
). community linkages. This reluctance stems not from a negative philo-
: sophical position but from the person’s inner psychological nieeds for
lndependence control recogmtlon and expedlence Here are some of"‘

ballze their experiences and concerns regardmg cooperatlve agreements:
o “1 usually get the short end of the stick.”

“I wasn't involved at the design stage of the cooperative process

“My time in-the e‘teeutlon phase was never utilized effectively.”

“Most of the coordinating rneetmgs were long and boring.”
“There seemed to be ””d”'lymg premeeting agreements
among the key collaborators.”

“The whole prOJCCt seerried to be a total waste of time and

ene rgy
\
5 \ \,1 artorapa, \\ j;, P:land(F.ds 1 Deupung hogam:_[ar Cmmuﬁ Gmugx : —a
New Diréctions for anmumlv Golleges, po. 45. San Francisco: Jossey  ass, Marrh 1984. 21
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“Credit for the praject’s suceess was not given to éveryoiie.”
"No onc cver laid out beforchand all of the steps we were
qnmq to go through to achieve our goal.” - '
s e “ltseemied like WC were in a dark tunnel.”

These are l\’pl(dl inner voices of resistance; their sentinents are
shired by both the initial collaborators and others invited to join in
Liter. These resistance points can be overcome if a fatare-based linkage
Provess is nnplcmcnud early i the collaboration: This process should

be implemented prior tosthe traditional planning scqucnw of setting

-goals, evaluating strategy, and planning action.

The future-based stragegy. (Lindaman and Lippitt, 1479) pro-

vides a similar starting point_for all pamupants and utilizes the
person’s internal feelings of resistance as part of the initial data base.
l ‘he futur lnq pm(css helps to swmg lhc druupants focus fyom the past

fact; is to get thE® collaborators to agree on a concrete lmagc of the

future cooperative venture. Once this has been dccompllshcd the tradi-
tional planning process can begin. Figure 1 depicts the major activities

in the tutuiing-planmng process z 'Ind also displays a ple diagram of the

Oncc the collaborators have agreed to use the future based stra-
tegy, its participatory design_process, built on sound social psychologi-
cal principles {(Rothman, 1974; Rothman and others, 1976) and good
mcelmgr proccsscs (Schmdler-Ramman and Llppllt 1975) wnll result

The model for dcveloplng collaboratlon advocated: in this chrap- -
ter has been drawn largely from the whitings and seminars of Dr. Ron
Lippitt, professor emeritus at the University of Michigan. Llppltt§

strategy has been distilled into a six-step model; which; if followed, will
result in successful and productive linkages between community col-

leges and local community interest groups. The six steps in this process
are: (1) recruiting the right people, (2) creating a common data base;

(3) imaging a cooperauve veriture; (4) pnormzmg, (5) integrating; and

(6) planning action. It is also possible to modify steps four; five; and six

to take into account goal ‘definition and the importance of goal hiatus —

that is, the gap between the aspirations and the achievement levels of
current i'n'Stitijti'o"n'EiI goals (Mar oraia and Kuhns 1975):

Recruiting the Right People -
: The first phase in the p"r'o"cé’s’s ceriters on finding the right people:

B

29 .



or clcct pcop1e to committees, which creates the wrong state of mind for
the committee member. The most importart nmotivator in a coopera-
tive venture is_the individual’s personal commitment. This personal
commitment will result in the release of extraordinary creatlve energies R
throughout the entire process. _ T

A successful strategy for ﬁndmg the rlght people is to askm-‘\\
_ety of informed members of the collaborative § groups to name individ-

uals in their organization or commumty group who play key or influ-

—_—

ential roles: Very quickly; the initiator or facilitator of the cooperatlve ’

process will find that certain individuals are mentioned or identified

. - - .

multiple times: Once this nominating mformatlon has been collected
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Creating a Common Data Base

| .
. . P . . . . 1y

ad ptesent( d to (hc pol(-ntlal pdrnupant he or she is inclined to say

yes and also to feel posmvc abouf’ participation.
The key steps in this phase of the process include the following:
1. Determine the general topic for collaboration: -
2. Guther a small group to help in eliciting ﬁoﬁilﬁz}ﬁons for the
 collaborative process.
3. Ask various people who they thmk would be interested in

workmg on thc prO_]LCt

4.
Sj Initiate a gehcial invitation for mterested volurteers.
6. Call a short meeting of those committed.
7. Discuss the general design and lLSpOl]SlblhtleS for the pro-
cess -
8 Desngnate ‘one location and one time for a collaborative
! foruni. - . .

/

Orice the first step is accompllshed the focus of energy is on

developmg and executmg’a one- shot meetmg where all partncnpants are

ences. The first actnvnty in the one-shot meetmg is to develop a commmon

‘data base. .

There are a number ofeﬂ’éctnve strategles for creatmg a common

and effective strategles is to ut

tially; participants in the proc

successful and unsuaccessful cooperative ventures in the past in which

* they have been involved: These views should be posted on newsprint.

Once this retrospective brainstorming has occurred; the next

step in developmg a common data base is to ask these\partlmpants to

identify the key events, trends, and developments (ETDs) that are cuar-

rently occurring wnthm their organization or their community group.

As part of this process, participants should discuss the significant

trends occurring in society as a whole. Then, by brainstorming about-

these data; the group can arrive at coherenit statements that express the
key events trends; and developments in the 'Spec:al interest. orgamza—
should be posted on newsprmt and all partmlpants should read and
discuss the data.

. The key steps in this process; then;. mclude the fo]lowmg

¢

o

A ' L I

Rl
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. Plan and organize the one- shot meetmg

Mix group members in small four- or five-member braln-

~ storming groups. s :
3. Present some general events, ti'end

; occurring throughout socxety at th"

e groups dlscuss

.
N | e

', and 'dev'el'o'p'm'ents

5. Discuss and C,r}'S,talhze the sngnlﬁc "t ETDs from step four.
6. Post and read all ETDs. - _ _ -
Ir?iiginé the Cooperative Venture ; . .

. A

The next ma_]or actnvnty mmatmg an effective cooperative pro-
! cess is to ask the participants to visualize what might be accomplished -
one year hence Then when the partlclpants have put themselves mto

pllshment Thls process takes the-collaborators out of the present and
Ci‘éétéé é pbéitiVé iﬁbtiVétibﬁ fdi‘ ééi:h 6f théi’i’i §iﬁCé théy have bégijﬁ to

 This lmaqmg process can be accompllshed either in a group
bralnstormlng session or on an individual basis; utilizing the ETD
* information that was generated during the data base phase. After all of
‘the pbéitive éétjects of the fu’tui'e images have been recorded on neWE-

to select a priority . lmage‘ on which the group can focus:

The key steps in this phase of the process mclude the followmg

1 Encourage partlc1parTs to seé€ their idea &s an image i the™
. future (one year ahead).
- 2. Record via brainstormfing the posmve feellngs and ideas that

“
- ~ the participants have about their image being accompllshed
3. Encourage participants to be reallty -oriefited and coricrete
i _ in reporting their image ideas. -
’ 4. Have everycgl%ﬁwew all of the posted data.
Prioritizing =~ '

| The group facilitator will find that a large number of creative
%, future images were developed during the imaging phase of the process:
*. . The next important activity is to determine which of iheééjuiufe im-

" ages are feasible and are of most interest to the participants. The

Prlormztng process shogld/mtilize two or three key feastbthty tests that

" the future lmage must pas In this phase the group is working toward
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agreciment on onie or two images. For example, key feasibility test ques-
aions may concern the likelihvod of successful accomplishmeﬁi; the cost

to implement, the probability. of obtaining sanction from’ higher
autkorities; the degree of innovativeness; or the likefihood of involving
bther key resource people in the special-interest group to work on the -
particular activity:

Once there has been group agreement on two or three feasibility
criteria, gach member should then vote for two or three of-the images
that were ;gencrated in the ifaging phase. This will result in a drastic
shrifikage of the number of future images. At this point, the group

shiould doublecheck the relationship of the proposed future imnages to
the current inajor goals of the institution, Martorana and Kuhns
(1975, 1978) suggest. Doing this increases the likelihood that actions to
be decided upon later in the model’s application will bear meaningfully
on goals of the highest priority in the institation: The last step in the :
prioritization is to have the individuals vote by checking off the particu-

lar imaze to which they personally:would like to commit time and
. . o >

‘ : s

energy to accomplish, - ¢ . ot T
~ "The key steps in this process include the following: .
# 1. Brainstorm féasibility criteria. .
2. Select two or three criteria. ~ -
3. Assess through discussion the feasibility of each image.
4.. Vote on images on which participants like to work.

- - ‘ .

- - _ S
Integrating Images-in a Scenario. v o

s After the various future images have been prioritized and agreed,
upon; the group needs to pull together the Tmage fragments into coher- -

* ent pictures of the futre activity that will become-the group’s collabo-
rative undertaking. In other words, one or two people should take the

image fragments from the preceding step and write a statement of them
;" that is concrete: this statement becormies a future scenario: The ‘scenario

should specify an outcome as well as a ‘target date for completion. o
These statemonts then form the basis for an action plan; as Figure 1
indicates: The more specific and realistic the future scenarios, the bet-.
_ter"the planning process will be—and the greater the likelihood of
accomplishing the plan: : '

¢ Another alternative in the integration_phase would be to write
traditional goals and objectives statements. Here again, it is important
to note that the level to which an institution’s goals are aspired-and the
lovel to which they are achieved vary (Martorana and Kuhns, 1975);

- thé consequent hiatus is an important factor toftake into account in.
¢

O
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steps in the_ tradmonal plannmg process.
The key steps in this phase then; include the followmg

1. Bring together the image 1deas and cqllapse them into a

2: Designate one or two people to wnte a coj'iekeht statement

_describing the future image (or goal) with a set of features

(or scénarios) describing more specific elements of the.goal.

Action ijiﬁﬁﬁiﬁg ' ’ .

grated staternents and scenarios from the previous step, the group per-
forms a force-field analysis. A -force-field analysis (Lewin, 1947)
attempts to identify the barriers and support forces that are at work in
a”riyfch,a”rige activity {see Figiii'é 2 for an éf(éﬁ'iplé). Once the force-field

_analysis has been brainstormed by the entire group; a discussion
" should be held to identify the one or two supporting forces and the one
" or two key restraining forces on which the group feels they can work.

These key supporting and resisting forces: then become the basis for

specific activity planning:

Next; the group should brainstorm the first steps for deallri’g

with these¢ supporting and resisting forces: When joined with an

analysis of hiatus between aspiration and achievement levels of current

mstltunonal goals, this brainstorming generates a very specific list of

Fxgure 2. Force-Field Analysis of Gooperatxve State '

T Grant fOl‘r Un mployed “Warkers B T

Barviers or Resislances 10 Activity Supports o Resources for Activity

Who will administer the grant? Funding agency favors maltiparty

- application. ,i
Wc WoR't agree on prOJect v " » Our pooled strengths predxct project
procedures. effectiveness.

We miay do more work than othef

agency. grant.

Our agency hgrsfllagii@gk record We can develop polmcal pressure )
with state funding agency. obtain funding. R
Community doesn't hat e many new’ O agericy has great volunteer
jobs:” , . - network. .
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d(ll\')'t\,\ thdt tittr(rr)ti'q;ii tlrit'ii; ;i(ébiﬁﬁ]ﬁﬁﬁiéht' Will EhSijre ﬁrbgrééﬁ .

ities. These vol”nteer task forces must be given adequate resources and
sipphrt so that they can carry out their specific plans: It is lmportant in

action planning to identify rewards for the group: Another important

feature at this stage is to tdentl(y small incremental steps so that people

hdv > & fe(,hng of progress. Also, fecdback mechamsms should be indi-

and dlssemmated once
Y

the d(tlvlty has been initiated.
77777 The key steps in this ﬁnal.phase of the process include the follow-

- ing: .

{ Conduct a force-Reld brainstorming
2: identtfy one or two key restralmng .nd one or two key sup-
.+ porting forces: 1 -

3. Brainstorm key start-up stlVltleS to overcome the tsSL_iéé in
step two:
4. Pull togéther this -activity list and sequence in a- timeline

organized from the first activity possible to do to the last

+ . possible.
« 5. Identify approprlate rewards and fecdback at various ‘steps

6. Conduct a _great celebration for whole group because you
have completed all the tasks of the rollaboratlve forum'
Conclusion -

v

groups. The modcl presented in this chapter resis bastcally on Llppttts

'strategles as outlmed in this six-phase collaborative process; but modi-

fications that bring in other theoretical approaches are possible and

some are suggested here: These six phases will result not only in a

group feeling of ownership but also in providing an activity that is

innovative and futuristic in addition to being feasible and realistic.

The tasks involved in implementing the basic: model include:

conducting a nomination process for parttctpattoh identifying a com-

mén setting where a ‘cooperative meetmg can occur, strocturing the

meeting procgss so it meets the criteria of a good meeting format, con-
ducting brainstorming sessions, condiicting a future-imaging process,
wrmng future scenarios; conductmg a force field analysis, plannmg_
activities with task forces, and ldentlfytng rewards and feedback .
mechanisms. ’

~
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Community- -related education involves Zéllégé& in the

“soctal struggles of their canstituencies; in the renegottatwns

of accépted roles and practices, and it creates 1{/13 :ettzng

Jfor challenging. program:

t

T/Vorkzng with Communzize's . o
as Centers of = . I
Sﬁeezal—lnteresi Gmups |

John Hyland - - R

gmms It fosters change in the partncnpatmg institutions. Both the
rewards and the problems are greater than the usual campus-based:"

programs: It is not an easy or uncompllcated panacea for the problem

of falling enroliments among the traditional college-age population:

The focus of this chapter is on the organized aspect of community-
based educational programs— that is; how these programs can deal
wnth commummzs as cenfers of orgamzed ethmc racnal, rellglous,

groups " This approach to commumty -based edtication”is not to be .
confused with programs that have brought people together through a®
shotgun recruiting effort. Rather, this approach is based on working
with already organized gr yups who negotlate a program {with the col-
lcge or who respond to a pr?gram offérmg as an organized constituency.
\ . 4 .
\ \Lmurm,z \v P [’ll.md(b;h) l)mcnngl‘rqa;mjw (.ommumly Gmupx [ . .
New Direcions for Community Colleges, no. 45. San Francisco: josu-y Ban Mnrch1984 ,ﬁ 31
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"The program can take place on campus as well as off; but when com-
munity groups connect with higher education institutions in an orga-
nized way, the result often is “on-site” education — that is, education in
the conmunity: , - ’
‘I'his chapter advocates such.an approach (under certain condi-

tions) and points out elements that fosteror prevent its success. Let us?

besin with an image or scene. ) . B B
) The scerie is of a forest; a meadow; and another forest. One
forest is inhabited by various tribes— special-interest groups or com-

- miunitics based on cthnicity, class, religion; or culture. On the other

side of the meadow, in the other forest, are other tribes — higher educa-

tion institutions. The meadow is the open area, a kind of “no man’s
land.” undcfined; an area to be negotiated. -

The tribes of each forest,, while .not homogeneous, have
developed a general consensus about reality. .They have constructed
and established their own taken-for-granted worlds, routines; tradi-

tions, and mivths: In each forest the tribes are stratified; they contend

* with each other for the good things of their world; they cooperate ‘and

cotiipete’ o L 7

“These two sets of groups have heard of each other; they have
even hiad some contact in the past: Increasingly now; for a variety of
reasons on both sides, they are sending scouts and official repre.enta-

{ives out into the mcadow to negotiate joint ventures. From the point of
view- of the higher education iristitutions; this is an attempt to “connect
with th¢ community.” o o
The focus in this chapter is on the encounter in the meadow —
that is; on the negotiations, the organizing of working relationships.

The miajor premise is that it is importantniot to-assume too-much; not
to become “ethnocentric;” not to assume that one’s own agenda is the
agenda: In such cooperative ventures, power, money, and status must_

B R o A iwl. N S -
all be negotiated; there will be some cooperation, some conflict; and

the likclihood of ¢ompromise and cooperation. It is important for both

- grotips to recognize that these elements will be present in varying

degrees, that this does not mean that the negotiations will not be fruit-
fiil, but that there will be trade-offs; exchanges, benefits on both sides,
as well as disappointmeits; frustrations, and failures. The eficounter in-
thc meadow is risky, exciting; and worthwhile.

LaGuardia Community College (City University of New York)

recently celebrated its tenths anniversary: Since it is a familiar “uribe,”
its cxperience will serve as a major source of examples — not necessarily
exemplary models. From the beginning, LaGuardia has been involved
in a series of community-related and sometimes community-based pro-




Y

»
i,}i;tiiii; ‘T'he students in the programs have been members of special-
interest groups: Often thcy came to the college (or the college wenit out

‘and worked with them), as an org’mued group; distinct from "the

general student body who came as a mass of individuals: Frequently,

these programs have involved hegotiations for modtfylng the general

educational program, for tailoring new forms of higher education tg the

pd!ll(lildr necds ol thesc specml lnterest gloups

Fg(lcmtlon Qf Tcachcrs (2) the veterans program,; |nvoly|ng the
Veterans Administration; (3) prisoner programs, with and at.the

"Quecns House of Detention; (4) Project Impact; an eighteen-credit -

program for community leadership, with three community organiza-

tions; (5) the program at District Council 37 (the New York City muni-

(lpdl workers unlon) (t)) the program at Solldarldad Humana a com-

gram at the National Congress of Nelghborhood Wom"en' in Brooklyn
(8) the community history project riin out of the, Social Science Depart-
ment and reaching into many neighborhoods; (9) the small-business
tralnmg program for recent lmmlgrants taught in Spanlsh and Greek

In order to extract meaning from this wealth of experience; com-

social context for examining the relations of college and communlty

Colhns strcsses stratlﬁcatlon organlzatlon and conﬁlct Groups are ip

Lollcqc and community, then is not only an educational enterprlsc but
also a p()lltlcal cconomlc and cultural one.

(W}
L

L

- ..munity -education can benefit from several theoretical perspectives.: - -
. The work of:Randall Collins (1975;" 1979) has prowded an overall
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modern world; the socnal circles” of each person are not concentric

(and thus in some mutually reinforcing relation) but are Sften juxta-

posed and only partlally overlapping.
Paul Lazarsfeld and colleagues (Berels‘on and others 1954;

Lazarsfeld and others, 1968) developed this concept of cross pressures

further by applymg it to thé study of voting behavior. “By cross pres- -

sures we mean the cb”ﬂlcts and inconsistencies among the factors”

whxch mﬂuence voter decnsnon In other words cross pressﬁres upon

1968 p- 53) Thus Cross pressy res dre seen 4s arising from varlous
affiliations (such as rehglous 0ccupat10nal or geographic) and are pre-
sented as placing one in_a “predicament.”

In terms of the ~college connectmg wnh the commumty, Simmel

proached recrmted or orgamzed from many angles on the basns of

their many. affiliations or identifications and how; on the other hand,
their many affiliations are likely to spark various conﬂlcts -
Philip Selznick’s (1949‘ 1957) work on organizations and Burton

Clark’s (1956 1960) “elaboration of it:in the area of education are

* extremely helpful in understdndmg the college-community conneciion.

Selziick ‘stresses the importance of the formatlon and maintenance of

an institution’s “organizational- character.” Grgamzatlonal character is

expresscd in the distifictive competencies of the institation; in what it

-~

A

can and cannot do. Selznick and Clark both point out that adaptation . - *

to the environment is essential to any organism. However,.adaptation

must be carried out in such a way as to avord orgamzanonal surrender
or co-optation. Clark; in his study of adult education in California,

einphasized that this education was becoming so adaptlve to the

demands of external agencies and populations that it risked havlng no

center; no distinctive competence; and so was very vilnerable. This

lesson about adaptatlon and vulnerability is an |mpcrtant one for both

colleges and communlty groups in the context of nggotiations.

.
'

Critical Issues ST :
)

Agiinst thie background of these more theoretlcal pomts SevE:ral

key practical l‘ssues stand out. A central question is: How are the

40
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is a pn]mcdl proccss lt is dbout power What e]emcnts in the hna]

" negotiating agenda will be from the agenda of the college and what will

be from that of the community group? An additional complicating fac-
tm is l}’ldl thc re drc both mstltutlond] agendas dnd the persona] ldcolo-

gram in prmcxplc but the dally dctalls will be ncgotlatcd by a facu]ty
member and a staff person. Personal chemistry becomes important at
that point.

A great deal depends on the dcﬁmuon of the college-community
r(.]dllOHShl‘) in_the cooperative venture and of the roles involved: Mak-
Ing a dlstlncuon between the formal arrangements and official doctrine

il the one hand aid the informal processes and operative perceptions

* ol the other hand is useful. Are college and commiunity formally part-

ners and miormdlly adversaries? Are college faculty and the special-
interest group’s statf colleagues or competitors?

Re(ogmuon of the posslblhty of conflicting agendas and inter-
ests leads to the importance of establishing early precise assumptions,
expectations, and limitations: What is negotiable? Are admissions poli- .

‘cies negotiable? Are courses negotiable? Are modes of instruction

negotiable? Is staffing negotiable? Are gradmg procedures negotiable?

The positive side of these negotiations is the learning that takes

“place through challenge: Many of our cherished traditions or habits are

e unir()nted and questioned by people whp have a different world view:
We are forced to reexamine curriculum, materials, pedagogy. The
change of physical setting through an off-campus prégrarn can be a
source of new and valuable information. Students, especially adults go-
ing to u)ilcqc after many years away from school, may be more com-
fortable and. outspokcn in the midst of neighbors or friends on thelr

own physlcd] turl '
Léérﬁiﬁg frbrii Eipériéﬁéé with tlié National

Several years ago I was feaching an introductory course in social
science with the National Congress of Neighborhood Women (NCNW)

-in Brooklyn: The class was held in a meeting roor. in the Swmgmg Six-

tics Senior Citizens” Center. One day T arrived for class to find the

intersecrion blocked off by the police department. In the middle of the

mtcrsccuon was a tablt surrounded by a group of wdnicn wnth petl-

: i‘ . * 41
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+ _ notice that morning of a change in chglblhty standards for the daycare
“ i center that they used. They would be mchglble dccordmg to the new
" criteria; and they were protesting. ‘ :

When [ went to class, a delegation of these students proposed
that class be canceled so that all the students could participate in the

protest. They justified this propos'{l with the claim that the NCNW.col-___

lege progranr was speual that it was meant to provide more than aca-

¢ demic abstractions, that it was to be education that had direct appli- '

cation in the lives of the people. On the other hand, there were also stu-

. dcnts mn the class largely not aﬂ‘ected by the daycare cnsrs who felt

the orgamzatlon who had a commumty dctivist orientation and who
were critical of “traditional” academic education. It was a rich example
of the negotiated-quality of the definition of the learning situation; it
shows the interplay of multiple affiliations, agendas,; interests, and

Cross pressures.
In a similar vein; another évent indicated the presence of speclal-

interest groups within the special-interest group. NCNW defined itself

as feminist, working dass, and multiethnic. The main ethnic groups
werce ltahdn Polish, Irish, Puerto Rican, and Black: A colleagie had
chosen The Urban Vzllagers a study of an Italian-American neigh-

borhood in Boston\wrltten by Herbert Gans (1962), as the mainread-

ing for a course. Thrce days before the course began a deleganon of -

their concerns. Some studeén:s were opposed to .the book because they
%was being
held in the ltalian sector of the nelghborhood a facility controlled by
:n Italian block association; by a college named after an Italian, and
now a book was being used that continued the Ilocus on Italians. To the .

faculty it was an extraordinary perceptlon but it did reveal the power -
struggles existing within the community.

Working with NENW was a powerful learnmg experlence It
contained some of the best and the worst aspects of community-based
programs. The organization enabled many women to go to college who .
wotld not have bieen able to go under usual circumstances. Many of

. the woitien were excellent students who helped make the classes excit-

ing. The prograin opcned up new opportunities for many of the partici-

saw it-as part of the “Italianization” of the program The clasg was

pants; and the college was provided with a bloc of eighty students

‘without havii.g to recruit. There was a coheswehessitoithe group;
despite its incernal divisions, and a built-in support system for the
students. NCNW generated a great deal of publicity and vnsnblhty for

itself and; as a by-praduct, for the college. . -

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

. ( ‘ : 3;

se of the ideology ol the organlzatlon and its staﬂ" COmpOSI-

tion; negotiation was sometimes carried to an extreme and trust was .
sometimes lacking. NCNW saw itself as an agency for social change;.

(()mbamng the inequalities connected with class; gender; and cthnic-

ity. It had an advocacy style that sometimes made potential allies into

d(l\Cl‘Sdl‘ltb I[b interests as a communlty organlzatlon sometlmes

‘conflicted with its role as an educational agency. It very much had its
own agenda into whxch it tried to fit LaGuardla

- Through this program, [=Guardia’s faculty members were
made 1 more aware of the problems of the adult Student esj caally ofthe

lt is usclul to compare the other spec1al -interest group programs
withCNW. They have usually been considered more successful by

many §idministrators and faculty, at least in thg sense that they have

“.involvéd less negotiating and less conflict: With the Education Asso-

uallon program thc college provided sectlons of tradltlonal courses

program, the college plov1ded coiirses and counsellng With the prison -

proglam PrOJcct Impact and DlStl‘lCt Councxl 37, the college provided

Overall, these programs had agendas that coinicided mriore closely

with what the college was used to doing than the NCNW program; and

: thcsc groups were more acceptlng of thc colleges authorxty in the area

changing, the college and more focused on gettlng what ‘the college

could offer: However; even in these programs; there were conflicts and
(iccommodatlons The umon bccame mvolvcd for cxample when |ts

Students in speudl -interest group programs often, have advocates that'

students in regular programs do not have: ©F
In the prison ‘program, intervention by a third party, the
Correction Department staff, played a reverse role. The college sought
optimal conditions- for security. For example, it was necessary . to
axrangc a schcdulc of classes that would take into > account prison meal

tcn(l an orlcntauon 5ession given by the Correctlon Department stafl

that emphasized security precautions. There wa?concern that prison .

43
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guards wotld be hostile to prlsoners who were receiving educational

opportunities not avallable to them. There were questions regardmg-

prereqursltes Since prisoners would not be completing the whole degree
program while in- that parucular detentlon house there were requests

from course materials: Dlﬁerent prlorltles led agaln at tlmes, to con-

- flict; negotiation; and aqcommodation. In a sense; the. college had
_learned through the N€ experience to accept its own limitations

“and to recognize the degree of flexibility and the capacity for innova-

tion that (.Xlsted wnthln its staﬂ' and in the total soc1al envnronment

campus The ediication department claimied to be reactmg against
some institutions that were usmg dlluted oﬂ -campus programs to bol-

University of New York. Slmllarly, federal regulatlons and approprla-

tions can set limits to the college commumty connei:tlon

tions. The small- busmesc tr::mrg prog&m for recent lmmlgrants had

two agendas. The college’™ @ ¢i the community’s agenda was focused on

skills for people interesced or involved in small businesses. The funding

source’s interest was mainly in the teaching of English as a second lan- -

. guage. The prugram had to be worked out 50 that both sets of goals’

" could be satisfied.
Ini the noncredit arca, the commumty history program at

LaGuardia stands as a hopel‘ul examp’le Beginning with an academic,

course in nc:ghborhood hlst‘ory, the program allowed social science fa;:-
ulty members to establlsh connectlons through students and commumty-

especnally senior citizens centers and nelghborhood history asso-

_ciations. A planning grant-and two implementation grants from the
"National Endowment for the Hijmanities has supported the -program
for four years: Local residents participate by sharing family photo-

graphs and-docements and by being interviewed for oral histories. Fac-
tilty and residents have produced three community history calendars

- : . —
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and numcrous exhibits in churches, barks, and factories, on subway
platformis, at street fiirs, and in taverns: Somnie of this material is now
being developed into the Queens County Hictorical Archives. In this
program, the fit between the project’s agenda and the community’s has ‘
been so close that conflicts have been almost nonexistent.

) In all of these programs; both credit and noncrcdlt,- the social
ék:iéht:é 'dé'p'ai'rtiﬁéht has played é iﬁéj&r éiiﬁiéiiliiiﬁ‘éiid étéfﬁﬁg Eéié*

commumty orientation of its faculty. Administratively, i:aGuardxas

Division of Continuing Education has had the major responsibility. In

el

general, this arrangement has worked well enough, although at times . o

program administrators and academic faculty have had to go through
the conflict- -negotiation- accommodatlon process themselves.

Influence of the Institution’s Orientatio

"ex15tcnce thcrc was a grcat cmphasm on service to the commumty in
an mnovatlvc - way. It~ was m the collcge s interests t\§l expand its student

arrangements. As
a new mstltutlon thcrc was little or rio tradmon w 1r~l§omct1mcs acts
as a constraint. In fact, the college was attempting to make innovative )

community service a ccntrél part of its tradition;

“ In 1975-1976, the national fiscal crisis hit New York Glty in full

force. In this climate, comimunity programs were threatened becluse of
cutbacks; but they were also especially valued if they were fundcd by
other than tax-levy money. Gram support helped compcnsate for the

“cuibacks. ‘ :
In recent ycars while thc doomisday atmospherc has passcd .

therc has bccn thc cloud of planned shrlnkagc for all Ncw York Clty e

| lcges capacnty to respond. Commumty programs are st;ll valued and
supportcd but wntlﬁnorc carcfulnCSS"thc days of the “bluc sky ~are

[~ S "

also been helpful to its coniniumty orientation. Full-time day students-

serve three lntérrishlps with companies or agencies as part of their

Ui%

. )\'; ! _
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academic program; This flow between internship and classroom aids in
providing an outward ttust to program developmént and sensitizes
staff to educational possibilities in the private sector and in the work-
place as a whole. . L =
Obviously, LaGuardia does not have a monopoly on commu-

S y palieliub b SRS Y e
* " ity programs. Three other institutions that have been stimulating 1n

this area are the Highlander Folk School in Tennessee (Adams; 1972),
the College for Human Services in New York City (Grant and Ries-

iniBrooklyn; New York. - =

' A Valuable Approach ;
" The approach of Paulo Freire (1970a, 1970b, 1973, 1978), a :

‘Brazilian éducator who has also worked in Chile and Guinea-Bissau,
provides important suggestions for community-based programs. Freire’s

v

- philosophy and practice were developed very much in the context of
" social struggle. Here we describe how the stages of his approach are
* applied to adult literacy and postliteracy projects. . o

i The edutators in his programs work as an ingerdisgiplinary team

that ordinarily ificludes an economist, a sociologist, and a psychologist.
Onice the area in which .they will be working is determined and they .
have acquircd a preliminary acquaintance with it through secondary
sources, the first stage begins. Initial contacts are made with indi-
viduals of ghe area, and informal meetings are held to explain the

objectives and methods of; the program. Ifa significant number of

«

people agree to the program, then volunteers are sought to be part of
the team. The team members begin their own visits to the area, observ-
ing various moments in the life of the people —such as work situations;
meetings of local associations and clubs; leisure actjvities; and family
situations: - T

N ~ The second stage consists of meetings in which the team
nieinibers evaluate their experiences, trying to draw out the main themes |
and contradictions. Codifications (such as sketches or photographs) of

these contradictions are developed: These initially aid the team to have

N e oy W T T e

a “perception of their previous perception.””’ S :
Once the codificatipns have qun prepared, the third stage is

begun. This ifivolves returning to the area to begin decoding dialogues

in “thematic investigation circles:” In other words; the people; in-

groups of ten to twenty, are confronted with their own life situations
" .and begin to analyze the dynamics of theirlives: These disussions,
. which take off from the sketches or photographs, ;are taped for subse-

quent analysis by the team. , R

46 - - .
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V\’hcn tlu dt u)dmg in thc (.m.les or groups. has been completed

Ll_stenmg to the tapes and studymg any notes of reag;xons from,the,ses—,
Sibhs' thE team ﬁiéiﬁbéis Cbiﬁﬁile a list of théiﬁes These are classified

spu.lfy the various angles from which to approach each theme: For
e\aimple, the theme of development could be dealt with from an eto-

nomic point of view, a sociological orie; or a political one. Each specgal- ;

ist develops a breakdowh of his or her approach to the themes; putting

it into learnmg umts
Thc ﬁfth stage IS the ﬁnal preparatlon of codlﬁcatlons and mate-

fornis. The themes that have comie from the people retiirn to them, niot
as contents to be deposxted in them but as problems to be worked on
and solved by them.

Conclusion

cducators because they often expose dimensions of education that can

be hidden by our accustomed ways. They reveal that education is.

'lnvolved in stratification conflict and thus is not neutral. They confront

us with negotiations and power struggles on all levels: They challenge

our cherished beliefs and customs. They offer us satisfactipn and frus-
tration. They show us how good we gan be and how much more we

" need to learn: Whether we volunteer to go out into the meadow or

whether we are driven out by circumstances beyond ‘our control we
can bring back great riches for our tribe.
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¥he ¢ concern that exists in all locali
their economic base can become a rallying point for arzauade
cooperatzon among community groups:. .

Joining Qtizers for Commumty
Economic Bevelelbment

~ Joseph A. Borgen
- William B. Shade

-

Klthough much has been written about thL practlce of ‘community
economlc development and about the roles actual or polentxal of comn-

e

continue to hold speCIal sxgnlﬁcance for ‘community college ‘program
builders. Since most community economic development programs are
otganized through a dominant chamber of commerce or a separate eco-
‘nomic development organization; they present an excellent opportumty

for cooperation among these community groups and the area’s com-;, -
munity college. To demonstrate how such a cooperative venture might -
work; this chapter looks first at the basic prmcxples ofe economlc devel-

opment and then presents a case study.

Economu‘odevez’opment is often Esed mterchangeably wit: the term

industrial development. Economic development is defined dxH’eréntly by .

~ + . different persons: A business person may use this term to mean increas-

ing business investment; a citizen may think of creating jobs in a com- s
munity. To others, it means recrumng new industry, retaining existmg :
enterprise, or growing new compames via entrepreneurlal develop- =

- ment. In this chapter, economlc development is viewed as community .

_ ; § V Marxonna W E, Plland (Eds ) Dmﬂmg ngmnujw Cummumy Gmnp: =
. New Dircctions for C{nnmumly Cullegel, no. 45. San Francisco: Jouey -Baxs, Mnrth 1984 43
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entrepreneurshlp) pnmary economic _]obs for the area.

Primary economic jobs are those for Wthh }noney, contracts; and

orders come from outside an area and from which’ ‘productsgpr services

leave the area. Primary jobs create wealth and can be referred to as

value addmg anaryjobs exist, for ‘examplé, in busnnesses engaged

processlng, or assembllng products, in commercrai research and devel-

opment and in provndlng services in lnterstate commerce: Manufac-

and professlonal services. Agaln s1gn|ﬁcant communlty economiic

development and growth result from increasing prlmary, value-adding

employment. 1

What could be the goals of an economic development pro_]ect"’ :

One of the goals might be smipiy to maintain or recover the manufac-

turing jobs that have been lost in an area. A second goal might go

- beyond that of recovering and maintaining to expanding business and

the niumber of jobs in the community. The second goal can be more

controversial than the first. It is difficult to envision anyone bemg against

the first goal (that is, recovering and maintaining the economic level of

the community with regard to manufacturing). It is understandable
that some may have concerns about goals that would substantially
increase the size of an area and build the requirements for an expanded
infrastructure. in the community. |

Why Engage in Economxc Developmen : :
Will Our Economy Simply Recycle? | \

o

Most econoriists and citizens know that our economy works in
cycles: We have a few )ears ‘of lncreasedﬁcuvnty and employment, fol-

lowed by a brief recesslon to cool off; then we regroup and goontoa

higher level of economic activity. Bankers, people in small businesses;

. realtors, and almost everyone: else now know that we have been on the
down side of a cycle for a number of years: The question is: Will we
recycle back and exceed past economic levels in agriculture, busirfess;

1anufacturing, construction, and so on? There are those now who say.

that the cycle will not be repeated this time, at least i in regions of the

Aidwest and in segments of our econormy such .as’ manufacturing;
tral sportatlon, and steel. :

=
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A bit of lucnt uonomlc history gives another perspective. At
the end of World War II, ihe United States was the major undamaged
free country in the world. There was no destruction of our cities or our
l'zitibrits Wb hdd 5 Vei'y s'm'all l'o'ss bf ﬁiahp"o'wer ébbiji tlii'eé h’u’n’dr’ed

and thelr labor force was—exhausted. As a result the United States
entered the greatest ecgnomic boom that the world has ever known fol-

lowing World War 11, and experlenced a tremendous expansion of its: .’

markets because of the lack of international competition: The world was

hungering for its products; there were den;ands that could not be met.
Durmg that perlod there were substantlal mcreases in the cost

autonioblle market.

Instead of havmg from a 3:0 percent ota 5 0 percentjncreas% in

industrial productivity as in the 1950s and 1960s, the United States has

lost productWIty increases in the industries of our conntry From 1968
to 1978, the U:S: Department of Labor indicated a net gain of 23.6 per-
cent |n |ndustr|al productlvity for our econorty. Injapan tl’to produc-

many, it was 63.8 percent; in Holland, 3.7 percent and in Italy,

60.1 percent. The United States has fallen to tenth arnong all nations in
per- caplta gross | nat|onal product——down ﬁve slots in one year. We are,
that bmlt most of thetr plants substantlally al‘ter World War II.

Ii’i lobkihg éi il‘le Cl‘léi’ig‘ii’ig §ii‘ijtiijré 6f 6ijr iiétibi’iél étbi’ibi’ﬁj’

~will add to the competltlve d|sadvantage of parts of the country; .and

raw matcrials are finite.

S




i+ Thus, a concern about the economic future of the country in
& which we live, of our communities, businesses, and families; has spurred.

- an inténse interest in economic development: In fact, there appears to
be a significant change in the political mood of both major parties—a

desire to focus on the creation of wealth (that is, on ecoriomic develop-

ment) and to turn away from the preoccupation with the distribution of

wealth that was characteristic of the last three decades. - .
" Economic . Development Efforts? .

There are many motivations for a community to participate in

economic development. Some stronger ones are presented briefly

here. S o ’
. Regain Lost Manufacturing Employment and Other Primary
- Jobs. The United States Chamber;6f Commerce estimates that 100

mantufacturing jobs miean about one million dollars in annual bank
deposits; $250,000 in new-car sales, $300,000 annual grocery sales,
and forty to sixty additional jobs in the community: For every 100
manufacturing jobs that we lose or gain in a community, we can sub- ,
tract or add their economic effects. In short, economic development is S
good for banks; retail establishments, newspapers, schools, doctors, '
-lawyers, job seekers (obviously), and anyone who is involved in one
way or another with the local economy. = L - L
B Spread the. Tax Base for Existing Industries, Farmers,
" Businesses, and Properly Owners. One can,

migration of industrial enterprises out of a community and the lack of

primary employment are “push factors” on taxés for farmers and exist-
ing industries; that is; the expansion of primary employment ¢an help

- pressure on the remaining payers. B i ]
o ‘Broaden the Economic Diversity of the Area. More economic

+spread the tax base and load while a shrinking tax base can iiii:?é&é
- o

diversity helps protect businesses from the impact of one economic sec-
,  tor’s down side of the curve. « . .
*  Provide Employment Opportunities. Finding or creating jobs for
/ young people and the unemiployed is, 6f course; beneficial te the whole
community. - - o U S S
Auvoid Depending on the Ghance That Our Economy Will Improve. |
Taking action to improve the economy is a positive, aggressive step
that local people can make. The-federal government or state govern- = v
ment will not do it for a community. Communities themselves must |
resolve to develop their own economies. ' :
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What Is the Nature of Economic

‘Decision Makiné? .

If the purp05e of economic development is to increase prlmary

cmployment then ecoriomic development decisions are business deci-

sions made by business men and women. They are not decisions magde
by legislators, governors, cities, or schools, although the activities of
these people and organizations can be ofmﬂuence Decmon makmg is
nternatlonal busmess competmon Decisions are based on a variety of
factors that are glven diffefing values by individual companies. But no
matter what is on the list of specific decisipri‘making factors, the final

consideration is profit and relatlv/epped’ctlwty In other words; where

does it make the most senseto do business profitably? :
The task of an economic development program is to market

sell, and advocate the area as an attractive place to do business, to

locate a new plant or enterprlse or to expand an ex1st1ng enterprise.

The task is to communicite primarily with corporate executives — the

top management leaders both of firms that reside in an area and of new

companles that ﬁt the economic goals of the area. These corporate '

to markets supplles and raw materlals .
: Economic development discussions;, 'th’eh',, are between key

leaders in an area and corporate executivesi— that is, the top manage-

ment leaders responsible for strateglc busingss deC|S|ons.

- Maiketing a community is similar to elling anything. in that the

more prospects one can-talk with, the better the chances are. for.a “sale.”

Investlng many dollars in domestic if not int¢rnational marketing. ofan

area is common in communities that are aggressive in economic devel-

opment A cfear goal and plan are essentia! to secure the types of enter-

prises that best fit a particular geograpmcai area. . \

The communities that are most effective in advocatmg them-

selves are those that are bestable to provide competitive incentives and

good information on all fronts In short; the advantage goes to the

prepared. Practical experience persuades us that a team of advocates

‘workmg with corporate clients to address the interests of, the corpor-

ations can be very effective. Effective teams from an area. should
include top decision makers from local government, financial. institu-

tions, busincsses; training and ediicational institutions, and ‘state

‘'government. Discussions are conﬁdentlal ofteri at ‘the insisterice of

' |
|

.
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. necds of a company is always a ke

lation of a commumtywnde work- lorce developmcnt prOJCC(

o \ . .- \ :7:‘ -

- v

. potumal corporate 0!1( nts; since th&:y involve p'r'o’p'rietary interests and

strategic plans. .
Community aﬁd techmcal collegc leaders havc a valuable and
unique role to perform as an economic development.team advocate.
C()rporatc prospects arc mtently concerncd about the numbers and
rainir neet the specific
in Sellmg an area as a

good place to Tocaie'a company: A track récord of satisfying the train-

ing needs of existing companiés is- always lmpreseré Specific assis-

tance in applymg the benefits of federal and state training resources,

suo‘h as th Job Parlncrshlp Tralnmg Act (]PTA) toa speaﬁc com-

“ible with regard totraining sites, formats, and stratcgles together with ¢
creative, asgrcssnvc ldLaS for hc}pmg a’ -~ company be productlve,

Af;am cconomic dLvelopmcnt is pracuced in‘a competmve envi=
r'oﬁﬁicnt Most ohen a busmess w:ll consnder, in the final analy51s

kcts Qt}lsmess chmatc, transportatlon labor SUpply, quahty of life, and
othc wtors Commiunity and technical college leaders can make éffec-

tive area advocates: In the final analysis, the advantage. in economic

dcvck)pmcm\ goes to those areas that are best prepared to be cffective

advocates on all\f'r'o'n'ts including that.of training: '

The lollbwm'g is a case study of an ecpndn‘lc development effort

in a mldwcstern city... This study lllustrates a team approach to eco-’
notiiic development with a community-based postsecondary institu-
tion pldymg a promineiit role i in the effort. A variety of special- -interest
groups —including business, labor, the un't?mploycd, and thc local

Lhamber of commerce —werce scrved by thls econofic dcchOpmem

]

-

Case Study: Economic Development

in Terre Haute, Indiana

Thc first part of this case study prescnts a sum\?lry of Terre

Haiite's history, providing a con¢eptual base for understanding the

’;/‘

c'o”m"r'riun'ily Then we analyze the prOJeCtS genesis; its crgamzauonal

-

’
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structure, ilii iiitds’;i»’s’i s’s’m'ciit ;iiid th"c ;urVLy iii'c'hij’d'dl'dgy Th"c LaSé

()l thc 'I erre Hautc inodel c.nd its lmphcatlons for ¢ Louuxtors einployers
students, community residents; and cooperative educatlon job devel-

opers.
The over all chusacteristics of the Terré Haute communlty and

. ncu,rbb( 'ring Vigo County had to be recognized and dealt with if the

objectives of an economic deve]dpmem project were.to be attained.
Seme of the special considerations were factually demographic, some

inv ol\ed lmdge sonie were attltudma] and some dlsplayed a cause-

Rust s (1975) (ompllanve work on American urban centers.
Historical Background of Terre Haute. The city was an early
hontlcr outpost. gteamer trafﬁc on thc Wabash Rlver began in 1818

Somie iron and stecl were made U usmg tocal coal and ore; and pape/?nas‘

made from 16¢al straw. Coal mining boomed in the region before /900
followed closely by a glass-blowing industry (whxch originated the classic

Coca Cola bottle in 1911); brick and ceramic pipe works; and the main-
tenance shops of the Pennsylvania Railroad. The four county region
JErew mpldlv on thc (oa] boom toa 1920 popu]atlon of 189 OOO

were shit down lhc l)rewenes and dlstlllerles were c]osed because of
(he ] 1qhtu-nth Amcndmcnt papermakmg was abandoned andJocaI

The Dcprcssmn was thrcmcly hard on the Terre Haute area:
Its c,mprl,(),_\ ment was scverely reduced; but its population remained
steady. ‘The impact was greatest in heavy industry with its preponder-
ance of male cmployees. There may have been an influx of female-

cmploying; low-wage cmp]oyers such as canneries at this time. In any

case; the percentage of vomen in the area’s total employment rose from

well below average in 1930 to near average in 1940 and has stayed

there since: )
) T erre H;iuu N (haningr and hea\y manufacturing base was ]arge]y
gone by 1940. The area had declined in population since before 1920

L
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biit had remined a significant trade and sérvice center with con-
siderable food-processing employment and a large coal-mining sector
in the outlying parts of the SMSA: Despite the closing of the Pennisyl-

vania Railroad’s western maintenance shops at Terre Haute, the per-
centage of railroad employment was still significantly higher than the
national average. S ’

" Although the decade of the 1940s was relatively prospegous
for the Terre Haute arca, the 1950s were disastrous; the agriculture,

tining, railroad transportation, and food-processinig ‘industries each

shiedl several thousand jobs, while even wholesale trade, retail trade,
comimunication; and government showed losses. Only the electrical
machinery sector expanded significantly, but it was far from enough to
prevent a decline in total employment. ) o )

B The 1960s were not as bad as the previous decade, but they
sliowed nio redl departure from the established pattern, Mining, agri-

_ culture, food products, and the railroad continued to decline; trade and

miost* services failed to keep pace with the expansive trends in the 1960s
(the exception being a major expansion of Indiana State University);

and manufacturing. grew, niotably paper; chemicals, and electrical
mnachinery. The loss of population that was triggered by the distress of

the 1950s, combined with some growth of employment, made for

improved income per capita; nevertheless unemployment and under-
employmetit generated by the declining sectors contributed to a ‘poverty
level of 9:6 percent in 1969. o

Vigo County along with Clay, Sullivan, and Vermillion Coun-

ties comprise the Terre Haute SMSA, which is located along the Illinois
border in West Central Indiana. A digest of 1970 population and hous-
ing conditions shows an old, stable population; often poor biit strongly
ifnclined toward home dwhéféﬁiﬁ and with cxceptionally’ low-valued
stock of owner-occupied housing:

The” populition of Vigo Gounty peaked in the early 1970s. A
slow decrease was forecast at least through the year 2000. Most signifi-
canily; Vigo County population, as‘a percent of the total state popula-

tion, peaked at 3.42 percent in the 1920s; that percentage has decreased

.slowly and will continue to decrease to about 1.8 percent by 2000. The

age-group demographics_for the A4980-1990 decade indicate furti.er

aggravation of the situation. At the time\that tic economic develop-
ment project was initiated;, Terre Haute was well on its way to becom-

ing a “former city.” Drastic communitywide action was required to
alter these trends:. i o N -
Image: Like many other cities throughout the world; Terre

Haiiite has had problems in overcoming some negative popular percep-

\

-
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tions o’t‘its’iii;n;mii- iirtiiiiijition opgn 'Oi'di'n'an'(‘eS' cormpi péiiiiéia‘né*
Larly decades ofthls ccntury Unfortunatcly, the lmpllcatlons of those
lcaturCs tcndcd to. lmger and f‘oster negauve lmpressmns Such den|-

tive image. .
At thc time of thc economic dLiéélopment prOJCCt the communlty,

stdte and federal levels. The conditions of cnty streets and rdllroad

crossings reflected acceptance of low expectations. A “bootstrap” effor!

to eliminate the defeatist syndrome was essential if a further downbhill -
slide was to be averted.

Attitudes. In general, attitudes in the comsmunity were basically
individualistic: “I'm O.K. Why worry?” Political strengths were high
with niuch more emphasis on political party success than on overall
community success. By the same token, the labor constituency appar-
ently pldced more emp'hasi’s' on the in’divi'd'u”al than on the tO't'al com-
forced by a “we made it through before; so we'll do it again” attltude
But in the face of the -comimunity’s. cconomxc trends contlnued com-

effort was seen as essential to alert the commumty to the real danger
ahead.

sive effort has gone into a variety of local projects aimed at treatlng the
cause of the Communltyé current status or the effects of those causes.
Unfortunately, the majority of that effort has been placed on treating
. the symptoms rather than the problem.

The primary causes for deterioration in the Terre Haute and

quo Coiinity area were failure to develop competitive advantages, arti-
“ficial barriers to free competmon arbitrary or politically motivated
actions; and lack of rea! leadership in the past. It can be argued that the
demographlcs are in part cause and in part effect. Biit the demographlcs

are real; changlng those trends m averyl broad sense, w1|l requnre mak-

in devciopmg the freight- forwardlng potentlal (rall and alr) that existed —

because of the geographic relationships between Terre Haute and the

major markets of the mid-west—have caused the loss of competitive

advaritages in both the industrial and business areas. These and other

57
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catises had to be a2l Pungelily by the economic development
project, A reorderimg'? i ljgs Was imperative,

Project Recomy" ) Y pp#™by: The idea for the Community-

widy Work Force Deyf A\ POt was conceived by the Chamber

of Commerce’s ExistB A gyt vy COUncil (CCEIC), chaired by the pres-

ident of the Terre Bt A P Lh3ber of Commerce. The counil,
which is comprised {7Vl \ngatVes from the major manufacturing
firms in Terre Hau ¢y ¢!V sr*OUnding Vigo County, mects regu-

larly to address issu "y PN £0S affecting business and industry in
the Greater Terre B Wiy Ofe such issue is existing industry's
concern over the fusf 1\ Pty 7Ailbility of skilled, professional, and
semiskilled labor %) W o APCYed industrial expansion and a
general migration o ;¢ 49UNg peoplé for career opportunities
elsewhere, - - _ )

“In 1979, a peyis MAuglySIS of the Greater Terre Haute Area
revealed a continuing™ A Y { ﬂ,‘hﬁ number of high school graduates
anid a decreasing 1l ;79\ ©© 20 unusually large number of older
employees who wougvt (N g "I the current labor pool over the

next few years. UnllfS A/ Red; 08 Council realized that these trends
would most certairg Pt N Je'Mmental effect not only on Terre
Haute's ability to attd'_ ey hg#?'™ iuto the area but also on its ability
to retain existing im0

In addition; ISl ks P decade of the 198us, based on
demographic data, 1% 7 Syt Very real problems for Vigo County
and Terre Haute: Wil & ¢ Nyit®d States as a whole can expect a 10
percent increase in ol _log" at30" Indiana can.éxpect only 4 percent.
At the samic time, V¥ v PPPulation will shrink slightly. County
population in the fi {0 Pyt Y faur-year-old age group will drop
about 15.4 percent: it W, A (4eMyfive- to forty-four-year-old age
group will iricrease T VA ) 1 1gnt Significantly, census data corapar-
ing 1968 and 1978 ¢\, By, 154t employment grew by 15 percent
over that ten-year pu" w1 (3¢ *NY significant decrease being in the
Transportation éhd[@fkjif&hih—{y, area. According to census data;
although the Terre: [\ ,S,Né??fs; considered to be deprgssed; the
arca’s broad diversi {87 Ny c*Uring operations provides a stability '

not present in sing/P*¥yVy 29 Munities. As a consequence; the
unemployment rate ™ gy 4 g2 3¢ helow average for the state. In
sum; the economic ("¥e ¥Niugd Pt highly vulnerable to a continued
decrease in personsi P ks N area work force. ,

, The Commuy™ "%/t WoFX Force Development Project was
“ereated from existiny® lyg™Vy plan tg stabilize the labor force arid to
accommodate econgy” W‘V X 7P project consists of an action plan

/
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that is capat
nculs ()t [ll(, cmploymg Lommumty The pro_]cct represents a commit-

'uupatc activ Lly in a skills dt_velopn.cm program. »

Organizational Structure of the Project. The Existing Industry
Council suggested that Indiang St f\tc-UmVLrsxtys (ISU) Cooperative

" Professional Practice program could scrve as an effective tool in solving

some of the problem; particularly if it could be coordinated with exper-,
iential learning programs offered by other educational institutions in the
community. The council felt that 'ISU’s Professional Practice program.
woul(l prov ide. {[ Sti"bcti:xr{:d lr;'tmcwork around whlch to cluster other

v (lm ation at thc hlgh school level, cooperative education, career educa-

s
tion, sunimer eniployment programs, and internships: As that ffame-

work develops, special consideration projects, such as employment of

the handicapped, programs for adult women wishing to enter or

reenter the Wo'i'k forcc mmorlty Pmployment programs, an”d appren-

was approvcd in Scptunber 1980 by the Chamber of Commerce’s

Board of ‘Dircctors; is admininistered by Indiana State Umversntys
Coopcmtlve Proiessnonal Practice program, éhd i§ 6'péiétihg as part bf

“needs of the C:rcater Terre Haute Area.

Funding. The Existing Industry Council provndcd initial seed

money for the Work Force Development Pfroject by SOllCltlng finaricial’

contributions from major area employers. The seed money covered the

costs of the initial project design and its implementation, but in the

long run, the project will have to exist on community resources. The

industry contributions have, in fact; been kept to a minimum so that

funding can be shifted to a communitywide support base as soon as is
practical. The council estimates that it will take about three years of
mlplementat:on effort to develop a system that will produce more value
for'the community than it costs to operate. )
Staffing. The labor-lntehSiVe portions of this project occur during
the initial survey of the exnstmg work force and subsequenitly at inter-

vals whcn change mf'ormatlon lS sollcrted Pro_ject stafﬁng mcludes one
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provides proguun guidance with the assxstance of an advnsory couricil
from the employing comimunity, and of a rccently appointed cocredir t-

ing committee from the education and training community.
It is worth noting; also; that mvolvmg area high schools. and

thieir stuclcnts in the project is ’umed at lncrearsmg student awareness of

the tieed for early career plannmg and at maximizing the effectiveness

of high school career counseling and career exploration: :
Budger. For such staffing, an initial budget of approxxmately

$4,500 per month was required. Imiplementation was projected to re
quire three years, at which time the project was to have proven itself

and thercby become a community-supported effort. Precise budget

estimates for future years would be based on development and imple- .
rrléritriiiiiri ej(périéﬁté of the first year. For forward planninug purposes,
ho'wav& thé ;iririiizil budgét Wzis prbieetEd oh a 'p’l'us 13 p"e'r'c’e'm b’éisis a

C(onomy
Advzsvry Council: A ten- person advnsory council consnstlng of top

ofticials from business and industry; city and county government; and

education was formed to sct goals and objectives, identify work assign-

inents, and monitor the progress of the program. Subsumed under the

advisory couricil were four planned committees with the following pro-

ject lepOﬂblbllltlLS ‘
t. Training Resources Comnittee — to. identify all educational

programs, agencies, and organizations providing skill train-

ing or related services. An end result of this con: mittee’s
work was the developmenl of a comprehensnve Directory of

2. T ralmng Evaluation Commmee-—— to evaluatg tralnlng curri-

cula at the community college and university level. This

: comrrilttee would visit four -year colleges tcchmcal msu-

lcqcs located within the maxnmum labor-draw area of Terre
Haute: They would examme courses offered, program ‘con-

tent; -and enrollments An end result of this committee’s

“work was a series of recommendauons on ‘ways. to improve

the quantity of educational programs to meet local industry’s Sy
 and graduates' needs.
3. Training Equipment Coordlmmon Gommlttee—-to de: -top

a total inventory of surplus cqulpment and manufacturing *

products available through area companies that could be used

for training purposes by high schools, technical nsututes,
and two-year and foug-year colleges.

- »

LY



Q

ERIC

Aruitoxt provided by Eic:

*
55

- oped brochiires to describe area business operations and to
identify specific job opportunities available in major area

companies. This committee would have responsibility .for

mformatlon d|ssemmat|on to educators students _parents,

sentatives recogmzed the need to ldentlfy the spec1ﬁc skdi reqmrements'_

of employers'in the Terre Haute area— information necessary to design

zmd lmpierhent eﬁ'ectlve Campus-based and employer-based trammg

Survey Method Inmally, 108 emiployers in, the Gredter Terre
Haiite Area were miailed a survey and asked to |dent|fy current and
ant|c1pated jOb o'penmgs at calendar mtervals, in skllled profess1onal

in over forty, -one Job ,categorles.f A llst of occupatlona! titles and deﬁm-
tions fdr skilled prbduetibﬁ arid techriii:al sujjjjbrt jﬁbs Was jjrbiiidEd

hlgh school dlploma in addition to spec1ﬁc vocational or technical train-
ing at the high school or community college level: The survey was not

designed to measure the total job needs of area employers but.rather to

ldentlfy those erltical sl\liled jobs that réguire both academic and

Plant visits were made to most of the companies participating in
the survey, since every company m the area has an lmpact on skllled

The survey instrument was also des1gned to prov1de wage data
Thls mformatlon is extremely valuable in helpmg to attract students in-

ment to determine the degree of change. It was ,agreed that such: a
resurvey would be done on ayearly basis to coincide with each organi-
zation’s fiscal or planning cycle.

- tunities in local busiriess and mdustry The commiittee devel-'
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Future Directions. It is obvious that employers are very concerned
about education and training. The United States no longer leads the
world in advanced technology or productivity: If productlvny is to

hecome an American value again, the educatlonal system must do its

part.
As hiiﬁizii’i iéééiﬁié éhd i‘égibhdl btbhbiﬁit d'cvel'o'p'm'em profes-

tied to the Work Force Dcvclopment Prq]ect mcludc .
¢ Establishing and expanding cooperative educational pro-
grams to involve hlgh school and college studentg in practical

work experiences -+ : -

o Developing a program that offers summer ark part-time
dmployment in industry for vocational ‘ééiLhcrs counselors;
and LO"LgC professors

s Organizing visits to mdustry sites for gtudcnts parents and

"~ educators -

s Broadening and increasing the effectiveness of career-day
prograins and information dissemination

e Developing a roster of industry personnel to serve as on-

campus instructors, particularly in the technical fields
e Serving as liaison with ¢.ate, county, and national agencies to

1drcnufy regional needs and funding pnormcs for related .

' tralmng

-~

Conclusmn

The recurring theme throughout this case ﬁtudy and its major

iniplication far educators; employers, urban planners, and coopcrat_’
cducation job developers lie in the recognition of the increasing inter

dependency»-among all sectors of a community and the urgent need for

effective communication. Too often the bublic, private; and educa-

tional sectors concerned with a given issue express their views from a

narrow or isolated perspective, with cacophony rathcr than construc-
tive communication the result.

~ With this project, the Greater Terre Haute Area Chamber of

Commcrw and thc Exnstmg Industry Councxl have achlevcd a rraJdr

a

resource and economic dcvclopmcnt issues. By encouragmg partncxpa- .

tion and frank expression; the project leaders offer the community par-

ticipants an opportunity to forge a fruitful coalition for the future.

62 - g
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The cconomic (I( -velopment and work-force problems in Greater

Terre Haute, Indiana; are not peculiar to that metropolitan area: To a
lesser or greater extent, they exist throughout the country’s urbam —
centers. What appears to be peculiar to the Terre Haute area, how-
ever, is the collaborative process used to understand thc communlty by
ci;j'rniiiing 1ts economlc dcvelopment Sucqess in this project was

to work ior thc commoh good
The experience, .Ltructure and procedures of thls pl‘OJeCt there-

=2

problcms but also can servé~gs a model for other communities around
the country. Mndified to fit the economic and demographic character-

istics of a particular community; this model can be applied to the eco-

nomic benefit of a large variety of fommunmes

Reference : #
Ru;( E. No Growth: Impadx on /Wmapalxlan Aveas. thmgton Mass.: Le. Xingibn Books
1975. - .
3
~

Joseph A. Borgen, pre:zdenl of Des Moines Area Cvmmunzty 7
Collegr in Iowa, zx vice- clzazrman of the Greater Des Moines o

I/%Yzam B. Shade, directcr of Mancgerial Recruzlmg and
Cooperative Education Programs, General Moto~s
Corporation, formerly was associate dean for e.ternal
affairs at General Molors Institule in Michigan.
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\ 7‘ize nexus betwwn ﬁfﬁal and state mteresls on tﬁe one.
\\ ,,,,,

\\ will becomg mureaswgly 1mportanl and more complgx over the
\ next several years. Various techniques can help facililate the

\ connections among governmen! and communily groups.

S ]
\Understandmg |
Cem‘ers of Actw

ommuntties as

Edw\araj/D. Goldberg
/ |

i

S(.vcrd} principles provide a backg: und:for undcrstandmg commun-. e

ities as'centers that promote state and federal |r§t -rests: These prin-
CIplcs essentially assert that |mplcm ntation is best carrlcj out'at the
level closest to the recipient of service. In pohtlcal scienc

as possible ought to be carried out by muniapalxtlcs and couniies as op-

"poséd to states or the federal government. There is| also a parallcl prin-
~ciple from political science that is gcncrall)/labcled “accountability.”

This principle asserts that institutions and agencies ought to\s)c glvcn'. )

the latitude to implement programs withouit mary cpnstramt as long
as there are stringent requirements for reporting on the effectiveness

—

‘ proposnlon that fcderal and statc |ntercsts ahould bc lmplcmcntcd at a

requirement that there be accountablllty for actions takcn

\ 'y 7lh|s prin-
uplc takes the form of home rule, which asserts that as many “funictions -

for State .

——

and efficiency of actions taken. Both these principles support the general -

These two prmc1plcs from political science can be supplcmcntcd .

S. V. Martorana, W, E. l'nlnul(hl‘) Dmgmng Prog
24 New Directions tor Commmnity Colleges, nd 45, San F

s

with onc from econemics and one from busmcss management: Adam
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Siiiith, iii The W ealth of N’anvm (1937), wrote of the greatest good for the |

greatest nuniber Howing from a decentralized system of economic

d(tl\lty lo a lalgc (ngree mudl of what he wrote about economlc

has tre mcndous Vd]ldlly Needs can bcst be re sponded to by peoply
close to thc scene.

agement phl]OsOphy of “decentrallzatnon Alth0ugh one can cite exam-
ples of successful; large-scale; highly centralized ¢ corporate efforts in the

UnltLd Stites, thc best models of business success seem to be those that

provide somc central direction while aliowmg decentralized units -

latitude to pursue specnﬁc objectives ziid Impiement specific actions.

The principles support the general therhe that communities have

an lmportant role to play in responding to ‘ederal and state mtercsts In
¢fféet; the principles argue that federal and state policy makers would

do wdl to avoid thc errors of excesswe centrallZatlon and mstead td

.

anisms arc f.‘.\tdb]lShLd for local lmplcmentanon.
Overview of Federal and State Interests

Federal ;iiiri stéiié ihtérésts gzhzrauv oceur wh”e'ri th'er'e i§ 'a”n'e'c'd

lcgardlcss o’ where thdl citizen lives; nartlcularl/ whcn t‘ere are major

cconomies of scale either in planning or, operdtlon in an.area or when

there is,a belief that ealities and local agencnes left to their own ais-

- chuon’ would n_t or could ot provide seryices. This reasoning ex-

plains f fcdcral and stae interests regarding the compzlatlon of statistics;

the federal court system, the federal social security system; and the

federal defense system, to cite a few of hundreds of pcssnbic illustra-
tions.’

The Cdldlbgub éfFederal Dome:tzc Assistance (1983 p: 5) illastra

the federal involvement with local concerns: It “is a go; sromentwide

compendium of federal programs, projects, services, and actlvmes that
provides assistance or benefits to the American publlc " Tt describes 963
financial and nonfinancial assistance programis’ that provnde a wrdc
range of benefits and services. These have been grouped into twenty
bdslc functional cat(.gorlcs by primary purpose. The twenty categorles

are: (Vi)ragrlculturc (2) busincss and commerce; (3) community devel-

. opment; (4) consu wr protectlon (5) cultural affalrs {6) disaster pre-
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(12) health; (‘3) housing; (14) income S(_CUl‘lty and social services;

(15) informaticn and statistics; (16) law, justice, and legal services;
(17) natural resources; (18) regionai devciopmcnt (19) science and

'tcchnology, and (90) traniportduon

ndtlon, and opcratlon. Whlchflev,eI is to do what and,under what con-
straints differs by program and subprogram; often without consistency.
Wh;ii Sééi’ﬁé Clézii' i5 'thzit' bVEi‘ thé héi(t rW yézii’s' éVéii With a

cutbacks in such programs as Comprehenswe Employment Trammg

Act (CETA) two years ago still left federal governmental interests as a

mjor force in human resource development at the local level; and:this

force continues under-thenew Job Trénmi‘tg Partnership Act. The chal-
lenge for u)mmumucs andNQyal agencies is; therefore; how to respond
to these federal and ‘state interests while; at the same time, shaping
thost interests. How comniunities and Imal agencies; " eluding educa-
tioiial inistitutions, participate in ‘shaping federal and state interests will

be lmpormnt for conimunity college decision makers.
I'd

There are four major steps a college can take to position itself as

a center of action for promoting state and federal interests.

sze Management After establlshmg the general prmctple that -

th(' Collcgc faces the first step, which is to overcome what is talled

“Gresham’s Law of Planmng' (March and Simon, 1958): This lawk,

which parallels the economic principle called “Gresham’s Law of-

Moncy (Frudman 1982) State'i that attentlon to immediate, press-

: N <
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izati';il and ;t;;i;: ih’téf’ésik aiiid Withbut the decision maker and stah‘

planning cﬂ'ort w1|l be less than ac equatc

Overconiing Gresham’s Law of Planning is not easy but it can
Ise done: There are three s ways in which time can be made available for
the decision maker iﬁ?éugh time management: changing the definition
of the decision maker’s role; changing the nature of the organizational
relationships, and changmg the personal style of the decision maker.
Agdin, the organizational prlnt‘lp!e(set forth in Gresham’s Law is that,
without explicit effort, the dezision Imaker will be trapped into dealmg
only wnth |mmed|ate operatmg det ll .

maker must work on such detall lslto dehne hlS or her role m such a
way as to narrow its scope. Obviously, changes in the definition o

rulc wnll transhte into changes m the amount of tm.P requnred The

on a view of an institution as an “open system” — that is; a systein that
attempts to surdive by relating to the larger environment. Survival;

then, becomes a function of the types of exchangés the. institution has

wnh its cnvtronment as opposed tolhow it structures 1tself mternally

thc decision maker’s role as belng orje that is externallv orlented based

dCllOIlS potcnual employers njlrJob
and all elements of the local community are the tasks to be g
ity by the decision maker. This is not to deny ere is important

work to be done in connection with internal mitters; this approach_]ust

arkets* the body of knowledge,

- silggests the priority of environmentil relationships:

In addition to the “open systerlis” concept; certain other exhorta-

tions in the management literature cyin be used to narrow the decision
inaker’s role For instance, decision makers find themselves bemg
veminded of the differerices Letween effectiveness and eﬁicnency

(Drucker, 1963) and of the Pareto Pinciple (Juran, 1965).  “~__

In drawing the distinction between effectiveness and efficiency, -
the decision maker should assign firsy priority to seeing that the “right”
taskq are done as opposed to secing that tasks are done well. The

1y

c)\prcssmn that it does an institutior] no good to do the wrorng thing
with 100 pcrcent accuracy reflects thelneed for the decision maker to be

sure he or she is concentrating time op seeing that the “right” tasks are
performed. Even an inefficient job on these tasks will be more produc-

tive than 100 percent accurary on the wrong ones. Role definition must

-bc suich that emphasis is placed ¢': coming up with satisfactory deci-

* sionis regarding crucial problems:

6y
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l hc Pdl( l() Prln(l )lc §u rcsts that a lxstm ot tasks oo ether wnth -
1 ‘s% '8 g :

plnmry problcms z; small number ofmvcntory jtems account for.most
of the value of thé total xnvcntory, and a small number of rescarchers

account for the nhgority of innovations: -
. For the dcuslon maker; Pareto’s Principle 'suggests that atten-

tmn to thc ipproprlatc small number of:tems wil’ qenerate the greateét

‘return to the institution: The problem is to choose the “right” items to

work on an(l o bc sure thaL atlcrmon is:not glen to any itern without

Another n’i'ajij'r -way in whlch to rcducc time demands on the
decision uiaker is to Lhangc the natire of organizational relationshigs.
This can be accomplished by reMiewing the nimber of administitors
rcpoltlnt,r to thc decmon maker wnth an eye toward rcducmg (hat

thé fewer individuals who report and the greater. thc scope of their w.ork
and that of their subordiftates; the more time the decision maker will
have for high-priority items. . B

The decisiont maker’s span of control can te rcduccd easily by fiat.

The decision maker fifds iewer individuals reporting to him or her since

the nature of the hicrarchy "has been changed: Increased delegation; on

the other hand, is harder to implement. It requires subordinates éaf)able
of assuming additiongl rcsponsxbihm_s—capable both in the sense of
having the required expertise and in the sense of having the time:

Incrased delegation may even require the prior development of

-

\"'zi'riijusrs" 'ordmdtcs in ordcr to provndc th(_m wnth mcreased Capabll-l

itics. Yet de\clopmcnt of human resources has to be accomphshed 50

that various functions now pcrformed by the decision maker or directly

supervised by him or her can be perforiried or supervised by others.
Subordlnatcs to- handlc the delegatcd functlons wnll have to,

dclchtc maore. l( is in the msututlon .St interests that rcsponsnblhty
for certain functions and decisions be movcd downward.

There are various' techniques for reducing the time demand by A

(hanqmg anc’s personal style. Most of these techniques arcqf a rather

mundane nature; but they canhave major 1mpact

- . »
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Prepare an agenda for cvery mectmg to fake meetmoc rela-
tively short.

Keep a bricfcase filled thh work handy at all times; so that
work can be done durmg short f)éfiods of time that othrrwise
w()uld be wasted.

Review all socializing on thejob from a cost-benefit perspec-

tne

_ Fiirther, the trick is to avoid interri:ptions. If the decision maker
can ldmm!y charicteristics of those mfbmmg ;méssages that are crisis
. oriented {whether they arrive by phorie or in person), then procedures

can bé¢ established that will exclude all othier messages during periods cf
time when important issuet are bemg worked on. Noiicrisis phone'

une

‘messages can be taken Based on the fact that the decision maker is
ailable. Subordinates can be asked to come back another-time. If

to avoid interruption; the decision maker must work in another office,

or work at home; so be it. Unless they are of a crisis nature, the mes-
siges and people can wait—but what cannot wait is attention to those
iterns that have been identified as having top priority  The aim of this
isclation is to allow the decision maker to work on his or her list of

privrities,
inessages.

not on prioritics set Dy bthels who come with; or call i .

Iﬁfoﬁh'ati'on Gathermv Step : o, which bcgms after Gresham’s

Law of Planning has bean over .nme, involves .an information-

- gathiering process—a process by which'one assesses the environment
wnhm \sl.xch thc msmuuon ~uperates. In promotlpg federal and state

" eav nonmcnt On the onie And one ﬂccdc to gain as great an under-

scavriing as possible of what thuse federal and state interests are, par-

" ticularly those interests that the federal governinent and/or the state

gov unmc ‘nt h.wvc statcd ourrht to be xmplemented through local initia-

seniees ¢ ou!d cones? ! ahlv bc xmplemcn'cd To this end, onc t)bvxously

(.’ncmls.

i-bhcatxons mcluqu (‘m*grcmlona] dctinms,
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ln b( seriotis dl)()lll thls u)mponcnt of mlormatlon gathermg,
erﬁthr dnd enter into dlalogue WIth a variety of federal and state
olticials. At the beginning, this dla_logue might just be with a conigres-
sional aide and with the person in the stiate capitol who is either most
(ipp”rbzi'chzib'lé or most L-dri'c'e'r'ried aboiit the general welfare bf your
grams tdkcs pldCC the number of pLople with whom personal relation-
shlps drc esrabllshed should be greater. After this phase of mformatlon

state programs whose phllosophy and method of « operatlon lend them-
selves to local implementation.

The second component of information gathermg is to assess the

needs of the clientele you currehtly serve and the clientele you might
potentially serve as encompassed in your official mission: Their necds
ought to dictate the priorities you will assign among the various federal
and state interests. It is obvious that a state program that is to be lmple-
mented locally and that has little utility for the citizens in your locality

should bc rdnde low in your prlorlty llstmg of programs.

aside by the decman make: and hls or her staff, there is probably not
enough time to generate proposals for all those | programs that arc ac-

LCSde by grant proposals Flnally, there is an assumption that there

are some federal and state interests that your institution ought not to be

involved in implementing; even if there is a need on the part of your

citizens for such programs: This assumption is based on recbgnmon

that you have a central mnssnoh and would not want that mission
distorted by the addition of many peripheral activities: Also, there may

be many other agencnes within your community that cither have

greater expertise or, for nonpartisan political reasons, ought to be
duded th' rCSp()nalblllv.y for implemcmmg any parucular federal or

.lomlly, lor Whl(.h thc lmtltutlon desires to be a ccnter of action:

Mobilization. The lourth step is the most difficult. It encom-
passes activities which seek the mandate to lmplement a federal and
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Thls step is the rnost difficult not because such mandates to lmplement -

are hard to secure; but because it takes more than a decision maker and

staff to implement fedéral and state interests. The decision maker

should be able to mobilize the efforts of many in the institution behind

an dttempt to expand the programmatlc activities of the institution to

provide greater services to current and potentlal constltuenmes
_ Techniques that have utility in implementing any type of change
involve an increase in service to constituents. Such techniques mvolve
attitudes, people, information, and administrative action.
T here is a need for the program development decision maker to
spend the time with the rest of the top leadership of the institution to

(_rcate an, approprlate atmosphere Ideally, HY vxswn of lmprovcd ser-

apprbach—that is, sharply calling to the nttenuon of al! Lhat the insti-
tution eitheris in or will soon be facing a cri=: if; in lac.. mobilization
does not take place: Itis umortunat; thar the ©12a:"on af this type of cli-
mate is needed, but a vision of inicreased seTvice may not suffice. For
many institutions of higher education; forces uce already at work that

can be used by a decision maker to challenge al! within the m\.tittxtlon

through an atmosphere that says: “If we d¢ tiot seek to improvce service
we will fall further behind.”

There are two people-oriented techniques aimed at secur'ng
mandates to iniplernient and actually to begin operations: The first
technique involves the role of the decision mmaker as a creator of net-,
works of | ldeas and people The problems and programs that the federal

peopl(_
The second people-oriented technlque ihat will help assure suc-

cess is to use the current reward sysiem of the institution or a reward
system over and above that which the institution normally uses to pro-

vide some payoff to people within the institution if they dedicate their

cnergies to implementing federal and state interests at a local level.

"The first information-oriented technique is the use of indirect

pressiire to cotivinice pcople of the importance of any’ pamcuiar objec-

tive. The phrase “prophet without honor in one’s own country” is amply

true for most institutions of highe~ education: Thus; an outside con-

71
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sultant, an advisoy ™ 15ig" Nz 9% A blue-ribbon commission can have
great utility in seljt -+ iy 08 FU Second approach, which allows the
decision maker to % it \i#/'8th of logical arguments and the depth
of ciiotion againg™Y Y ¢'"Rygz2' (80 that it can be withdrawn if resis-
tance is strong), ié‘,lf‘;’\‘ A of FM4 balloons. This approach involves
testiiig the watera, M P, N gaV¥ing others release the idea while the
decision maker st /s WA 5 ]Uge carefully the nature of any resis-

There are 1 8, JMNG 126 0rinted techniques to which attention
should be called: §f1%,/ "Ny O2tCtives and implementing programs
often fail because o A 1131 VE inepiness. A simple but highly effec-
tive approach; ofty' HiyfeN| js 10 set forth a timetable for the accom-
plishment of tasks™ ! ;7R £O Yequire that everyone adhere to the
timetable, The sey?™¥ ;W g I8 for the decision maker to play the
samie role relative«'Pist Moyg/e? 1N the institutional hierarchy that the
federal or state g™ R i Playing relative to local agencies — that

tance.

is, the decision my*2t 304 #¢ the direction, give assignm < or
niandates, and ins A7 A "ability: This approach provides flex-

ibility and implermd-Fyj/, by 9% lower in the hierarchy and draws -

“upon the sanie priit % 4 2 *Wity of local kniowledge and initiative

that make it wise | Vgl g9 Sate interests to be implemented at
the lowest level pod=?y, - ,
The use of 1% g8 vhvicusly will riot guarantee the suc-

cesstul receipt of mHg# Nidl their imiplementation. But close atten-
tion needs to be 'pxl',(,l!, 1o N\ ilF22ton through attitude creation, net-
work creation; renf@A PN Pressure; gauging of resistance; seek-
ing of closure; an itV yAgaton. S

" There is; ™V 1 2y tPF, dimension of institutional response
to implementing RFS4 A sg2F€ Witcrests. This other dimension deals
with the need for P8 ;BN\ £% 344 institutions to influence the sub-

stance of federal 't Fygtf ngf©sts.
Shaj g Federal J8 g AR aferests

- "One of the 2! /PN 47 aSpects of our political system is the
concept of lobbyiry B/ Kz PPt fan only have meaning in a political
system that is opad ™ ;¢4 w7l "lerate the inpat of ideas and infor-
mation. Clearly, Uol?l"f'r)'é‘i',igﬁﬁ\ 70t devious; sleazy, or unethical: To the
extent that there wf 8% \geg/#\ oy n€ State initerests and to the extent that
those interests in R0 N ig? bast be implemented at the local level,
then we have an P2t 12F e insighits and abilities of people at
the local level are-ffTWiggat gof Success,
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The logical ‘extension of this is that not only are local interests
important in implementation but they are also important in setting the
orlgmal lederal and state goals to whl(.h the local mterests are respond-

tions’ assessments of constituent needs the evaluatlon by local mstl-

tutions of how well current programs are workmg, and local institu-

tions’ forecasts of what needs there will be in the fufure.

- Lobbying brings up again the issue of time on the part of local

du.lsnon makers, which can be translated easily into cost. It is time-

(.onsunvng and (.ostly to lobby Also there are lmmedxate pressing

deciini i R »r, that lead to a tendenicy not to become involved uctively
at th + Jede .1 and state levels. There are. also natlonal and statewide
l)o b at lobby on behalf of local mstltutlons the exlstence of these
mg theéir intervsts are bemg represented, adequately Ofteni it is the case
tliat for tlie iiii,titijti'o'ii t'riAt aigg'r’essively wants to secure mahdates to

;'ll\/ th" pl(.lure,can only be complete wher; that )nstlf

tation, smgly or collectiv .. i-.In= to shape the nature of federal.and -

Sl«.[ interests:

For example; one area where lobbying is needed on a partlcular

federal and state interest that has | een implemented locally is_federal

vocational education; we have as good an example as any oflocal insti-

interest in vocational educacion for decades is amply oroven by federal

appropriations during this penod That the federal government has

acknowledged a state interest in vocatlonal education is proven by the

requirement that states develop a state plan for vocational edttgatxon

and distribute the moniey to local institutions: One could argue that, in
voumonal educatlon we have as good an cxample an any Oflocal instl-

lmplementor of this partlcular federal and state interest.

For postsecondary institutions that have participated to date, it
is clear that the federal and state interest has in fact encouraged, for the
éb’ijh’tfy as'a whole,; secondary vocationar «=ducation at the 'exp"en'g'e of

undcrétandmg on the part of thie l'c_dt,ral guvernment regardmg the

73
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pdrllculdrly whcn takcn into LonSlderatlon with the degree of tech’””l”
gical change; cries out for increased funding for postsecondary as op-
'p"o”sé'd to secondary schooling. In every federal tbiigreséibiiél session,

of the federal legislation, much wisdom is lost.
Havnguet cnted an area in which lobbying at, the federal level is

nceded, we can now present three New Jersey. illustrations where

aggressive lobbymg,not only brought to the local educational institu-

tions the mandate o implement activities but also helped shape those

actlvmcs Thc three lllustrauons concern servrces to the deaif com-

to New Jcrscv and service to the New Jersey Department of Transpor-

tation.
In d“ thrce cases, there ‘were needs ldentxﬁed by state e govern-

lhlb nu‘d was,manllested by the establlshment ofa new state division of
th"é 'dé(if Iii th”c’ case of tiiétbrhiied tréiriirig, it was a l'cgisla'tive appro-

tation; it was a theme dlscussed by a new commlssloner who asked for
closer ties with the academic community. In all cases; the state interest
was rather broad, and the method of implementation was left vague at
firs::

. i1 the case of services to thic deaf; today there is a new degrec

pioeian to educdte interpreters; and the field offices of the new divi-

sion it located at three col:kcges In tise case of customized training;

the commumty colleges were \mzsngrfttcd as the prime coordinators of
aii such trz nitng. In the case of dervice to the state department of trans-
portation, mauy <l the state rallezes and universities signed general
dgreernents with the department of transportation that facilitate the
flow of specific contracts. In all threc cases, active and aggressive lead-

Clbhlp was dlsplaycd l)y thc (‘olngcs rcsultmg both in their receiving a

itly dcalt Wlt,h,,l,r,l,,thls chapter !

. Gencral principles from polmcal sciénce; economics, and
business arguc that. local lmplemcntatlon is critical to the
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ive implementation of federal and state interests. These

principles are now being expressed in a. philosophical drift

toward more. iraplementation at the local level.

2. Campus-based administrators cannot assums tha. vUiHikiijt

major effort, their institutions will be effectivi in securmg

mandates to implement federal and state interests, nor can .

they assume that they will be successful in lmplementmg '

 those interests.
3. There is a process that local decnsnon makers should exper-
“ience to.maximize the potential for success. This four-step
process mvplves consideration of a number of techmques
that can help mobilize institutional resources.

4. It is not enough for a local institution to be a passive recip- *

ient of what others determine to be federal and state inter-
ests. The institutions must. engage in lobbying to shape those
_ interests.

meptness in defining those federal and state issues that will

not be overcome no matter how brilliantly those interests are

implemented.
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Even when rbﬁtbﬁir&iiﬁg on local community -organized
group interests in and needfor educational services, educalors
need to know the larger social and economic contexl

2
iy
s

Détermznzng Przorzz'zes Sor Adult,
Education: An Example of
 Statewide Needs Am'ssmmt

Dan E. -Moore o

The ﬁrstsong in Meredith Wilson’s hit muqcxal Tﬁe Music Man er-s
with the phrase “You've gotta know the territory.” Getting to know the

|y
territory is one of the ﬁrst steps in havmg a successful educarlonal p’r’o’-

commumty -based postsecondary and adult education. However sys-
tematically assessing the educational needs and program potentlgl ina
particular community or locality is fio easy task. The purpose of this
chapter is to describe in some detail une example of a commumty needs
assessnienit—a recent statewide study of commiunity needs ;conducted
in Pennsylvama In addition;, ﬁndmgs from_this Pennsylvama study
that relate to educatlonal programmmg will be presented brleﬁy

Today needs assessmpnt isa popular topic in many c1rcles but

uantus to the idea by mandatmg a-number of needs assessments as

requircments for funding. Yet in a comprehensive review of a number
of state and federal programs; Kimmel (1977 p: 17) concluded that

“not a single program defined needs assessment. Most of the programs

state no techniques at all for conductmg a needs assessment.”
I
{ ‘

§. V. Martarana, W, E. Pnland-(F.dn ). Designing P serams for Communit Gmu T
New [irections fur Community Colleges, nn. 45 San l'rnnclun Jmu:y -Bass, Mirch ]954

: I
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for their opmlor?/nd from whomi else they have heard these opinions.
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Although the | pmwss is gcnerally ill-defined, its pla%'\e m/educa-

tion is an old and important one. In fact; most of us have been conduct-

ing needs assessments of one sort or another all of our professmnal

lives. One way is simply to keep alert to what is going on iri the com-

munity: Read the local newspaper; lisfen carefully at gathering places

such as barbershops, beauty shops, or diners; talk .to students and
potential students; and join a variety of social and professional clubs. If

you make it known that you and your organization are open to sugges-

tions arid innovations, people will often volunteer ideas. Another way

of performing informal nieeds assessiient is by seeking out information

that is alrcady available in communities in the form of eéxisting written

" materials; dv.mographlc data are prowded by the U.S. Census Bureau

and a varlcty of eocml indicators are collected by natlonal state, and

definable techniques for needs assessment in addition to those just

_ritentioned: She includes group meetings; conferences and workshops,

public hearings; consultations with key informants; and participant

and unobtrusive observation. One of the more formal ways of going

about conducting a needs assessment is to do a survey. Yet a survey

can be as extensive as a statewide study or as brief and superficial as a

checklist on a postcard serit to a small number of orgamzatlons

There is probably no one best way to conduct a needs assess-

ment; however, there are’ benefits and limitations to each approach.

For cxam"pk the iore informal, face-to-face discussions help us to
answer the questions “What?” and “Why?” We can probe for an elabo-

! can seek to understand the rationales people have

The moré formal survey approach, however, is probably better

at answermg the questlons “Who?” and “How many?” For example,
how cxtensively are the ideas and beliefs held among a more general

population of organizations or people? To whom have- we been

spcakmg—cm‘ly the most vocal or. artlculate, the most highly educated,

" or those who already control the #ost icsources? Perhaps the best and

most thorough strategy is to develop a needs assessment process that
combines elements of all approaches.

- Purposes of ﬁcéﬂs ..asessment

Thcre is substantial literature on n needs assessment in hlghcr and

continuing education. If you are interested in examining an array of

studles done for pa,rtlcular colleges the varlous Educational R=sources

/

?
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v‘Irlcty of 5tudlu make synthcsxzmg all the matcnardlfhcuu In 1 79,
the Office of Lifelong Learning of the Ohio Board of Regents took a
novd appro‘mh to thxs problcm Uohmon, 1980) Thcy held the
Learners” to ldcnq{y cxcmplary studies. The chief characteristic of cur-
nt assessment ufo"rts ai'c’c'drditig to the spb”ri's'dr's of th’i's' ébiﬁp’éiitibﬁ

re

sponsorshlp :
In addition to picking exemplary studlcs the sponsors commis-

sioned K. Patricia Cross to draw on her existing work (Cross, 1979) in
order to develop a chapter on the state of the art in needs assessment
(Cross, 1980). Cross identifies three major purposes of past assessiient
studies: (1) to-gauge the size and interest of potential ediicational

ni.ukcls (9) to assess the access of vanous s target groups to educatlonal

Hew studxc s are unable to make effective use of thlS larger b (Ly' ofllter-
ature becuuse the studies’ purposes were not clearly defincd. There has
been a tendericy o sdopt someone leeb appro; ich (including someone
else’s questionnaiicj. This creates 'lcrii's: ﬁrst the study
generates answers that are alrcadyf """

answers to questions that you oryefir institution never asked or r wanted
‘to know about. The bottorn line is that anyone who begins a needs

¢ssient prOJcct mast spend time clarifying the information needs of

(IS\
their organi
If people pcr(ormmg the assessment do not understand the use

to which the information is to be pat; they are likely to ask questions
the public is unable or unwilling to answer. For examplc it is probably

“inappropriate to ask the public for solutions to the curricular dilemnias
of continuing education; however, the public is the single best source
for specific information that will permit educators and planners to
develop effective curricular solutions. To get this information, the edu-

cators must framc quesuons both that the pubhc is capaole of answer-

One cx:i'm’p’le from another realin of publlc pollcy describes a
statc ¢ energy planncr who scoﬂld at t.tc 1dea ofa publlc survey as ,1stmg

.
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. volved in defining objectives, reacting to specific sample que"

. -

' complu\ and international in scope: But he d|d see the xelevance to his

work in knowing how many people were using wood stoves and how

many had increased the insulation in their homes. Needs assessment_

researchers must be sensitive both to what the sponsoring organlzatlon

waiis to know and what thie public is able to provnde
If, as Cross {1980) says, the major problem is to have the goals

and information needs clearly defined, the next most bothersome issues

¢ “how to convert the data into workable education programs and -

\tho gain acceptance in the community” (p. 16): All too often; doing a

lmplememed and (4) an evaluatior is ronducted. A more useful ap-

proa?h is to view the. needs assessia:.* process as a continuous and
interdctive one: For example, an assessment can becoie an evaluation

“of previous programs: Existing programs are continually being changed

as they are being implemented: The key element is to plan for this con-

tinuous "process. Educators, coramunity organizations, and users,

be Hexible about moving among the steps:
‘More specnﬁcally, when the needs assessment is going to be a
need to b ly in-

.~hether individuals or groups; need to be involved at each step and to

formal survey, the various constituent groups need to be acti

helpnn to respond to the pretest instrument, and assisting in ter-

preting the results. Frequently educators and otners who use nkeds

assessment make the fallacious assumption that, once the answers to

. the questions are compiled, the policy and program directions will be

obvlous This is seldom the case. The fact that *he relevant groups are

working cooperatively and conﬁmuously 15 probably as important as the
answeyps to specific questions from the survey.

{The failure to address the quesnons of purpose and process
could be attributed to an excessive fascination with methodologlcal

niceties, such as drawing a sophisticated sample; using questions withi-
the highest coefticients of rehabxhty, and so on. The actual conduct of

any parncular needs assessment is always some balance or compromise

among the issues of costs, informatlon needs; sample size; and 1 urgency

However, there is no reason to sacrifice rigor for usable knowledge in
fact; the two go hand in h”'”d o

, v

“PcnnSylvama. The Cltxzens Viewpoint”
.
I:et us now turn to a comlderanon of “Pennsylvama' The Citi-

. ‘

79‘ .

ent is seen_as a foul- -step linear process: (1) a needs
Jsse:;)sment is conducted; (2) a program is developed; (3) the program is |
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assessnient process thist iempted to take the issues we have mentioned

“into account. While this study does not address solelys educational

*\

lbbllCS its hndlngs do relatc to some lmportant aspccts of Lducatlunal

lollowmg goals were (.lLarly defined:
I Devclop pnontlcs for educational programs and program

ve Extension Service, particularly in

the areas of commun‘lty development:

2. Develop a range of information on citizens’ prefercnccs for
state and local community’policies in the 1980s.

3. Use the opportunity of the survey to gather information on
citizen characteristics and bchavnors to inform basic research
in the areas of migration, energy behavior, and community
service demands. P

Obviously these ehjectives ovcllap to sorie extent, but the ma_)or

criteria for including items in the survey was whether the information

wis Seen as useful by at le ast one of the followmg groups: cducators at

ofhccs throughout the _state; and rescarchcrs }
The first objectivé of the. planncrs was to define the broad | pur-
pdééi of the study and then to decide on spccnﬁc mcthods Bccausc we

makcrs it was decided that the sample size should bc large enough to

_permit gcnerallzatlonq about adults residing in relatively limited local

arcas. Specifically, we wanted to generalize the findings to each of the

sixty-scvén counties in Pennsylvania: In order to address such a large
and geogrzphically diverse sample of people, we selected a mail survey

_as the vehicle: A number of other states have conducted similar surveys

in recent years so that scvcrdl ,nodLh ior conductlng a statcwnde survc,' .
Beaulieu dnd Korsct iing, 1979).

The basic objectives and the survey parameters were established
i1 consultation with an advisory committee drawn from throughout the
university. The decision was made early by the advisory committee to.
seck funding for the study solcly from within the University so that the
Ci‘iiitéil détiéibhé i&'bijld i'éﬁiéiiﬁ Withih thé tbﬁti‘dl 6f thé sutrvey gfbijri
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ber of questions ‘within the broad objectives outlined. Sufficient fund-
ifig was collected in this manner, and each of the sponsors was'invited
to participate on the advisory committee with a number of research and
cxtension specialisis (Moore and Ishier, 1980). o

Next, in order to enisuie that the information would be useful to
decision makers in the s.ate, we conducted more than 100 interviews

with legislators, cabinet officials, local go* srnment officials, leaders of
civic groups, and staff and advitory mumbers of the Cooperative
Extension Service. The purpose of the surveying was ‘explained. Each

interviewce was then given the opportunity to respond to the questior;
“If jou could ask 20,000 Pennsylvanians five guestions ‘that would help

" yeu make decisions in the 1980s, what would you most like to know?”

Exch of the individials contacted was enthusiastic about. participating

. (especially after we explained that the survey would not cost them any-

thing and was Being conducted by Penn Stare as a part of its public ser-
vice mission). Interviewees responded quring the interview and were
also given a simple two-page questionpaire with which to communicate
additional thoights. ) o . ,

~ Not only were these decision niakers and potential users of the
results important in developing ideas for the survey but also th: inter-
views themselves marked the beginning ofea process; a relationship;,

beuween the university and a number of organizations: In short; we

Were developing an audierice for the results before the study was con-
dacted. Throaghout the entire project; we were demonstrating that our
organization,; the university, could cooperate and would deliver. The

100 individuals and groups were conacted for information before the
quesijor »uive was consty cted and were. also involved in reviewing
cach i . of . questicnraire. They were kept informed at each stage
of thin o

“¢uw .tion precess and were the first to receive results. These

-individuuls and crganizations were key actors in the dissemiiiation and

use of the survey information:

" The Survey Methodology: Cross (1980) criticizes some of the
existing studies for their narrow-minded attention to methods to the
exclusion of a concern for purpose and application. However; our

experience is that potential data users are invariably interested in_the

methodology, particularly if the results do not confirm their suspicions

from past experierice. Put bricfly, the best available methodology

should be used; this means paying close attention to sample selection;

instrument design, and data collection procedures. : i
Selecting the sample is dependent first of all on the purposes of

the study. Obviously, if the goal is to understand the experiences of

8L
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- current or p’:m Qiiiili-iiti such students should b"e' thé tai-géi of the h’éé'dé

tive was to draw & ncluslons about the general popu‘atnon of adults in
Pennsylvania; hence, a sample from that populatlon wads our target.

In every case, 1t IS necessary to specnfy the universe of all persons

and the resources avallable you may need to draw a sample. Although
the problcm of dehnmg d enumeratmg each of the elements in the

an ard 't-thc size of 4 state. Some communities within a state may have
wch lists, but there is always: the problem of how up to date the lists are

~ and how many communmes have them There are some genera
)

hcense hsts cach source has its mierits and lxmxtatlons

The list of licensed drivers in Pennsylvanja was selected for, the
Citizens’ Viewpoirt survey for a number of reasons. First, the list is

available for use Ry rescarchers: (This is not the case in all states.) Sec-

ond, the list is constantly updated. (This is also not the case in all
states:) Third, because the list was available for analysis before the

sample was selected, we could examine’its biases with respect to known
" characteristics of thc sampling frame. On the basis of this knowledge,
we could select a random sarnple stratified by county, age, and sex,
which reflected general population parameters. In addition, the dnvers
license list permitted us to sample individuals and not households
(Wthh is generally the case with telephone direciories).
Conccrns\about samphng cannot be overrated. On the oft-

hand itis 1mp01tdnt to recogmze the potentlal hmltatlons in generam

ently wrong ll the rescarcher takes ¢ cyery tenth person who | passes by in

a shopping center; however, gveryenc from the researcher to the user

of the data must be Cogm/ant of the populatlon to which the data can
- be generahzed In this case, that populatlon would be the people who

pass by in a particular shopping « center; not the gent,ralrpopulatlon of

the communitye The Citizens’ Vlewpomt survey sample was determined

to be 20; QOO adult cmzens in the state: lThc driver’s license list was

sélected as the best universe from which to produce such a sample.

Once the sample was selected, the next step was to develop a
S
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“anid in the substantiv

71

«, we udopted the procedures described in Dillman’s (1978) book on
total design method. We believe this is the best treatment of the
i aind conduct of a mail survey. The book also has a detailed dis-
ion of telephone survey mcthods. Dillman synthesizes previous
rch by illustrating why one should do everything pos-
- the cost and increase the rewards of responding for

i+ hod for securing the highest response rate possible. In order to do

dent. He shows the importance of a cover letter
d appeal and that is personally addressed

also stresses the importance vi‘a careful

tent il re

that conr,

t computer technol-
snalize cach of the 20,000 cover letters; w update
tionnaires, re follow-up muailings:
survey v i uary 1980. A week later a

sent to each of the 20,000 puersons sampled,
sponded and enicouraging them to respond

Ire

iore weeks, those who still had not
a final letter and 'ri.'p’i'zict-mcﬁi ques

N The coiistriction of the questionna
cliciting a high responise rate and in obtair
Dillinan spends @ great deal of time elaborating alternat
forniats and overall questionnaire layout: Making the questionnaire
easy to read and simple to fill out is essential to reduce the “cost” to the

ionnaire were serit
-tified mail.

itself is a key clemei
ng quality information.

respondent. o ) )

Ii-there is a single key element to the success of any sur
the careful pretesting of the survey instruments. Following Diltman’s
preseription; we pretested with three distinet groups. First; we ot the
' h methods
ped

v, it is

reuctions of fellow researchers and other experts in research me
. policy arcas t¢ be studied. These people he
iisike the wording of questions compatible with previous rescarch and

hielped avoid errors of fact and technique. A second group included in
thie pretest were potential users of the vesearch infornuition such as
goveriment officials In this case the pretesters interviewed carlier were
wssuring that the questionnaire responded

used. Thev were helpful o as
to their dita ieeds. o ]
~ A wird group of prejesters consisted of a sample of the general
population living ciose to the university: These people were chosen to
simulate actual respondenits. Some were mailed the questionnaire;
others were asked to fil wiit the qtgcs‘iionxi;ﬁ?é in the presenee of the
researc 1o so that we could have their immediate feedback.

83
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anew diaft of thL que

t'iii‘tfi'ci‘ p"r’c'i-s;ti'riq Ih(. ﬁndl qULSll()HHdlrL wuu lhrous,l ughl com-

sary. Whl](. we belicve Cross is qunL correct to say that

de l‘uls gu in the way of the larger goals of clearly chhnmg purposcs

and establishing processes for use, then this concern is rmspLxLLd But
conc cived study 15 vutually uscltss un

.uxnm ' np(ll(‘ls

i the Citivens” Viewpoint study; over 73 percent of the sample
whio ceived questionnaires returned them in usable forin. Response
rite is tiot the only indicator of-quality, but the high response rate we

received does suggest that the questionnaire was relevant to the con-
ceris of hany respondents, that it was casy for the respondents to

_understand and, return, and <hat the attention paid to detail helped
~nake the study lmportam ie respoindents.

NMorcover, response tulc is ngi only a general indicater of stirvey
quality but it is also important in itself. Our preliminary analysLs of the
survey responses suggest that -people. who respond early to mail'surveys
are dlihunt irmn lh()b(_ whu re sp(;nd latc. For "xamplL carly rcspond-

llmn are those who rc-spond to later maxlmgs 'If we had been satisfied

with only a 30 or 40 percent response rate; we might have drawn very

misleading conclusions about the population as a whole: Garefully fol-
lowing Dillman’s total design method virtually assured us of at least a
60 pmum re sp()nsL rate. wnh a gel nual populanon Dlllman reports
t{t Heotis dll(lltn(tb such as profc.alonal educators.

Sotiic view the procediires and the total design method as: too
costly. However, siivey researchers and particularly niceds assessors
cannot aftord zot to use them. ()l)vxously, conducting needs assessment
studies requires the art of comproniise, but it x.s,butcr to use a smaller
sample 2iiid iiiiii‘b t}iiii‘iiiji,*h f(i]]UiV:Up than a larger sample with no
follow many people; but inthe former
case the pu)plpdrc i batter errLscntgtloh' of the-universe under study.

Uses of the Cit.zens’ Viewpoint Data. The amount of information
generated when ovee 14,090 individuals complete a ten-page question-

| 84
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maire is alwost overwhelming, Tt was Lihly be
lizid been LluLlOp(‘(l mn lnu with the <oady nb|c ives th.- it was possible
to tse this information in a timely mavoner. The frst publication was a
Sixteeii-page tibloid that summarized the statewide results for most off
llu jiestiviis in the survey (M()nr( and Ishler; 1980 intent with
this populan/ul fornu was to produce the results qu. or respond-
ciits (who were proiised results if they desired); for sponsors; and for
iligse tsers whio were fiiterviewed to dcvclop the questions: The three-

color tabloid also seivid as an advertising piece for potential users of
the data ba

cause a svstematic pxan

Tliis publication was in print less than one month after
. -ihe last questionnaire was returnied. The release of the:tabloid with
/ pl(\\ ulvdsns dll(] p’iL;; u)nkrcnccs qcncrd!gd wnde interest in the

grim pn(mm s for cdumuonal programs in the Cooperat E E*h-nw i
Service in Pennsvivania. To this end; we worked closely witti suae
rey
reports. In
i'\(lt'ii\"iiiﬁ i'-

ional, and county staff to frame questions and to produce usuule
addition; a ser of regional publications was tmgcted for

advisory planning committées. ‘We also produzed a ten-
m(l audio show that was used to introduce the study to
Iwclvc Loplcs ol the prcscmauon were made avallable.

estiniate, Mwiore rlmn 20, ()00 pcople saw this presenmuon al()nc The

data and reports 1ii various forms have been used by program planr ing

cotnmittees at all levels.
The second objc‘”tavc wias to provnde current information on

public policy issues o ion makers at state and local levels: In addi-
tion to the tabloid and icty of workshops, special reports weie pre-

pared to users’ spC( if 1= For cv(lmplc the state de partment oi ig-
ing was interest -iorit.  for sénior citizens' services as indicuted
by the elderly thcmsclvc‘# compared - the rc,srlmol thie popusation; lurf
ther, the (IL;)((ft.11cnt was interested in the differences oetven rural
clderly and the urban clderly. We were able to use our ex sive data
base (o produce a report that answered their specifiz poiicy quesuons
The initial users and requesters of_special reports were the orgamza-
tions interviewed to elicit qucﬁi()ﬁé but a number cf other organiza-
tions throughout the state also requested speci ! rcporrs In all, more
than 200 such puollcatlons tailored to user need- were produud in the
year foliowing the survey :

A varicty of resc,nch pdpcrs has also been v ‘itten based on the
data set. These cover such opics as “Energy Conservation Behaviors of

Di¥:- o nt Population Scgments,” “Zommunicy Service Priorities of
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Recent Magiants to Rural Areas,
l’nllm.ll ACUVISTS. (m(l Their Modes ()l Communlly P"‘ii:lpauon and
An i.n‘nl\sls ()i Publ‘c Z‘\ucptancc oi ltcxm.mc I‘atmg chcmcs (or

the e
the data h‘()m bolh sources
believe the merger of selected V;lrldl)lcb wnll producc some interesting.
new insights:

' Prioritics for Educational Programs: o
An Example from the Citizens’ Viewpoint Survey

To illus strite the type of questions uskcd in it survey, we pro-
vide here a set of six ncms pertaining to education. One overall gliesy
tioii p()scd b) the survev was, CQ:I];);i'ri-ti tij Wh'éji iS bé’ 'g 'd'o"n"e 'n"o'i&'
what privrity do you waiit the following arcas to have in the futur
Respondents were asked to. choose éimong much lowcr

) ume,” “higher,” anfd “inuch higher” for cach of {orty-nine commumty

services and issues ranging from garbage collection to teenage drug and

alcohol m)usc

qo‘ ernment relations: road repair; and Jf)bs (Moore and Ishler; 1580).

hv results for the six educational items are presented in Tables 1 and

The far right colur. n of Table ! suggests that 62 percent of all
spondents felt that vocationa! and technical education programs
should have a “higher” or “much highe:” priority in the fuiare: The only
mhu Ldtl(‘lll()ndl xtcm 0 hcrc at !Ldb[ half of thc adult popdauon

lablc 2 presents the same cdu\ dional items by the educational
level of the respondent. The results provide: an lntcrcsung counlcrpomt

Y

t() llu sm ddrd f'nd' hc more

sp( ¢ lh(.[“)

is no consistent pdttcxn in Table 2 about educational prioritxes l)y the

cducational’ level of the respondent: In fact; in none of the six arcas



Table 1. Prioritics for Educatlonal Programs by Age

: . A ge of Rcspomfm.

. 6/ . Al
Educational Programs J8=24  25-44 #5-6U  and Over Respondenls

Shenieniary Schivols 330 ¢ 41 20 30 34
Junior and Semor High N B
- Schiools” N 42 k) 30 36
Vi atioial, Teekiiical 61 66 60 * 57 52
Comrmunity (,ullu,ts 35 37 33 X 27 ~ 34
Colleges, Unive 35 32 25 22 29
Adult and Continuing 58 54 46 41 50
/\ppm\un.m Samp! Sizeb 1h2it 3388 2578 2020 9957

“Frgures e present the percent of re spomh nts mdu.mnq a *higher™ or *much higher” priority for
ahie ptetin]
B Il oliitidi o ls do ot ald o die ot iiii'ml')(-r of r(-spundcms because of missing data for
some of the jtens.

does the group having the highest educatlon aNo have the hlghcst aggre-

gite priority for educational plograms Indeed, in virtually every case;:

the group with the least education gives the educatioual items as high a

priority as the college-educated group.
Table 2. Priorities for Educational Programs by Ediication
i Level of Respondent

Vo Educa:'on of Respondents
Less Than .
) o High Scheol High .Stﬁonl Some College Al .
Fritcational Prograns Graduate  Graduate . College  Graduate Respondents
Llegnentary Schools B 35 31 33 34
_]uvnm .md Senior High N
) 34 5() 38 35 36
Vocationar, U i'l.liii"il (39 63 »t 57 ()"
Coment ity Coneges ' <M 3 39 30 34
Colleges; Univ 25 - 27 39 31 29
Adidy (md Continuing 47 +8 54 _ 49 v
Appronimate Sample Sized 1790 3405 2596 2018 - 9957

YFigares represent the pergeni of respuadedits fidiciting i “liiﬁhcr‘ or “much highcr" priority for
the item N -
Brhe ‘unm tot: :l\ do not adu 1o b wotal number of respondents because of niissing diitai tor

. 87
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OF whit use e these data? 'l he hnqus wnﬁrm the ; su.,plcxons
of those involved in education at alllevels. Pennsylvania citizens reflect

the national trend toward niore emphasis on vocational, technical, and
adult « u;mxnumg education and toward a decrease in the overall rank-

P, o

ing of education amoeng the priorities of citizens. These finding= raise

furthe - questions, i.owever about how sex; group affiliations; and

-occ upational status relate to tire various priority choices mdicated The

arge sample size of the Citizens’ Viewpoint survey pern"ts “thiis kind of -

: dc tailed exploration of questions ihat may emerge in policy discus-

sions.

Couaclusion

poitits in Lx 0SS’ (198()) bncf review nf the needs assessment llrerature

‘Aiiy study must have a set of carefully delineated objectives; it should
"begecn as a part of a continuing planning process; and it should use the

state of the art in survey methodology. Because of the purposefully

broad objectives of the Cifizens” Viewpoint survey a significant
strength of the s!udy was the ability to make comparisons among broaad
policy priorities in a number of substantive areas. On the other hand; it
was difficult 10 examine any particular area in the depth or detail thata

single-focus; targeted study would be able to do:

Itis xmpoﬁéf'i w0 realize thut seldom will the res: s of the needs
assessnient or a citizen survey definitively decide policy questions, but
such work can provide important and timelv information to a decision
inaker. The coptext and clientele of decisions can be more fully elabo-
rate  Finally, th.: eeds assessment activity can set in motion # process
of ce vinuing discussion among various actors in the & lev-noakicg
arena, whether it be education, local government, or vi.itnitr 2s30-

* ciations.
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Three basic ouestions m:1st be confronted by each |
community college 0s it -onsiders tackling the
challenge of the new mission.

L

Prerises and Pitfalls in Serving
Qrgéﬁiéea’ Communitv-Based
Group Interests ’

f/Vzllzam E Pvl””d ' ]

A propored rew dcpa turs for any organization or instit

sure to cause tension and controversy both feor the or ot
between i and other external groups: This is hkeiy 13 prc - 4gain
for community colleges and other types of communi*y -bass: | tsecon-

dary educauonal xhstituuons that rise to the challcnge posed by ESkDW
institutions should be alert not oxiy i the teisions and controversies
sure 1o arise but 4lso to the nature of the issues 1'kely to surface and ine
alignmcii < of support or challerige likely to take shape.

This brief chapter, then, raises and commerits on three bioad
e ’ }:.cvny, however, is dictated by more than just limitations
of spate in this part:cular publication. It is mandated in part to avoid
're'p"cé'f'n'g sone o the 'o'bé'ci’iiétibi'ié éli‘(‘édy iiiaidij by other thaijjt?i‘

vant matcnals that can be drawn upon to answer thc qucsuons that can

be raised. There is no significant literature on the main-subject of this

SV \.‘I artorana, W E! Piland (Eds)). Designing Programs for Cammunity Groups. =
New Directions for Camntnunity Colleges: no. 45. S.m Francisw: Joss™;-Bass, Mnrch l')84 - N 85
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~ _or else nothing ¢ meaning can be ‘expected to follow.

voluinie, o budy of work = bid besid G resturch or reporiing case

experience in depth. Thiss, coii oo -hisidd institauans will |

_usk and seek answers large ! o oeir s 10 these By Oustions:

1. Why should th v Spproach (Eshrws ¢ heitanpey be wizd?
5. What forces within the fastitutic 1 witl tendd o facditete posi-

tive response to the chaitonge ol which ones will genetate
negative conditicns?

3. What forces outside of the instiwiion will-provide support
~ for or resistance to the underiaking? o ]
A long list of further questions energes quickly from these three.

They are, however, clearly subordinz e; and one could contend that,

An attempt to answer thie “Why do it at all?” quesiion; of course,

- iy the main thrust of Eskow’s statements in Chapter One. Sut he makes

the case for and calls for action by “the movement” at large. This makes

it casy for an institution to set the question aside as being pertinent for
others in the larger group but not for it as an individual member. The

leadership of eachacommunity-based postsecondary insttution must

find positiv * answers to“the questions of why to adopt the approach —

. In récent years, a plethora of services; promrams, and specialized
functions. have been embraced by gor:imunity colleges under the ban-

. ner of “community iiceds” while others have duplicated the functions of

colleges appear o be moving toward a redefinition of their role and

‘" existing conimunity-bused groups or agencies. At present; community

missicn: Shrinking or stabilized resourges, tax revolts; and a shift of
emphasis from increasing open access to cutting back to the basics have

berun to limit the growth of communitv services in many commuiiity
colleges: A large number of colleges a:year to be guestioning tie need
for community services or; at least; they are Jooking at the limits that
should be placed on this broad area of a college’s total educational pro-
 Linkages with the community and interagency cooperatidn seeni
to s - ecessity for community colleges in the years ahead. The shar-
ing of resources and dividing of functions between community colleges
and other igencies or groups should add 1o the efficient delivery of ser-

vices to grouns within the local community: Indications are strong that

'

ﬁ
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interinstutational cooperation based on priniciples of regional planning
for postsecor ary education is. on the increase (Martorana and
Ncspoh 1“/8 Mdrlorana and Kuhns 1983) Coopcmtlvc cﬂorts

mumt) seivices without duphcatmg LXlSllng services or depictmg
scarce resources.

idedas by Ll(ummg that the individual institutions are not that auton-
umous in scttmg thcnr own goals and devclopmg programs related to

"uctuxc—iol exam lc' wnth thc state directors of state systems?
P y

I he answer is yes. The record of progress of corhiriumty colleges

lmw cr i(}xl systemwide and state-level leadership can be. Successes in

opening the door of postsecondary educational opportunity to a wnde&_<

runge of students; in maling vocational education a legitimate part of.
the curriculuny, and in acquiring broad acceptance of developimental

stuchc 7(uc cxdmplc Thcse changes are now generally tdker\ for

qucstlon will get qood ans.wers without the j joint cffort of lea:!ership on

both group and individua! levels of operation:
* A state-level board or ‘agency charged with requlatlrg or coordi-

nating commur:ic+ colleges can provide the leader: hip necessary for rhe

system to serve organi ed interest groups: Regional planning; inter-
msm[mmml coop“rzmve agrcemr ns, and stz w‘de need., LssesoTients

comr()' dthcr it cziin assist and, in some msiances pxov* 'ie direction
to local cﬂmts

(,(x)w-mtl'(j'ri among coniisuLity. ._ollet«u. of' i le 1d5 to _an
efliciency in serving organized coramunity-based :nterest groups. Fa
cxan‘pr' reginnal planning, such as is occurrmq ra Ilinots under the
ship of the Illinois Co s pr vides for divi-
sion of-labor that allows commumty colleges in a region to capitalize on

their strengths. Urgamzcd community groups that. overlap community
college district bound.iries <:in be served by the coliege that has the
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resoyrees aid sucm,th to serve that groap best through a reglonal
codpfrative agreement or throuqh a regionwide phn With. this
arranjgement; artiicial barriers and mtcrcolngc warfare are clim-
l; and a groun is bcrvu’—not caught in thc middle of a _]urls-
dictidnal (lxspulc

Furtherniore; the slatc (ommumty cullcgc board or 'a'gcncy can
initiate; or at least assis

other \goveramental ;igiﬁiiis to help md)v:dual comn: umty colleg s
lcsp()l‘d to local groups: State; county, and mumupal or Jocal grver
ment & ;xgcnuus can help er hmder our colleges in serving their coiisi!

ents. At the state Jevel, the various code departments, commir- . w3,
councily,. and agencies may Jlrcady have working relationships with

~1umty groups. Nunierous 1= :+actions between the colleges and

ind these interactions can 'zad to

coni
these state entiities are often po

the provision of better servi . « embers of ciganized interest
groups. Recently; the Iliriois * -+ unity College Trustees Associa-
tion bponborud the developme..” -i . State; Agency Guide (Piland anc
Shade; 1982) for us¢ by the states commumLy colleges to help identify;

undusumcl, and usc the various state agunctcs that have an impact on

community groups. |
Of couise; what is true at the state levd is perhaps even more

true at the local level. Here; govcrnmental docncwb and b ies often

have an immicdiate and persuasive impact onjcommunity college.inter-
activns with community groups. Nevertheles..,'the statc board or agency

can pmvldc the leadership in getting the local government entity and

the comiiiunity college .vorkmg together to,meet group needs._ One

--- i
« xample of this type of oopcrauon oecurred;when the Arizona Comi-

munity College Board, the mayor's office of lone of the citics; and the

local community coilege worked toge ther to help an industrial firm
cat¢ to an Arizona city (Boyd-Bearman and Pila and, 1983).

rei
Another example is presented iii the chapter in this volume 'y Borgen

and Shade; the important local, orgaiized, special-interest group in
the case they describe was a chamber of comruerce.

chntlfymg Supporters and Rcsmters Wlthm the In: .txtuti'

VJnmn the institution; ‘the prorw'n:cn that community colleges |
can and should develop programs and servicss to meet the rieeds of |
orgam:ed u)mmumty groups W1ll find \lumkly both strong support and

(l<hl)f:mtvly uud vacml oppr*'mmtles to raise the proposmon m/

|

3
v
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meetings with groups of faculty and adminisu i, s of community col-
leges and, other types of con:munity-based institutions. The nature of

the discussions that followed reinforced our expectations ibout. reac-
“tions and dhgnments :

Reactions in support of as well as in opposition to the idea came
trom ,dl sectors Of faculty (hberal arts and sciences as well as oceinn-

Proponents of the idea see ini it a new realni - acaderic service
consistent wnth the phllosophy and goals oi a comprehensnve

grams oﬁcred few communlty college faculty can forget that most col-

que are financed z2ccording to formulas resting on the numbers of full-

time equwalent (FTE) students enrolled. This self-enhancing vi~v',

however, is quickly dempened by fundmg realities across the nation;

Some state leglslatmes are caught up in the rhetoric of “downsizing”
hlgrhtr and pcistseconnary educanon Whlle fundmg may be t1ed to full-

al)lc reactions. One reaction is that the Ppropusition is too rlsky/because
the mterests of certain orgamzed groups are too pohtlcally charged An

the board of directors of a riajor Idezi! mdustrlal plant int such a case,

should the environmentalis. group’s interest in studying sub_leets

relatea to environmental heaith: be responded to by the local commun-
lty colleze? How to cieai with provvhng information and instruction
while avoxdmg political positions on issues related to tize subje:t taught

is, of course, not a new problem in educatioi:. Fact.:: -, as individuals
and as groups responsible for Ui curriculum, heve Liways dealt with
that difficulty in working with individual student: “hcther the same
p"rih'c_ It§ and p"rat:tias car also b"c «ased in 'c'eéli'rig with whole groups

A x . 94
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lcgltlmacy on glounds other thdn po tlcal What if thc groups interests

dre exploitative, of uestionable ethics; or downright criminal? Again,
P q g g
(l in tho a adcmxc llfe mlght well | respond that the same deter-

Laiter case thcrc is a body of expcrxence study, policy, and protocol

that guides one to thie answer. Can the same kind of resource be devel-
oped to deal witi maiters of service to the educational interests of peo-
ple learning in groups—.can we establish dcfensxble guidelines for cur-
~iculum development to serve group purposes?

A third and; for the purpose of this discussion, last reaction
reflects another cxpcctcd adherence to traditional academic concepts
“ and practices. The reaction expresses concern for the depth and quality
of the educationai cApcrlencc provided. Such questions arise as these:
How long will the “course” be? Will students want credit towaid a
degree or certificate? To what degree or certlﬁcate should it apply? Can

N the credit be transferable? B
T~ Comninuiiity colleges not too many y 1, were ex xting,
ntcr\p‘nsmg, and “ ncw educational institations. Ptring the past two

decades, the i tion” in education was in the comr.anity_colleges, and .

it still is in many instances. In the 1960s and 197, though; the “peo-

ple’s” colleges were (1) developing flexible schem (2) pioneering the

use of innovative institutional delivery systems N taklngthecollege to
the people; and (4) cxpanding recruitment i citizeis who never

thought of attending a college. Now standaid ; acttc"s\and tradition

have begun to take hold. Faculty and adminis t ators look askance at
new xdcas and at the dlrectlons (secn as “fads ' that have gotten educa-

ernment: 1l commissions and learned soc.-tics. Tney have therefore
develi. < a tendency to “dig in their heels” and iesist approaches that

might “iter the way they educat= since their way has to . good because
it i ieavs to be working. Inertia is; however; the trademark of the
obsotete. If the community colleges are going to serve the educational

needs of their commurities, they will need to balance the traditional

with new programs and setvices. The bonds of credits; times, and tra-

(lm()nal progrzun structures must be loosened to accommodate the spe-

posed new. departure for - ommunity college program development can
fall are largely ones of inartia. and tradition. Opposition will come from
‘ndividuals and groups within the institution that fall into two large
» classes: (1) ones who see no reason to change and (2) thos= who do ot

~
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wish to have « ange oceur beeanise they fear or downot understand how
to handlé it. . . tay’s timies, the fiest group must make its case. The
second will nieed help to adapt old Lonupts .or 1o develop iew prac-
tices; to ht new conditions.  *

(o E
i:f)ijl{;ﬁg at Fxternal Support and Resistance

-

For cach of the sources within the college of support of or opposi-

tion to the idea of developing new- connections with the community,
there exist external allies. Outside the institution; howevdr, different-
alignnients for or agai st serving erganized community grou;ﬁ can be
expected. In general, sourtes identified as posslblc supporters are alsc

.ul\ ocates of slrcngthcn( (l L'o'm”m'i.iiiity services; mdnﬂduﬂs and groups

llms ()f L'o'iiiiiiuﬁny dLVLlopmcnt ool Lmnc.. , not only well-y
establishied, traditional orie: o - B
Many g'r'o'up"s sugge fever ihal these suppoiters may well

be concentrated amopg the - .. .dvocates of “cpening up the system”--
l(plLSCllldllVL‘S ()t nnnormcs cmnlu labor dnd so on. Thc 1mpllca-

.md are more likcly to defend r)id(‘r more cstablxshed commu ege
pmqmms Oi course, th(.se traditionally conscrvative spccml iterest

;ised groups wnth as cqual a claim to the

-Illl wis Lommunity Lollcge,s th()uq'. lusc Lollegcs rcponted mcrca&d

services and programs for small business as a major contribution to

local Lmnmun‘ty cconomic devefopment efforts. The colleges located in

ruzal areas reported similar increases to farm groups {Boyd-Beauman
oup= arid

and Plland 1‘)83) By es‘abhshn hnkageé thh taxpayer

Lollch can dcmonstram its valuc to those grou')“ an’ ‘ces
or programs that just might become mvaluab'(-

- %8
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’ qmupx s
l,hdl km(l uf l uqc

spL
need to
F m(hn'r ANSWersT Lo lhv now-hackneyed
queries; \\'hn benefits? \Nh() |)¢n s (hlh( ult enough when only con-
ventional proposals und approachics in p()\ls((()nddl)’ education are in
mind, Bn-nvm.m .m(l N(-lsnn (1‘)81) unrc(‘(ly lmv dl(_‘llcd lhv hcld to

M.nun.m.l .m(l his u)lluu,r,uvrxw(r Hclll()l NH and Siiim/ 198(0 mr-
torina and Bmum.nll 1981, 198%) provide supporting evidence that
state le ql\l'l(lll( "'m(l stiite- le \'cl utlicials show litile thterest in changiing
pulxln policies  trotii I)(m'llly uddlliiiriiiil views, Their observations
';ii;"iiii are m.ulv l.n'rvlv mn lli'c 'c'o'h'l"cﬁi kil' t'iii'i"'iii eippi-dat hL‘i ti'ijii§iif'y;

(lu m. ) . o ) , R , )
Anotlier reeently dinerging nationwid¢ coneern can also get in

the war of Fw neéw approach suggested here — that is; the plight of the

ll.lll\f(l |)|m,mun V(n(v Ldlhnq*t(n lCC\dl]jlndllon 0( thc cmhrriumly

K (hu.m()n ( oniinission, 1981; Cohcn and Brdwu‘ 1982)

Thie poiit o note heie is that an effort o revitalize the wransfer
Iun(tmn i comniunity u)llcqcx could- -detract dtiention from the p()x- :
sibility of other iiew Services to, ()rqdnl/cd contmuni ly s,r,rnup ml‘grc
‘Ibll' to vies
n’,

should ¢ cry tm the nCLde eflort to kccp tr;mslcr proqmms alive and
welly does that free us from being alert and responsive to new; uscful,
and desirable ways to serve?

These questions reliated to the lfanxtcr funcrion are p([m(ularly
pe xpl(-\mq ‘Though the importance of transfer education has been
decreasing at the expense of vocational and adult education, it remains
a function close to the hearts of faculty and dcadcml( area administra-
tis as well as o sizable numbers of stu(lcnls It appcars - that this
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gsion will be a volatile one
in the hnuu- Whiie the coliors qxoups cl('( easc in size, the economy,

llu- pubh( s mun st m a (()IICLT,C (‘(]UCJ[I()H (Flhccnlh Annual Gdllup

\.ml nuerous other v: -n.tblc wnll lmfm(t th(‘ numbcx‘, of studcnls
enrolled  with tmns(c as their goal’ In some instances, serving
community-based groups and the tmm(cr function need not (Je‘
mutually exclusive. The courses that (Qmpnqc a student’s transfer pro-
qx.un are (rcqucmly Lourscs t‘ml fulhll qcneral (,dUCdllOﬂ rcqunremems

and do enroll in

group nee st .
Conclusion . N
()m,stmns llkc th()w mcnlmncd in lhls chaplcr 'hould bP rai::f_d

Ambmous reason is lh(‘ h()pc that lhc dlscussxon wxll ltad to sorme new
lm-al\thmuqh' an(l acuom that spcak morg dnrcctly ) the sarie 1s<ue

Rdl])h ( ()81) hd\c stated; “Thc futurce of the commumty collcgc w1ll be
sh.xpc(' bv e scope and quahly of the interactions it creates with the

0 "('(imimi'n'ny qroups that usc its services or pr()wdc finan-
(ml an(l ])()llll(.dl support (]) 114) A sound mm‘l\"unq slr.ncgy mn

_groups. Said another way, we niced analysts and rescarchers as well as
program directors and developers in the niew field. Mozt of all; we need
more Altcnn()n to thc p()lcnlml it h()lds (01 nml\mg lhc Aﬁncru“n plurdl-

-~
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) an(l communztzes workzng

inez't/zer as dorumented in the lilerature, are helpful to ~
commaunily colleges embarking on this new mission.

Sources of Information: |
A Review of the Luterature :

Jim Palmer

L B
»

.

Previous chapters have examined several aspects of the two-year col-
lege’s role in serving the diverse educational needs of the community.

Ax 4 resource for readers seeking further information, this final chapter
{e)lews a selection of the documents that have been processed By the

Educational Resources_ Inlormanon Ceriter (ERIC) Clearmghouse for
Jumor Colleges since 1981. These documents deal with the community

services function; commumty education, comimunity df‘vclopmem

and the involvement of the community in the college.
o ]
The Community Servicesj Function

\

* Community services programs haye long smcc " established

themselves alongside vocational and transfer programs as a major
organizational component of the Lwo year college. Recent ERIC docu-

ments indicate, however, that the comnumnity services segment is

qtrugglmg to maintain its posmon of 1mp0r?ance in fe curriculum.

" Atwell and others (1982) argue that the community services function

hks not achiceved its full potential because administrators have not iden-

tificd the specxﬁc role to be played by the commumty services program

S Vo ANartorana, W, l' l':lm(l (hh ).. l)euqnme I‘m(mmrjur (ommumly G mu/u - P
Sew Diredtions for Commungy Colleges, no. 45, San Franc urn ]uurv Huu March 1984, . 95

o 100
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there s wxduprmd disagrcunsnt as to thL .n]dtWL valuc of Lommumty

services and a concomitant unwillingriess of legislative bodies to fund

conununity services programs adequately. N
The difficulty of fostering strong pubhc support foir the com-

. Miunity services function duging recgssionary times is illustrated in the

recent struggle of the California community colleges to meet 2 legis-
latively mandated reduction in 1982-1983 state apportionments to the
colleges (Implementation of the Budget Act Language, 1982). In ordet to fulﬂll

the mandate; the state chancellor’s office and the board of governors of

the colleges came to the conclusion that avocational, recreational, and

personal development courses that had béen offered free of charge’

should be offered as self-supporting community services classes. The
California Postéeéaﬁaéi:y Education Commission concluded that “of the
three broiid concepts of community college mission — baccalaureate [sic]
transfer education, vocational educatfon, and adult general edycation —

L]Larly n is thL last whxch the ieglslature mtended to target as a low

call for a fee- basLd consurmer orientation in program developmcnt and
delivery. Ireland and. Gegna (1983) recommend that the Los Angeles
Communny Co]legL District create a se]f—supportmg Commumty Ser-

]vze the market for community semces programs outlines the compo-
nents of a “Fiscal Trend Monitoring System” (FTMS) that utilizes

demographic and economic data in market measurement and forecast- ;

mg, marku scgmcmanon and consumer '1nalysxs Thc author pro—

A]]Lghcny County (Pennsylvania).
C_Oi’ﬁﬁiiji'ilt)” Ediii:ﬁtlﬁﬁ

A mdlor furiction of the commumty services program is tilc pro-
vision of hﬁ]ong eduumon at the workplace and in the commumty at

7gardless of on-es formal

gram focuses on ]earnmg, rather than on de
tials’(Gollattscheck; 1980Q):

ERIC hterature on this topic illustrates several approaches to
tke delivery of Commumty education. These include joint efforts between,

.

'ees credits; and creden-

~ B
"

°

&

-z
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m(lln(.:lmmmumlyaqcnd‘u(Bcn(hl(r l()81 ](lhs(m 1981y; /
ises, .u;cnucs, ‘md

x,m,nl nl l’ubh( lnsllutlmn (An Intraductwn lo Cammumty Lducalzon ]or
l’i'i'i'i'biii'iii 1‘)8()) cmnums Imn slcps m lhc dcvdopmcnl ol commu-

l( gv and l\cy (()mmumly qr()ups recruitiment of pcrsonncl to admmxs-

ter the comrunity education program; dlld the establishment of a per-
nmmm d(lvns()ry (()unui ) ' /

"n”ctc(l at inimal cost, Lollcgc are now (ontr‘xctmg Lustomue(l
eduvitional services, on a profit-miaking basis, to local businesses and

‘mdusuy P()rtl‘md C'(iiiiiiiuh'ity Collcgcs lnstxtutc lol Commumty

toniers i()r these Lusl()llll/td scrvxcc‘ and in cont‘xctmg (¢ stomgrs
writing up contracts for instructional Services, pricing sgjw}ccs billing
the customer; and evaluating individual programs. The institute’s
Qiil(lcl)n()k pro(/i'd'c" A.Sdﬁjplé Cbhiidd Ahd zi ti.iitidh p’riti”g schcdulc

spvual community college centers tl?at contract educatiorfal services to

business; industry; and govcrnmcnt is provided-by Mahoney (1982);
who draws a .composite of the goals; objectives; sefvxces linkage

approaches; program dcvelopment procedares; and admxmstranve
charu’ctcnsncs of thé centers: /

Community Development .

/

2

Bcsxdcs lhc provision of cominunity education two-year collcqes
ire actively mvol\;cd in the broader area of’ community dcvelopment A
conimitment to community dcvclopment identifies the college ot ouly
as an mslrucuonal dchvcry system but also as a_ catalyst of lhe socio-

h()n‘smg, cmploymcnt ‘nutrition;
Gleazer_points out; howgver; that (hf: “degree of mvolvement in this

community development role varies; apparently; with different views

af appropriateness and,with respect to what the college is 'Iuthorwcd to - .
do undcr law ane! regulation” (p. 37): i

»

<
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. A sociopolitical approach to community (lcvclopmcnl is dis: .

cussed by Hakanson (1980). N()ung that a community is defined by the

conimion imterests of a group of people and that community develop-
fici involves the joint efforts of these people in addressing; shared

problemis, Hakanson naintains that the most important component of

tlie coiiiiiiiiiiity, (lcx cl()pmuu process is instruction in th&skills needed”
for effective p()l‘m(d] and social involvemnent. Such instruction; he cons -

Ainues, should be t tairgeted toward housewives, the elderly, idealistic
vuum.{ pu)plv, and‘ uthcr pcrsons who mdy have (Lw cpportunltus i

y zmd n

Anmlwl dpyumch to u)mmumty dcvc]( pment | is the provmon

‘nnpl(- ])l ‘onigtets the fine arts in its rural service dlS[rlCt by mvolvmq
the citizens inéy variety of activities related to drama, art, and music.

Through lb-i\"(‘g)mmumly arts program, 1,600 persons a year take part

in such activities as a collegf- wmmuinty cheir, a college:community

dinnvr theatds, performances by touring theater groups, and exhibits of
local and state artists, The pmqrams Orgamnxtxona] structure incor-
‘vininittee meiniders, community volunteers, and sup-

porates advil
port person el froi e co]]cgc (Simpson, 1982).

In contrast to these cultural and sociopolitical emphiases, many
two-ycar colléges centet their community development efforts on job
training. Much of the impetus for these cHorts stems from the need to
retrain unskilled and displaced ‘workers in an increasingly technological
cconomy. Indeed; Groff' (1983) maintains that “human resource devel-

. T sopment, the prevention of human obsolescence; is the biggest challenge

“to postsecondary education in the years ahead”(p. 5). -

An exaunple of this job-training approach to community d *vclop-
nient is North Carolina’s Human Resources Devolopment (HRD) pro-
gram, under which many of the state’s communijty collegés provide

¢ uncmp]uy;(l citizens with remedial cducation; occipational training,

and careerfguidance. State HRD appropriations are made to colleges

ohi the basis of the dtgrw to which the posttraining economic perfor-

mance of participants is better than their pretraining performance”
(HRD Yesterday ‘and Toa’ay, 1982, p. 10). Because this postt'r'aiin'ing cco-

nomlc pcﬂorman(c 15 mtasurtd in tcrms oi gams in- earnmga and

\Vhl(.h Lo]]cqcs cnhancc arca econom ‘e *viability.
An example of this job- training approach to cominunity deve]op-
mcnl is provxdcd by Moore (1982) who dcscrnbeS'Chemeketa (Oregon)

®
.

103 A
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. R ’\

s ul ERIC docuiienis (ILerle thc mcthodology .md out-
ny surveys (
M()st Of lhcs‘c 5urvcys dl‘(_, dc

rese; ll(h(!\ ¢ ll(ll opmnons hmn a mmplc ()l the gcncml populatmn liv- .
ing v.ithin the service district (see; for example; Butler; 1981a; Clegg
and Tippett;; 1982; Dennis-Rounds; 1983; Reading Area Community
College; 1981; Rosberg; 19815 and A Survey of the Attitudes . . . ; 1980).
Other rescarchers d&tcmpt to tdrgct specitic subgroups of the p()pula-

ieh® as cmployc )mm

armers, high school students;.or community
ageticies. (Examples include Academic Program Needs Assessment; 1981;
Ariniin, 1982; Moore, 1980; Muraski, 1982; Needham; 19825 Swchr
and Bancrdl I‘)83 Waddcll and Hunt, 1982) The SUrveys provndc the
colleges with viluable inforination concerning: profected enrollment;
preferences for the location of classes; conmunity dcman(l for oceupa-
tional, avocationals cultural, noncredit, and othcr Lollcqc programs;
reasons why arca residents do or do not enroll in college programs;

lear nmq icthods that arca citizens are most Lomlortab’rc with; and citi-

zen aw‘lrcncss of U)Ilcqc oﬂcrmqa. In add‘tlon thc survcysf provxd(,

mmmumty sarveys
toward the college. Recent ERfC documerits descnbmq \uch surveys

‘include Batler (1981h); Arringtonsand othdrs (1979), ﬁastlngs (1982),

Liau (1982), Ryan and Juba (1982), and Taxation and Comniunily Services

(1982). These suryeys have been conductcd by individual eolleges to
solicit opinions concerning the degree to which institutional goals are

I)cmgr met, citizen musl‘uuon wnh Jdult cduc'mon progldms commu-

/
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of eclum(mndl and tuhnual services needed. by

100

dlly pi-(ividc a (()pv of (hc suxw) instrut wm and describe the survey
mcthodol()gy . ,
While suiveys pmvndc a nicans of n\omtonng the populatlon Jt

l.u ge, ddvmory Lunmnuccs pl()VldC dn avenue for citizen mvolvemcn

.Jiiiiibi (Jollcgc (Mdryldnd) for cxamplc ut‘xzés ddwsory committecs

to pmvndc advite and Louqscl on thc de lopment ‘maintenance,

the corrimunlly, and to

. - e
" participate in program evaluation (Hagerstowy jJunior College Advisory

Committee Handbook, 1982). Other examples described in the recent ERIC

] htcmtuic mdudc lhc Lay. Commmee k)r the umanmcs at the San

S)mumrtry cdqcauon nqqu assess-
the Black 'A'dvis”o"r'y Cbmﬁﬁnec

the needs oi black students (The Black Aa’vzmry Commillee. . . , 1980)
General discussions Lonccrnmg the role of advisory committees in
vocational programs and in himanities | programs are provided, respec- .
tively; by McQuay and ‘.’V.nle,rs‘ (1980) and by Brawcr and Cates (1981).

: >
Conclusion ' . o
: A l‘lrgc pom(m of the two- ycar collcgc literature is devoted to the
ctlorts of adniinistrators and educators to strengthen the ties hetween
the college and the conimunity. The items mentioned in this chapter
lqncscnt ()nly i hample ol thc ERIC hlLraturc on thls topic. Addmonal

;.S?raji'ce;v Ca?ai))gz, a

publlcatxon of the Nauonal gouncxl on C'o"r'n"r'riijh'ity Services and Con-

~ . [P
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collective society but also the spmalized interests of orga ized
commumgy groups that exist between those extremes. HDM
i'érﬁﬁﬁﬁiij can further shape this new ‘concept of educational
purpose is the main theme of this volume qf New ercctxons for
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