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Introduction

hat's the matter? Sensitive to criticism about your college’s
mission and programs?” “Everyone knows thal community
colleges are ‘do everything’ institutions—coflleges that admit all
who apply and graduate only a fraction who enter. They do not fulflif the
promise of the open door because they fail to advance students to higher
levels of educationand achievement.” “Real colleges produce students with
degrees and that is the way it shouvld be.”

If the foregoing comments made by some politicians. ¢ntics. and media observers sound
familiar and seem to be representative of current cnticism aimed at community colleges. then
why are our institutions experiencing a 4 percentannuai growth rate? Can it be that community
colleges have become “institutions of choice” for high schooi graduates squeezed out of four-
year institutions. workers displaced by economic recession. and adult learners seeking new
skills at low cost? Most of our colleges ha e been managed so effectively that survival is no
longer in doubt. They enrcll one-half of all entenng freshmen and 40% of all postsecondary
students. Something 1s being done right. but we cannot confirm what 1t is. Are communrity
colleges helping students achieve success In ways we have yettounderstand and appreciate?

This question forces 10 the surface a rather critical 1ssue that has begun to draw attertinn n
recent years. What are the dimensions of studert success In community colleges? We knew
that community colteges are complex mstitutions that vary In size, purpose. and resources. We
also know thatin orgamizations of this type. student success {the common buzz word) consists
of many things such as transfer, job placement. degrees and certificates. achieving personat
goals. and so forth. We know ittle. however. about how community colleges promote student
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success of assess its accomplishment. How is success defined? What are the important
operating practices that contribute to studem success? What indicators are collagas measur-
ing? What assessmeant methods are they using? In other words. what is baing done In
commvunity coliegas to facilitate student success?

Giventhe pressing neadto understand more fully the ways in which community colleges define
and Support success and assess student achievement, the Cormmunity Callege Consortium
conducted a study of sucress practices in a national spectrum of community colieges. The
purpose of the study was to answer two important questions:

How do community colleges define student success and what steps
are they taking lo suppori it?

To what extent do community colleges undertake assessmentand
what are thay doing to evaluate student outcomes?

The first part of this summary report presents important findings about how community colleges
define student success. the next identfies charactenstics of high performing nstitutions—
those with a capacity to contribute to student success—and describes the extent to which
community colleges possess these characteristics. and the last part presents strategies for
improving success based on the experence ol high performing institutions.
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What is
Student
Success?

tudent success is an important but long neglected subject In community colleges.
Witness the dearth ol scholarship on the subject and the emotion and vaned
¥ perspectives its discussion evokes. Many view It as the ultimate measure of instiu-
tional effectiveness—a statement of the guality and guantity of educational gains experienced
by students as a rasult of college attendance. Cthers viaw it as something that cannot be
measured—a concept S0 ambiguous that it defies definition.

Beyond the current debate. those working in community colleges are compelled to look at
student success because of the growing interest ot outside groups ininformation about student
outcomes. The reporting reguirements of Student-Right-to-Know iegisiation. the Perkins Act.
regional accrediting assocations. and Ability-ic-Banefit legislation provide colleges not only
with an opportunity to investigate their effects on students, but also responsibility for reporling
the results. Student success. therefore, I1s a sword thatcan cut in m2ny ways depending on how
it 1s viewed.

What is student success? We can picture it as the satlsfaction that students and outside
groups have with education. While success can take many forms. economic returns are
becoming more important as a measure of value. One result is a shift in the critena for success
from academic degrees to an emphas's on skills which lead to financial rewards. Ask a student
about success and he or she may answer. "a well paying job." Ask an employer and he or she
probably will answer. "a motivated worker with good skills.” Students and employers want
practical retums from education.

Three factors appear to be important in student success: Student goals and expecta-
tions, organizational culture. and student outcomes. Student goais and expectations
contribute 10 success by setting parameters for institutional efforl—wt.at a college must do
10 help students achieve imporant goals. Organizational culture—the pattern of practices.
beliefs, and traditions which guides the behawvior ot individuals and groups—facilitates
success by making essential resources available when and where students need them. A
telling example would be the way in which suppor services are provided. Student
outcomes. the third factor. comprisa the wisible evidence of student success. College
attendance I1s supposed to produce knowledge and skills that lead to desirable outcomes.
When this happens. community colleges are viewed as high performing institutions. When
It doesn’t. concerns about quality increase.

Defining student success requires a blend of these factors. Student goals set Iimits for
achievement, organizational culture faciitates success by providing key resources. oulcomes
constitute a standard for measunng success. and client satisfaction is as much a gauge of
student success as outcomes. Given these hasic ideas and an appreciation for tha complexity
of the concept, we deline student success as:
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The degrea to which student outcomes are supported by the erganizational culture,
compare favorably to student goals and expeciations, and cdtisfy important
groups.

Student Goals and Expsctations. What impact do student goals and expectations have on
success? Consider the following:

After graduating from Susan Anthony High Schooi five years ago. Michael spent one year
in college, quit school, worked full-time, enrolied ina community college, endurad a layoff,
heid termporary jobs, and. within the past six months, landed a job he likes—dariving @
furniture truck. Next fall, he'll try school again when he starts a one-year certificale program
that should prepare him to be an emergency me Jical technician. He'll take ciasses while
holding down a full-time job.

Michael's bumpy rideillustrates the different, often more circuitous paih that com munity college
students follow through postsecondary education. Acommunity college student may aspire to,
but not compiete. the degree within four or five years after finishing high school. Eventually,
making a kind of uneven progress that makes longitudinal tracking neary impossible, he may
indeed finish {Salzman, 1991). Then ..:-in, he may not desire to; for many students who enroll
In commu: ity colleges, completing a degree is not their dream. They try to acquire just encugh
education to improve their business skills or to satisfy their curiosity about a subject (Salzman,
1691). Completing adegree is of secondary importance to them alongside other commitments.
In the words of Adelman {1952}, "Once beyond the age of compuisory schoolng, American
adults prefer college on their own terms and time, and they are more interested in learningthan
eaming degrees."

Work and education are merging and this 1s having an effect
on what students want. More and more students expect to
continua their education through adulthood. and thus success
for them is many things—completing a course required by an
employer. a certificate oran associate degree. finishing courses
leading to a marketable skill, and transferring to z four-year
i college, to name a few. Community colleges respond by
broadly defining student success to emphasize the compre-
hensive nature of student outcomes. This was a major finding
of research conducted by A'fred and Linder in 1990. More than
three-quarters (82%) of a national sample of 2,4 10 community
college faculty, administrators, and trustees indicated that a
combination of different outcomes was necessary to describe
student success. (See Table 1.) Spaecific outcomes such as
“enroliment without plans for a degree.” “associate degree
completion,” "transfer,” “baccalaureate degree completion,”
“job entry" etc. were not sufficient. In and of themselves. to
describe success.

Ml Facuity (1193

[C] Mid Managers 14461
M Exec Managers 1434
- Trustees (278)

0 20 W ¥ 5 40 70

Table 1. Qutcome Measures Describing Student Success
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Defining outcomes too narrowly or ngidly misses the point. The lesson to be learned 1S in the
nature and intempretation of student success. interpreting success on a narrow continuum-—
worse yet, viewing 1t is as a singie outcome—distorts what community colleges do. And as
many presidentscan atlest. assessing college performance withoutintormation about student
goals is generally misleading. Relating goals to a variety of outcomes 1s conceptually sound and
It 1S necessary for anyor.e wanting to pamt a true picture of student success.

Organizational Culture. The cullure of each college aftecis student success. The unique
patterns of practice, ritualistic behaviors, and symbolic expressions compnse a context that
informs how students, faculty, and administrators work and interact. In some Instances, the
culture of a technical ‘nstitute may support career success, but inhibil transier to a four-year
college or university. Conversely, a college that actively promotes the value of its transfer
mission may make its vocational students and stafl feei like second class Citizens.

The culture of community colleges 15 complex, often contrauictory or paradoxical. When asked
10 describe the behavior of thesr mstitutions in important areas, community coliege faculty and
administrators picture a flexible organization made up of simuitaneocusly contradictory yet
equally necessary programs, services, and delivery systems (Alfred and Linder, 1930). For
example, our colleges offer courses on campus and in communities using different delivery
systems. they openly or selectivelv admit students depending on the fieid of study, and they use
mullipie perspectives to determine guality. It is within this culture that mulliple perspectives on
student success develop. Thare 1s an inetfable quality of seeing students in different ways and
measuring success accordingly.

Regardless of how simple or complex. however, the culture of our colleges affects student
perormance. The ways in which basic beliefs and values are enacted in developing budgers.
making decisions about curnculum and pedagogy. and the everyday behavior of faculty and
staff aifect student success. Whiie being located in the tar corner ot the campus may not affect
student performance inan ESL class. tmight affect that student's transitioninto another college
prograrn or curriculum.,

Student Outcomes. To understand the role that outcomes play in student success. we need
only to ask the question: “What are community colleges supposed to do for students in both the
short term and the longer term?” The obvious answer 's, "make sure that specific goals are
achieved.” This answaer is correct, but it is simpiistic. YWhen we talk about outcomes. we are
referrning to three distinct things. The first is objective information about student progress and
performance—coursestaken and completed, degrees optained, jobs entered, transfer achieved.
and so forth. The second is feedback or information that ¢an be used to determine the extent
to which student goals were attained. Finally, there is information about the extent to which
outcomes sat:sfy or fail to satsfy spechic groups—students. empioyers. and elecied officials,
for example.

Without this information, little happens. Fa.ulty and administrators need to have information
about outcomes to understand what happens to students. to make decisions and to improve
performance. The situation with Keeping Track Commurity College s typical of what we see
with outcomes assessment in community colleges:

J
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Several years ago. faculty and administrators at Keeping Track Commumty College
decided that thay needed to know more about their students as they moved through
courses and programs and then left to attend another college, to work, or whatever. The
truth ofthe matterwas that they really didn 't know what happened to most of their students.

In the early years, they had worked hard to create wonderfully efficient systems to register
the growing tide of students. Testing arid telephone banks. additional sections, extension
sites: thera was hardly anything they couldn’t do to meet the need. Bul after thousands of
students had come through their doors, taken classes, completed certificates, jeft saying
they were going to work, or indicated their decre to transfer, facully and administrators
reaily didn't know what became of tharn. And this at a t'me when politcians and citizens
were asking “Did you fuliili your mission? Did you enable that student to get a job or to
transfer?”

Wanting to know if thewr hard efforts had paid off. facuily and administrators at Keeping
Track set 10 work to design a system that used compuler technology and human effort to
monitor students’ progress whiie they passed through the college and after thay gradu-
ated. The work wasn't easy. Admirnistrators and facuily had to agree on what to include
and how o proceed. And, students are not just course takers. but completers and stop-
outs and job seekers or four-year college transfers.

Tocay. Keeping Track Community College can provide accurate information about the
numberof students who graduated. those who transferred, where they iransferredto. eniry
job hittes and salanies of occupational graduates. and the relationship of job to curncuium.
it cannot fumish infarmation about advanced degrees. general education knowledge. and
iong-term benefits of education.

Community coileges support sfudent success 'n a vanety of ways. Unfortunately, while
administrators and facully betieve outcomes assessment s imparant, they have yet to create
the necessary systems to track students.

Cllent Satisfaction. The feelings of satisfaction or dissatisfactron that studenis and outsida
groups have with education are an mporiant and often overlooked dimension of student
success. |f you don'l think that satisfaction s imporlant. just ignore employer calls for change
in courses and programs and see how reany students they hire in the tuture. Ditferent groups
hava different expectations of commurity colleges. This diversity ¢can lead to difficulty when
leaders try to deveiop coherent definitions of stugent success.

What iollows is a scenario that would challenge any leader interested in student success. This
scenario illustrai~s the different needs that outside groups have for educaton and resulting
implications for student success.

The scene unfolds at the weekly meeting of the Anywhere. USA Rotary Club where a topic
ofdiscussion has been the percentage of students graduating with a degree. Togetabetter
grasp of what local colleges are doing. the Rotary Cfub has asked President Crackerjack
of Anywhere Communtty College to deliver a brief speech on the colfege’s accomplish-
ments with students. in the audience are business and industry executives. county
government Officials, stare fegisiators. influential ciizens. university administrators, and
selected facully and administrators from Anywhere College. Legislator John Doe 1s also

i0
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in the audience. He has been ieading the charge to find out just how many students
rommunity collsges graduate. To him the only legitimata form of success is a degree—
preferably the baccalaureate degree. Anything eise Is not accaptabis.

Presiaent Crackerjack talked for 15 minutes about the diversity of needs and abiities of
students attanding community colleges. She 100k great care to describe the variety of
outcomas achieved by students with different goais. No sooner had she finished than
Legisiator Doe raised his hand tu ask a question: Can you tell me what percentage of
students—an exact number—graduate from communily cofleges within four years after
bsginning study? As the president began to provide an answer based vn the timited
information har colfege was abie to obtain from state unwversitias and through follow-up
surveys, she wonderad about auaience expectations ana feared that like L egislator Doe.
they ware focused too narrowly on the degree as the only meaningful outcorme. Was a
dagrea the onfy acceplable outcome of education? How wouid the audience react toan
answer indicating or'y a smaif percentage of students graduating with a degree ? What
other forms of student success. If any. ware valued? Could the augience be convinced thal
olher types of outcomes arc just as /mportant. f not more important, than a degree ?

There 1s an entire course on applied psychology tied up in this scenario, but the wisdom can
be distilled down to a simple principle: There is no universal definition for student success.
DHitferant groups bring different values to the table when they look at student outcomes.
Success for one group is partial success or failure for another, Student suceess is in
the eye of the beholder—it all depends on what is important.

Some institutions and individuals are upto the challenge of defining sludent success and some
are nol. In between are those who can. and will, develop conceptions that fit paricutar times
and particular circumstances. It 1S our hope that what follows—ous account of factors
contrbuting to student success in high perforrming community colieges—will make this
challenge easier.

Success
Practices in
High Performing
Colleges

e know that communiy colleges differ from clher types of colleges in cernan
charactenstics such as organmizational culture. student needs and expectations.
B and defintons of sludent success. On one topic. the research evidence is
conclusive—community colleges represent a different culture for student success than
baccalaureate degree institutions. Two decades of growth have broadened their mission and
programs. Like hospitals and airlines. they have become clieni-centered organizations.

11
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s this point that dentties one of the most important findirgs about community colleges in the
Community College Consortiurn study. This finding can be summarized as follews: Commu-
nity colleges fully accept the muitiple missions expected of tham by students and
constituencies. They facilltate student success by using a variety of approaches to
determine how well they are doing. This aspect of culture focuses on the nature of
competing expectatlons. Effectiveness in the eyes of many groups is what counts, not
necessarily effectiveness in the eyes of any single group.

We can show how competing expectations contribute to success by looking at what community
colleges consider mporiant for determining effectiveness.The infermation in Table 2 (see next
page) shows ihat the majonty (90%) of faculty and administrators panicipating in the
Consortium study believe that a combination of factors are “impostant” or “very important” for
determining effectiveness. Some of these factors are guantitative {documenting growth.
acguiring resources. responding to commurnity needs), while others are qualiative {identitying
and solving problems. gaining business and industry support. ensuring support by campus
groups. and so forth).

When we tum to the factors actually used lor determining effectiveness. a different picture
emerges. The most frequently used factors are quantitatve—"documenting growth." “acguir-
ing resources.” and “documenting college responsiveness.” Qualitative indicators such as
"student satistaction,” “faculty and staft satistaction.” "identifying and solving problems” are
viewed as imporiant n effectiveness assessment. but are enacted a much smailer
percentage of the tme. For exampte, 9 out of 10 respondents believe that “identifying and
solving institutional problems” is often or always important: however, only 4 out of 10 report that
1115 used. This difference suggests a gap between intention and acticn. While the ability to
recognize a need exists. the tendency 1o implement change does not. Our col'eges must do
mora to enact strategies that affect guaity. Effective colleges will show evidence that they have
sormething special to  3r by adjusting therr performance to the needs of different clients,
aspecially in competitvy. markets where chients don't readily see important differences in the
choices offered themn.

The hard reality is that our collegeshave turmed performance assessmentintoa numbers game
where success is equated with growih. The message here. we think, 1S that the administrative
organizaton of community colleges 1s lagging behind the culture. Much of the success
experienced by our colleges can be traced to a dynamic, multi-faceted culture which
encourages strong relationships with constituencies by providing services to keep pace with
changing needs and motivatons. In stark contrast is an administrative organization which
lavers efficiency and cortrol. Convenience 1s the norm for documenting performance- the
emphasis s on guantitative factors which demonstrate growth. Information of this type 1s easily
collected. it1s easily understood and interpreted. and it fits micely with existing decision support
systems.

Managing performance means putting the best face ontheinstitution in every exchange. Every
time acollege provides a service. the studentmakes an assessment ol the quality of the service,
evenitunconsciously. The sum tolal of repeated assessments by this student and the collective
assessments by all students estabish in their minds the college's image in terms
ot effectiveriess.

12
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Is evidence of growth sufficient to establish an image of effectiveness for community colleges?
Faculty and administrators are finding that classic market niche strategies of access. cost, and
comprehensiveness are not enough to ensure effectiveness. Theodore Levitt likens t+
relahonship between today's customer and serwice provider to a marrage 1hat facuses on
keeping the customer happy with the provider after the sale. in Levitt's words:

Thanks toncreasing interdependence. more and more of the world's econonme work gets
done throughlong term refanonships between sellers and buyers. {lis not a malter of just
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gatting and then holding onto yaur customers. It is more a matter of giving the buyers what
thay want. Buyers want vendors who keep promises, [and] who'll keep supplying and
standing behind what they promised. The era of the ane-mght stand is gone. Mamage
[between buyer and seller] is both necessary and more convenient. Produc's are oo
comphcated. repeat negotiations too much of a hassle and too costly. Undar these
conditions, success in Marketing 15 transformed nto the inescapability of a relationship
(Levit, 1983).

To what extent are community colleges bullding meaningful relationships with siudents? What
ig the linkage between serviceand student success? What characteristics distinguisiceileges
that effectively contribute to student success from those which do not? We pelieve that
institutiong which successfully organize and manage for service simuitaneously conribute to
studem success. We also believe that three important charattenstics differentiate high
performing community colleges from mediccre ones: 1) reputation for quality, distinctiveness
and innovation, 2} flewble strategies for delivering programs and services. and 3) systems for
evaluating and improving performance (Alfred, 1992}, These characteristics will become the
basis for recommendations to restructure institutions for student success In a later chapter. so
we shall touch on them only brietly here.

Reputation for Quality, Distinctiveness, and Innovation. Community colleges that contrib-
ute to student success have developed high quality programs and services, hired outstanding
staff. and installed system+ - - introducing new ideas and acquiring resources. This reputation
and regard for quality, or qua«tyas weshall call i, directs the attention of facuity and staff toward
changes that mustbe made to sustain or improve guality. It informs how instructors teach and
how administraters make decisions. It becomes the central theme of a message delivered to
students throl Jh programs and services.

Flexible Strategies for Dellvering Programs and Services. The delivery system thal backs
up programs and services s truly for the convenience of students rather than staft. The physical
facilties. policies. procedures, marketing, and communication processes—delivery we shall
call them—all say tc students. "this institution 1s here to meet your needs.” Customer sennce
15 an essential strategic part of any instiution. Practiced by all staft as an institutional
philosophy. service excellence sets a college apart from the compettion and gives if
sustainable advaniage.

Systems for Evaluation and Improving Performance. By organized means, faculty and staff
asgess studant putcomes at frequent intervals curing and after college. They converloutcomes
information into decisions that improve programs. make changes in the way services are
delvered, and reporl to external groups. We shall call this characteristic peiforrnance. Staft
nvolvedin evaluating performance fine tune Programs and services to a level that marks them
as supenor in the minds of students,

These three characleiistics—qualily, prograrn and service delivery. and performance assess-
ment—are relatively simple 0 concept and easy to understand. Yet making them areality 1s a
challenging task, especially in large institutions. The obvious question facing cur colleges 1s.
how do these charactenshcs contribute to student success? Is there a perspective, Some sont
of framework. or a mode! for thinking about student success In community colleges?

14
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itis useful. we believe, lo think of community colleges and students
as engaged in a relationship like that shown in Figure 1. This
sfudent success lriangie, as we call it, represents the three
characteristics ot quality, delivery, and performance as more

or less revolving around students and senice markets in

a creative interplay. The triangle model is radically
different from the stancard organizational chan. It
represents a process rather than a structure
and it encourages us to begin with students

In our conception of success.

PROGAAMS
CUUAND .
SERVICES ;

STUDENTS'
. AND
~ SERVICE -
L MARKETS

Table 3 (see nextpage) uses information e
from research and practice to take the
studert success tnangle a step further
{Alfred and Weisernan. 1987 and Alfred.
1992). It identifies practices contributmg
to student success at different points in
the triangle. It is useful to note several
aspects of this table, which in itself represents a hypothesis about student success based on
general experience. First, it acknowledges that resources—staff, money, and programs—are
essential, Community colieges without full resources will generate limited outcomes with
students because they cannot provide the range and variety of services needed. Second. the
practices that are most effective in terms of long-term benefits for students and institutions—
performance assessment and feedback mechanisms—are likely to be the hardest and most
time consuming to implement. Finady. it is perhaps surprising that practices such as "staft
empowerment” and “cost sensitivity” are included as contributors to student success. Faculty
and staff who tack motivation because they uc nol hold a stake in the institution cannot
contribute to student success. Institutions which lase sight of the relationship between benelits
and costs run the risk of isolating themselves from ‘real world” beliefs about guality. To better
understand how thes& and other practices contribute to student success, each is considered
in turn.

Quality. Programs and services require resources and talented staffto produce outcomes that
are valued. High quality programs operate as small fisfdoms upholding tight stancards. They
cansistently deliver benefits that meet or exceed expectations and are perceived as being
better than tha cxompetition. This perception contributes to a reputation for quality which in itself
can raise Sturdent expectations and improve cerlormance. Capacity for innovation is a
distinguishing, characteristic of high guality programs. Th2 ability to innovate—to change In
response tc student needs—opens the door to student success regardless of the cost of
implemereng the innovation.

Program and Service Delivery. Practices for deliveringprograms and services are especially
criticalin creating a culture for student success. This is particularly true for students whe require
special services to stay in college. Efforts made by community colleges to assess student
needs and deliver programs and sennces at convenient times and locations will do much to
move iearners through the system. Opportunities for success grow with the convenience
afforded studenis, as adminrstrators of colieges-without-walls who have delivered programs n

Figure I. The Student Success Friangle
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‘Table 3. Practices Contributing to
Student Success in Community Colleges

QUALITY

Cistinctiveness of programs
and services

Diversified and full resources

Capacity tor mnovation

Empowereo stad

Programs$ and serviCes that are appealing to stutlents
because thay are one of a kind. supenar to compettors
or unparalleled in quaity and cost

Flexibie Tunding to SUPPLM Programs. Services
and operations

Willingness to take 1i5ks (N the sevelopment ol new
programs and services based on informaton anout
stutlent needs and preferences

Authonty delegatad to staH for streamhining
adminisirative operations and improving quaiity

DELIVERY

Continupus assessment of student
needs and expeclations

Orientation 12 student and
clent service

Proactive support seeaces

Demonstrated experse
in marketing

Conlinuous market research matching institutianat
programs and services with student and Community
needs

Rapud response 1o stuoent needs tor quaity.
convenience. and Cost I programs and SErvICes

Support senites which inject the cellege into the 1-ues,
of students and prevent negative anfcomes fram
occurnng

Innovative markeling Siratégies locusing on resuits
{OUICOMES). Not ODErations

PERFORMANCE

Mechamisms for ‘esddack

Timery Strateqic decis-ons

Product wisicil ty

Sengitivity to management of cost

SystematiC researcn on program pertormance (sludent
outcomes student satisfaction. etc ) to determine
strengins. weaknesses. and needs for improvemernt

Institutional practices for cans.dering perfornance
infarmation i strategic decisions

Proactive decisions about grograms and services
tintroducticn. terrmination modihcation to enhance
quanty. attract vesources. and check compettion

Reguiar reporting ot student cutcomes infcrmation
1¢ externaf groups

1€
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community centers have discovered. Thus, one kay 1o success Is 1o create delivery systems
which focus on the needs of students. Ancther is to provide proactive suppoft sarvicas which
reach out and serve students. When asked about what they learned in college. students
frequently mention that access to Suppornt services culside classimprovadtheir academic skills,
competence, and self-assurance (Marchese, 1990). Theresearch is unequivocal: studentswho
are actively invalved in both acadetmic and out-of-class activities gain more from the coltege
experience than those who are not so invelved (Kuh, 1980).

Performance Assessment. Systems tor assessing and improving performance are important
contributors to student success as noted in Table 3. Oulcomes intormaticn is the closest
equivalent to product perlormance in the business ward. It leads to improvement in guality—
and, ultimately. to student success—as changes are made in programs and services. However,
this information is useless if mechanisms are not in place to appty data to decisions. Here we
encounter a Catch-22. We may have cutcomas information and want to use it, but cannct do
so because the resuiting ck inges will disrupt the institution. This 1s why decisicns involving
programs and services continue 1o be made on the basis of available rescurces—nol student
cutcomes.

in total, these strategies iliustrate three lessons about student success in community
colieges: The velue and impact of high quality programs and services on staff who must
work hard to sustain quality, the Impact of flexible delivery systems on students with
changing needs and expectations, and the critical importance of systems for assessing
and improving performance. Colieges contributing to student success will constantly
innovate; they will streamline administrative onerations to serve students faster and
better; they willinject the institution Into thelives of students through proactive services;
and they will eonduct continuous research on student needs, outcomes, and satisfac-
tion. As more and more community colleges start thinking of students as clients, and finding
better ways to serve them, the facter of student succass will emerge rnore and more strongly
as a competitive advantags.

Service
Delivery

he student success tnangle provides a much needed conceptual framework for

thinking acout student success and for developing a culture that contnbutes to

success. Except for some special considerations about high perlorming nstitutions.
much is congruent with what 1s already known. From cur point of view, two areas in the triangle
represent potential weaknesses for community colleges and require further examination: 1)
practices for delivering programs and services to students and 2) systems for assessing student
progress and perfarmance. This section and the next focus on what research has to say about
service delivery and assessment as top management concerns in Community colleges.

. 17
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Current Practices in Service Delivery. The adwvice of experts in student develapment has
strengly emphasized the need for supporl services tailored 10 the unigue needs and character-
1stics of each student {(Schiossberg, et.al.. 1989 and Kuh. et.al., 1991). Yet, our knowledge ot
community college students suggests that common practices might be included in the efforls
used by most institutions to oromote student success. To explore this question, we identified 15
support services (n community colleges and divided them in1o three categories depending on
how closely they were connectedto classroom instruction. “Academic” services were those such
as entry testing and placement. required academic advising, and mid-term progress reporiing,
which are directly linked to classroom instruction. “"Academic Supporl” and “Support” services
included services such as new student orientation and collaborative programs with community
groups which are needed by students, but not directly linked to instruction. The belief underiying
this division was one of increasing use with increasing proximity 1o instruction. The more closely

Table 4. Support Services in Community Collepes

Usod In ALL Utad in SOME
Programs Pragranss

Aeouiten Enirv
Tesbng and Placement

Earty ¥arming System
far Sludents with
Academ:t Dinculty

Aequirad
Academn< Advising

ACADEMIC
SERWVICES

Azagemic Restnetsan
and Probaion 3

Mig-Term Progress
2poring

Comouter Emorcea
Prerequisiie Checung

Eftacy)
Highty Efleciive

New Srgent
Jrentation

Required
Counseinr Contact NS

Asnioring Progrims
e AL RiSK Siugenls

ACADEMIC
SUPPOAT
SERVICES  rutorng anc Acacemc 2

Sulport Services |

Computenzed
Jegres Autiming

Apsearcth on
A Rugie Studenis

SUEPORY 5

Proqrams Invalving
bawanls ana Partrers

“nllabpras ¢ Pragrams
20 Pubeg SCroors 40 AGPRCIES

"7 Erstutve Admimstrators -Mladle Adminislrators Dﬂesear:n Assessment Cooranalors - Facuity .Ovmu
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a supporl service was
connectedtothe class-
room, the more likely it
was tobe providedand
to be recognizec Ly
staff throughout the
institution,

To check the accuracy
of this belief. we asked
facuity and administra-
tors to indicate the ex-
tant to which services
in @ach category were
provided. Additionaily.
we gathered informa-
uon about faculty and
administ: 3tor views on
how effective these
services ware in help-
ing students succeed.
What services helped
students stayin college
and achieve goals?
How widely were they
used? What 15 their
value to students and
the institution? In other
words, are commun ity
colleges effectively or-
ganizedto promote stu-
dent success through
supporl services?
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The results are presented in Table 4 (See previous page). The evidence is Clear that support
services are provided on a vanable basis. depending on how closely they are linked to
instruction. Only 4 of 15 suppon services—most of them in the Academic category—were cited
by half or more of the respondents as operating in all programs. Practices such as “required
entry testng and placement” (64%), “required academic adwising” (56%). and “academic
restriction and probation” {729%) are directly linked to clas sroom instruction. The frequencies
with which they are reported suggest that community colleges organiza and deliver support
services around the classroom—the only point of contact many of them have with students.

Cur colleges are much less likely to employ support services away from the classroom. Of five
services listed in the Academi¢ Suppon category—those which supponrt, but are not directly
linked to instruction—only one ("tutoring and academic suppont services") was cited by more
than half of the respondents as operating in all programs. The remaining practices—"new
student orientation,” “required counselor contact,” "mentorning programs for at-nsk students.,”
and “computerized degree aud:ing"—were reported by a cornparatively small number of
respondents.

The least freguently citcd services were those In the Suppon category. which were reported by
less than a quarterof the respondents. These are services carried out with special groups away
trom college. Some examples inClude "special programs for racial and ethnic groups.”
“programs Involving parents and partners.” and “collaboralive programs with pubiic schools.”
The fact that these services are provided on a fimited basis suggests again that support
services in community colleges are organized around the ¢lassroom. The more detached the
service Is from instri N, the less likely it will be provided.

Ingenerat.our colleges arelocked into an outdated methodology of delivening supportservices.
Instructors and advisors wait for students to come in for appointments. The students say. I
have this problem or need.” and the staff member provides the service. Students are in a hurry
to leave campus for work and other obhigations. Stalf. feeling the pressure of their own work
day. hurry to deliver needed services. Littie, if any. ime 15 spent helping students pian their
academic careers or cope with the demands of coilege. Alternative delivery systems do not
appear to mert consideration. When asked “how eflective” they thoughl different support
services were. staff answered by assigning the highest marks to services carned out In
proximity 1o the classroom. Apparently. support services can best be provideo on campus by
full-time stalf. Regardless of student needs. services which do notinvolve interchange wilh staff
during regular hours in a controlled setting are not viewed tavorably—possibly because they
rmay disrupt personal schedules.

New Service Medel. Whatcan community colleges do to provide support services which meet
student needs” In addition to campus-based practices. they can employ outreach activities to
help students negotiate a complex culture. The case of Qutreach Community College provides
a good example of what our colleges can do:

Qutreach Community College decided several years ago that it couid only succeed with
at-nsk students if it began lo work cooperatively with high schools in the service district,
After nurnerous discussions with guidance counselors and teachers. college staff decided
to focus on high school freshmen and sophomores who had demonsirated academic
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capabiity at some point in thewr schoo! work, but who had fallen into patterns of truancy.
fighting. and insubordination. There was a/so a high incidence of teen pregnancy among
mermbers of this group.

A pilot. votuntary program was geveloped o enhance these students’ seif-respact and to
improve their commurcation skills. The coffege aevelopment office worked to secure
funding from a foundation for part of fhe project; state monies for special populations were
used to support other aspecls of the program. In adaition to serving the students during
thewr school aay, the parents of the students were invited to a nearby campus of the college
for workshops On parenting and cther skills that would support the students’ endeavors.
As stuodent aitendance and performance began ta improve, college counselors began (0
talk with them about coffege. In addition to discussing the programs at Outreach,
counselors provided information about other educational opporiunities, inciuding several
histoncally biack coiteges with which Outreach hadjust completed articulatron agreements.

While no single set of actvities 1s right for all instituions, high perferming institutions
consistently and aggressively reach out to students by assessing needs. adjusting programs
and services. and mantaimng a powerful client onentation. Too often. our celleges are
organized to accemplish a diferent end—to maintain harmony by providing services at times
and locations convenient for staft. Atter years of service, there 1$ a natural tendency for staff to
taciitate their professional day. in so doing, they may distance themselvas from students.

Commurity college students and adult learners have a much broader spectrum of needs
related to home. work, and civic roles compared to learners who have yet to take on this added
burden of responsibiity. According to Kempner (1990);

Afthough most faculty see the studenls as important. community colleges are maybe like
astore. As ‘custormers. "the students come 10 take whal 1s off 2red and the facuity members
do not have to be "committed 10 change.” Because the college 1s not “a large part of the
students'lives.” some instructors beheve, "there Is iess concermn about directed, purpose-
ful. behavioral change among the facully.” Interastingly. students use the same concept of
“service” lo explain what helped or hindered their fearming and ultimate success. I'm
paying for a service,” said one, “s0 teach me content and don't try to push me out. | can't
afford to get a professor who weeds us out ... . I's 50 hard 1o keep motivated when you
have other responsibilities of the famity and work. I've been real close (o bagging it. We
need to be encouraged.”

What does this say about Suppon services in community colleges? It intorms us that services
must be flexibly organized to meet needs. Studentdevelopment and learner achievements.
which lead to successful outcomes, are best accomplished through an organization
that prevents negative outcomes from occurring. A prevention orieniation means that
admnistrators, faculty, and staff need to become increasingly proactive—to use their
skills and experience to design Intervention strategies for such potentially vulnerable
s.udent populations as single parents. returning adult learners, underprepared learn-
ers, and unemployed workers. Such strategies can include programs to strengthen self-
esteem. build confidence. and improve competence and coping skills through outreach efforts
carefully crafted to meel dentified needs.



Unfortunately, wathout an infrastructure In place 10 carry out an aggressive program. this
prevention approach wili not be possible. Support services in community colleges are
organized along functionat lines of academic and student services. Little communication and
minimal integration exist among these services and between these servires and academic
depaniments. Students bring compiex problems, butexperience fragmented andcemparmen-
talized responses. A different situation can be observed for students involveo in special
programs. Over time, services for special populations—such as handicapped and aduit
learners who may be particulafly atrisk for not completing their education—have been
integrated across functions, with program coordinators acting as advocates for their group.
Students in these groups feel supported. they have a sense ot belonging to the institution.

What s needed is not a whole new set of services for students. We recommend a model for
support services that connects students and insttutions by reaching out through aggressive
services. Derived from the work of Schlossberg, Lynch. and Chickenng (1989), this model
implies that staff must view themselves as effective agents for involving students in the
institution. It imphes an active interest in assessment and an openness tochange. Itimplies a
capacity to guestion existing assumptions about services-~10 seek new ways to delver
services based on student needs. It moves services away from scheduling and it rewards
instructors and staff for time they spend working with students. The proposed model is
presented in Figure 2.

The first stage in the model. intake. uses
support services such as testing, entry

assessment, and admissions Counseling Figure 2. Model for Delivery of Support Services
to determine the position and needs of the INTAKE PROCESS QUTCOMES
fearner n relationship lo the institution. ¢ i e

Critical questions 10 be addressed and
answered are:

S Anternal

“Sérvice:Related "

‘ '
W Isthestudentacademically and socialiy : . ¥
‘esting and Fimancial A Student Use at
prepared for college? ’ Assessment Counseing Services
Acdgemic Satistacton win

Health Services

Advisement Services

W What 1s the student’s previous experi- .
ence with cducaron® Vhen dd this " + :
—~ I

Do Nesds |
expenence occur? Determination

Menloring

W What external suppons does the stu- f ¢
dent have to facilitate or retard success Perdr Education Academic Agvising Student Retentian
. . - Backfiroung Placement Arademic
(including financial assets, family sup- | Expenience Co-curncar Achievement
por. work environment, etc.)? External Supports ACIMM: #u?c?rﬁéid

Further Educat or
B What specific needs (academic and

non-academic) does the student have
that must be addressed lo improve the
chance for success? f

Academic H¥latEd.

The second stage of the model begins with
mentoring. a process designed 1o fit the
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needs of students with important features of the college. Labeled the process slage. the
objective of support services In this stage 1s to meet student needs nsde and outside ot the
classroom based on infermaton acquired earher. Critical processes in this stage center on
connecting each student to a recognized member of the college community—a taculty member.
student development professional, or staff member—who can serve as a mentor or intermedi-
ary. Mentors, counselors, support service specialists, and academic advisors work together to
refer students as neededto specific support services: career and personal counseling, financial
aid, health services, and other services such as parking, (ransportation, and job placement. The
suppon services, such as career counseling, may make referrals back to the mentor. Through
a connection to a member of the college community, each student will have access 10 and be
part of a network of services and programs that make up an integrated system.

The third stage in the model. outcomes. keys on assessment as a method for determining the
impact of suppor services on students. This stage mnvolves research to determine the extent
to which services were usad. how satisfiad students are with them. and the relationship of
services to outcomes 1n work and further education. Using the results of research 10 improve
services (feedback) means adjustingclass schedules. locations, and program offerings. as well
as faculty, counseior, and business office hours to accommodate student work schedules and
needs. It also means changing to a prevention orientation in ¢- -eer anc personal counseling.
learning resource centers, and student services. Such services as child care and transportation
may also be provided or adjusted to meet the s rcial needs of commuting students. In other
words, services will be providad 10 students at times and places convenient for them. by stafl
who understand their needs and can help them achieve impontant goais.

A comprehensive assessment of current services using this mode! is an smporiant step for
cemmunity colleges. Restructurng the delivery of support services to accommodate student
needs and to promote success IS essental to the future of our colleges: it 1s also a criical
challenge to faculty and staff.

Progress and
Performance
Assessment

&tuming to the concept of tha student success tnangle presented earlier (see Figure
1}, panners and researchers suggest that one of the most imporiant strategiC tasks
for any college I1s to identify the near- and long-term cutcomes of education (Ewell.
1884 Astin. 1985; Peterson. et.al., 1988). This 1s especally true of insttuhons wih a
comprehensive migsion, In which academic degrees may not be the prnmary measure of
success, Yet it is ironic that community colleges do not know the full scale of their impact on
students. Many have taken apassive approach to assessmentbased on a belref that quality and

22



=

ERIC

Aruitoxt provided by ERic:

S

low cost will earn them high marks. The one aspect of the success tnangte that many of our
coll2ges have been siow lo address 1s performance assessment.

In this section we will atlempt 10 answer some important questions about assessment praclices
in community colteges:

IT What types of information are collected from sted: . at differert points of contact with

the collega?

E How often 1s this information collected?

I 3. How wide'ly I1s assessment used—is it used in ali programs. some programs, none, &ic.?

The Assessment Cycie. One of the obvious places lo stast in thinking about assessment 1s to
determine the extent to which our colleges collect information from students. Think about your
institution. What are the varnous points of contact at which things happen to students andthey pass
Judgment? For how many of these "points of contact” does your college collect information to
determine what happened?

To help your thinking process, visualze your college as dealing with students and outside groups
In terms of a cycle of assessment—a~ ongoing chain of evenls in which changes occur In the
lives of students. The cycle begins at the very first point of contact bétween Ihe student and your
college. it may be the instant at which the student sees your advertisement. hears a radio spot.
or talks to a friend. Or it may be a more organized event designed o facilitate me transition to
college such as onentation or academic ;

advisement. tends. ontytemporanly. when
the student considers the service com-
plele, and it begins anew when he or she

decides to come back for more. - indicator Collscted. Caliectad.
ALL Progrems SOME Programs

To determine what assessment activiies
are carnedout at ¢ntical points. we divided

'+ gr Sphoai .
Grages | '

Rasic Shills

activities In each phase of the assessment

Table 5. Information Collected from Students at Entry
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cycle is presented below.
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Entry Assessment. There ts remarkable
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consistency among and within colleges In

the information coltected from students at entry. As indicated in Table 5. 3 out of 4 faculty and
administrators reported that information about student educalional goals. basic skills proficiency
{reading, writing and math). and high schoo! grades is callected at entryin ali programs. Toa lesser
extent. information about career goals 15 collected.

Our findings reveal that basic skills assessment is a one shot activity occurnng at admission only.
Fewer Ihan 20 percent of the respondents indicated that this information 15 ¢ollected after initial
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Table 6. Information Collected from

Colluctnd.,
AL Progreme

enroliment. This lack of effort may be explained by two important distinctions. First. community
colleges have placed the emphasis on systems and procedures for collecting information from
students at entry-—the point at which routine data collection procedures can be enforced as a
prereguisite for admission and registralion. This capacity diminishes as programs become a
“home base” for students and attention turns to the next cchort which must be tested and
placed. thus restncting follow-up efforts. Asecond distinction is that follow-up efforts are costly
and time consuming. Limited resources are available to suppor an institution-wide research
function. Lacking resources, institutionsfocus onindicators of student flow which form the basis
of a grading system for programs and services.

Student Progress and Outcomes Assessment. College leaders who have caretully waiched
trends ir: the student population or come ir..0 contact with students through other means have
observad an extraordinary diversity in enlering stugents. They have come tc expect variation
in student progress depending onentry gualsand expectations. Alct of research has heen done
on what happens to students after they enroll in college. This research has not considered the
diversity of information collected and the frequency with which it is collected. We asked
respendents, theretore, 1o identify the typas of information collected from students durning and
aftercoliege. Wewanted olearn the extenttowhich data gathering begunwith students atentry
continued during and after college,

The expected contrast is. in fact. evident.
Table 6 shows that information about

Students During College students and their involverment with the
) institution begins to deteriorate after initial

Colleztad. Nat Callecied; . .
$0%E Programs Dan t Knew enrollment. Qur coleges maintain excel-

lent records of student flow into and out of
courses and programs. Almost two-thirds
of the responding faculty and administra-
tors reported hat information 1s collected
in all programs descrnbing course and
program enrollments as well as changes
in student enrollment. However, compara-
tively little informaton 1s available con-
ceming student roles and activities outside
ofclass, theirinvolvement and satistaction
with the institution. and what happens af-
ter college. Less than one-guarter of the
respondents reponted that information de-
scribing student use and satistaction with

TR e wwe | services 1s collected in all programs.
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Admnisraiars warrd rators




Q
ERIC

Aruitoxt provided by ERic:

0

&

The experience ol Resistance Community College shows how this can happen:

Resistance Community Coflege has been arguing about the assessment Of student
{eamung formore than five years. Workingunder a rather loosely structured state mandate.
the college has worked lo define student leammg oulcomes and to assess stugent
fearming. While the college has made scme progress. it has not come easily. More thar haif
of the facuity have devoted their professional livas to the college. Length of service for this
group averages 18 years and most would prefer to keep the college in its present stale.
Although they know liife about students outside of their rofe as leamers. they feei that the
limited assessment they ara doing is enough. College aoministrators and state officials do
not recognize the assassment of student leaming that is already going on in their courses.
Why do they need to oo more—especially to fulfill the whirn of admwrustrators? Facuity in
Reasistance Communny College profess a rudimentary undersitanding of the basic 1ssues
and concepts of assessment. They feei challenged ana threatened by the requirement.
Furthermmore. the broadly based distribuhon systemm used to organize the coilege’s
curnculum resists easy assessment. Broader bases of agreement need 10 be constructed.
but the process is slow. the frustration high.

This context for assessment is typical of many of our institutions. Tight resources and high
resistanceresultin atendency to collectonly the most essential information. As students leave.
record keeping ¢enters on immediate outcomes in work and turther education. Tabie 6 onthe
naxt page shows that most of our colleges collec. data descnbing tour-year college transter,
the relationship of job to curnculum. and entry salary/first job. Cormnparatively few collect data
describing affectrve factors related to coilege attendance (i.e.. goal achievement. satisfaction
with curncula. and satistaction with support services) and very few collect data measuring basic
skiils and general education knowledge at exit.

After exit. data gathenng efforts come 10 a standstill. If we focus on long-term indicators of
studentsuccess (See Table 8). we see that a majority of faculty and administrators report limited
efforts to gather follow-up data from students. To illustrate. using the information in Tables 7 and
8to compare the percentages of faculty and admimstrators reporting data gathering effosts for
near-term and long-term outcomes, we see the tollowing:

! STUDENT SUCCESS PERCENTAGE REPORTING
INDICATOR INFORMATION "NOT COLLECTEQ"

Near-term (8t exii)

Four-year coliege transfer . ... .. ... 40%

Relatienship of job to Currculum 50%

Entry salaryiestioh .. . . 54°% '
Long-term (1-3 years after exit) i

GPA al tour-year college .64°%,

Attainment of baccalaureate degree 72%

Job, promotion and advantement 76

Changes in salary . ..BD%




Table 7. Information Callected from Students at Exit
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‘ wilh Suppon Services

Four-year
Gallege Transler
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 Curncuium o
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st Job

The data on employer satisfaction pre-
senis aninteresting postrait of beginning
eitorts to tap employer attitudes toward
community colleges. It is obvious, lirst,
that many institutions donot collectdata
from employers (see Table 8). However
the incidence of data collection after ext
is greater from employers than itis from
four-year coileges and former students.
While the gap between data collection
eiforts conducted with alumni and four-
year colleges is not great, the difference
in ettort with employers is noticeable.

Colleced.
ALL Programs

Coltuctad.

kol Cotlecinay
SOME Programs '

Modeling Current Practice. |s there
a perspective. some sort of model to
explain what is happening in assess-
ment? ltis useful, we believe, 1o thirk of
assessment as taking place in a funnel
with a large opening at one end and &
narrow pon at the other as shown in
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w s m Figure 3 (see next page). If we divide
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asser ‘ment information into ditferent

Table 8: Information Collected from Students
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ans work Ethic
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Ececudive

Adrministralars

categories basedornwhenitiscollected,
a clear pattern emerges. Community cal-
leges are most likely 10 gather informa-

at Least Once After Exit tionirom studentsatentry-—the beginning
Contactas, — T of the funnel. As students move through
ALL Prognime ROME Programs Don'l Kr.ow

the funnel the amount and types of infor-
mation decrease and become more
highly spesialized, focusing on student
llow in programs and courses. Al exit.
colleges make a strong effort to gather
information frorm students at the point of
1eaving, but not after. In other words, the
focus is on "near-term" indicators such
as transfer, relationship of job to curricu-

]
i
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Facuity Overall
m

lum, and entry salary in contrast o long-

Ml term indicators such as advanced

Administrators

heseathyAssessment
Coardinatory
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degrees, job changes, and employer
satisfaction.

We can. in par, explain this pattern by looking at the organization for assessment in our
colleges. Most are organized along functional lines as opposed to assessment cycle lines in
dealing with studenls. When this happens, no one i1s responsible for ensuring that a full bank
of information is coliected. In the absiract, of course, the president is accountable, and
everyone who comes into contact with the student is responsible. But the simple fact remans
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ENTRY { Initial enroliment)
High School Gradas * High School Diplema » Math Competeney
'hat wnen no one 15 specihcally Reading Com!anw-WﬂﬁngCanpetem;-EdumnonslGoal;’/
Jccountable for Jhe cycle of assess-

ment. Irom beginning to end. the
student's expenence with the college s
Jndeterminedandinforrmation that can be
Jsed to improve programs and services

5 {ost.

Camar Goals * Student Background Data

PROCESS (dusing enroilment)
Enrolimeant Status = Change 1 Program

Grade Paint Averaga ® Drop-out from Collega of Coursas

\ Satistaction with Instruciors

A more compelling explanation can be found n

the way our cotleges respond 10 changes in the
external envionmenl. Many respond quickly to
urgent community needs. They define success In
terms of growth, with constantly increasing enroll-
ments the commonly used :ndicator. Consequently,

NEAR-TERM (at oxit)
Trarater * Entry Salary
Aelabonship ol Job 1o Cumcuium

LONG-TERM

Figure 3.
tactors that affect currentlv ensolied students tend 10 be (1-3 yoars atter oxlt) iy
Emplayer Sabstacton Fhe
seenas more mportant thanwnat happened to previously Siudent Satistaction \ssessment
Fusthel Education iaae
anrolfed students and how the college rmight better serve Furiher Degraes Funnel

Salary Changes
Job Changes

future students. Our colleges are focused on the here ang
new This circumstance 1§ renforced by constituencies de-
manding additonal services. but reluctant to provide resources.
In trus view. thare r2aily 1S no alternatrve but to concentrate effonts
on students who currently need services. The resulting iack of depth In outcomes assessment
makes our coileges vuinerable to probes and inquines concerming the benefits of education.

Dasigning Assessment for Student Success. A stnking feature of high performing cotleges
is continuous performance assessment. parhcularly after a service has been rendered. The
syStem for assessment works so weli and information 's produced $o reguiarly that a college
5 able to make continuous iMProvement in proegrams and services based on assessmernt
~esuits. {we are interested it usiNg assessment results tu iniprove the guality of programs and
services. i1 makes sense to stan with the student as our way of knowing how well we are doing
There 1s a Simpie way to depiC! what our cotleges need to know about Students. This approach
17 assessment beqins by identifying important pauints of contact students have with the
~sttution 1t goes on 10 use a oropOSINon about Student success t@ describe the many wavs
students and insttutions interact and the outcomes of this interaction

Figure 415 a schematic ot a new modei tor assessment. Denved from the work of Albrecht and
Zemke (1985). nreads likethis: If students enroll and if the college oflers programs and services
that meet student needs based on assessment information. then students will persist toward
stated goals (1.e.. they will make progress). Furthermore. if the coliege assesses student
progress dunng and after enroliment ang if it moaifies programs and services 1o ensure that
student oulcomes match goals and expectations. the college will be successful. There are
'nierences n this model. The first 15 the obvious linkage hetween student progress and
assessment intormation. The second inference is between certain institutional practices—
anat Information a college galhers ahout Students after enroliment and how it uses this
nformation—and Student cutcomes. Finally. there 1s an assumption—an inference—that the
outcomes of education must match student goals and expeclations if the insutution 1s *o
e successful.
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will match expectations
and the college will be successful. The only way High Performing will know whether or not ts
programs and services have a favorable effect on students will be to: 1) measure student goals
and expectalions at entry, 2) assess sludent progress and outcomes. 3} measure student and
employer satistaction with pregrams. services, and outcomes at exit and beyond. and 4) make
changes n programs and services based on assessment information.

It community colleges are to achieve maximum success with students, assessment
activities must be systematically designed and reliably delivered at ali stages of student
contact with the institlution_ There is aneed for much more assessment activity common
to all academic programs. carried out with students at various intervals during and after
college, and carried out with external groups such as business and industry employers
who receive secondary benefits from education. If our colleges restrict their focus in
assessment to student flow and near-term outcomes they will continue to be vulnerable
to probes and inquiries from outside agencies.

Usingas sessment resulls 1o create programs and services thal meet student needs. designing
supper services thatassist ratherthaninsisl, and deveioping decision syslems that encourage
the use of assessment information in resource decisions are. we believe. major management
challenges tor the 1990s and beyond.

(g
[
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Organizing
for Student
Success

j 0 recap what we have concluded so far, student success 1S a complex subject that
brings together many different elements. It reflects the goals and expectations
students bring with them to college, the progress they make in courses and programs.
and educational cutcomes which make an impression on important groups. It is helped or
hindered by practices which bring superior service to students—both curricular and extra-
curricular. Student success is the ultimate critenon for institutional eftectiveness. Our colleges
rise or fall in the eye of the public based on what students do. not what is done for them.

rurther. we have concluded that cotteges which engage students in academic and out-of-class
activities are more likely 1o contnbute to siudent success than those which do not engage
students. They do so by providing guality services which inject the college nto Ihe lives of
students and prevent negative oulcomes from occurring. Institutions that cannot respond to the
needs of students will be ‘eft turther and further betund. Thus. guality of service i1s now a top-
management issue.

Finally, the evidence from a number ot successful organizahons points to *he concept of
continuous performance assessment as a method for improving serwce. Performance
assessment s afar cryfrom ongoingevaluation ot instructors and courses. [tismuch more than
completing surveys to determine how well an instructor 1s domg or how students feel about a
course or program. Indeed performance assessment is a whole-organization approach that
staris with the nature of student goals and expectations and carrnes over to outcornes during
and after college. This approacn means gatherng information from students al freguent
intervals and usmg this information 10 iImprove service.

Community colleges that have a capacity to contrbute to sludent success are easily
recognized, andtheir internal characteristics are easy toidentfy. Cur researcn shows that h.gn
performing cotleges in the area of student success share at least the follnwing charactenstics:

rTThey “reach out” to students through academrc and out-of-class activilies.

E They provide proactive services which meet student needs for guality, convenience, and
cost while preventing negative outcomes from occurring.

EThey continually assess performance lhrough research carmed out on prcgram and
service qualty.

m They use assessment results to improve guaty.
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E They have established a reputation for quality that 1s shared by staff, stugents. and external
groups.

E They have a facilitating culture—an approach to management and leadership that empow-
ers statt {0 help students achieve goais.

Qutreach: Key to Success. When we look at the characteristics of institutions with an
orientation to student success and compare themtc thefindings of research. a common thread
emerges. These colleges become involved with students as “whole persons” holding multiple
roles and responsibilities. By virtue of their commitment to service and performance assess-
ment, they come 10 know their students well. Instructors and staft reach out making help so
readily available thatitcannot be avoided. Virtually every institutional policy and bractice——from
class schedules. faculty office hourg, student onentation, parking, child care, and access 10
support services—is carefully considered in refationship to student needs.

Moreover. high performing celleges commut staff to helping students succeed. but they alsc
emynasize that there are many different forms of success no one of which is more imporant
than another. Teachers and administrators are expected 1o reach out and support students wilh
different goals. Assessment tells them what they mustdo to eam high marks. Expectations are
sel fairly high and staff rise to meet these expectations. They take service seriously; this goes
beyond simply making courses and services available 1o students. How the institution
communicates and acclimates staft to this philosophy differs ameng institutions, although in
each instance the result is the same—reaching students through aggressive programs and
services is the key 10 success.

The Responsive Qrganization. It our colleges are to become fully orgarized for student
success, they must undergo a iong, hard. and honest assessment of their behavior with regard
to two basic and separate concepts—the “customer” and "service.” Some questions need to
be asked: What does service—infericr or supenor—mean to faculty and stafi? Can they
appreciate the causal relationship between service and quality? Who do they define as their
customers? How do we ensure thatthe entire college becomes truly dedicated to service? How
do we determine and momtor our ¢nentation to service?

This kind of questioning 15 often dismissed as an academic exercise n a fast-changing
education landscape. itis not. Faculty. admmnistrators. and staff must redefine their roles as the
need intensifies 1o develop creative approaches to meet student needs. Persistent inquiry of
and about students enables staff te confront gaps In the design of programs and services. This
must be coupled with a vision of service and a positive attitude.

It we really want to be serous abeut student success. we will begin to picture our ¢olleges as
retail organizations—that is. as organizations serving cilizens in the community in the same
way that franchised retailers serve customers. To accomplish this. knowledge about service
gualily 1s essential Constder some of the steps that our colleges may need to 1ake to ensure
service qualty and satisfied students.

30
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|1_.Gamering information
+ follow-up survey with new students during the first semester of enrollment
» student comrnent cards available in academic and service departments

« annual follow-up survey measuring student satisfaction with courses. programs,
and services

« oparational procedurss for analyzing and acting on student survey data

|? Repeated Communication

« personal lefter from a college adminiStrator, counseior. or instructor welcomng a
new student 1o the college

* {elephone call to new students within 10 days after intial enroliment to discuss
problems and concerns. answer questions. and 10 encourage them o use
support serwces

* {ollow-up telephone call from an instructor. advisor. or staff member 1o students
indicating problerns or concerns

E Face-to-Face Contact

* periodic focus group meetings with students. employers, and outside groups to see
whal they like and dislike about college programs and services

+ service qualily representatives for each academic division and service unit who can
act quickly to solve student problems

r: Acting on Information

* using information obtained from students to adjust class schedules, program
offarings. office hours. etc. to accommodalte work schedules and personal needs

« working with students to develop a prevention onentation in academic and career
JQAvISING, [earning resource centers, and Student Services

« providing or adjusting specsal services {child care, transportatior, peer tutonng, eic.}
hased on information raceived from students

r5-.Staﬂ Training

s integrated training programs tor. a) supponrt staff. emphasizing service to internat
customers. b) faculty and staff. emphasizing service to students and outside groups.
and c¢) administrators. on how 1o build a service orientation

* employ the expertise of established service organizations (e.g., hotels, banks,
retaillers) to train staff in the art of providing excetlent service

Following-up with students does two things for a college. It tells students that faculty and sta#f
care about them. and it gives some indication of the changes that have to be made to improve
quality. What can be done to educale staff to provide good service? Communication skills can
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be role played in front of 2 video camera snd then analyzed by the staff member and a skilled
trainer. Staif can be given scnpts to lollow in order to determine a student's needs. overcome
obstacles. and provide & service. Every aspect of providing a service can be explained in detail:
nothing should be left to chance in the interaction between staff and students.

Reconceptuslizing Menagement end Leadership. Community college leaders rarely have
trouble describingtheir colieges’ competitive advantage. Our programs are unique. Or, we are
quick response institutions that serve our communities well. Or maybe, we provide the highest
quality instruction at a cost students can afford, Anyone feading a community college knows
the ordinary truth: a growth-oriented instilution needs to operate at the cutting edge in order to
stay ahead of the competition.

What many ieaders do not know i1s how to remain at the cutting edge. Cur colieges have
continued growingright through the current recession. Buthave they done so because of strong
management. high quality. favorable costs? What accounts for their success? What prevents
cor etitors from invading their markets and learning to do exactly what they do. only betler?

Qur colleges have established an enormous advantage over competitors Dy virtue of their low
cost and market relevant programs. They have not been inuched by overhead cost scandals.
athletic abuses, and misplaced pnorities involving teaching and research. However, we cannot
expect 1o sustain this advantage by maintaning the status quo. Community college leaders
need to begin asking what has to happen inside the college 1o develop a new competitive edge.
Presidents need 1o be able to "sense the marketplace” in order to have confidence that the
college is moving in the right direction. Yet presidents can't do it alone. An important facet of
leadership 15 the need for strong leaders throughout an institution. Presidents must develop
strong leaders not only among senior administrators, but also among department chairs.
committee heads. and siaff members (Green, 1992). These people are the engine of change:
without healthy. positive, and responsible leadership from the ranks. institutions will become
paralyzed.

What must our colleges doto avoid paralysis? How can we remain at the cutiing edge? Nothing
less than a different conception of management and leadership will be required—a conception
in which instructors and staff are viewed mor2 as an investment than a cost. If staff are driven
by interest and want. they will provide good senvce. Good service leads to quaiity and quality
creates growth. When quality declines. so too does growth.

Urtil very recently, the govemance structure In our colleges mirrored the administrative
structure. Stralegic planning was the sole prerogative of executive officers, and there was little
involvement of academic depariments and service units in the process. This 1S changing, but
perhaps not quickly enough to remain at the cutting édge. The literature on complex
organizations tells us that administrators and teachers in change resistant institubions consis-
tently deny the need for change, despite ths influence of external factors that are shifting faster
than ever. Resistance 1o change is a natural outgrowth of organizations that are extremely
successful. Having grown fond ottried andtrue practices. they are reluctant to 12t go. As nerbia
moves the college in the direction that has served it so well, the service region in which 1t
operales moves in a different direction. Over time, the gap between outside realty and
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institutional inerha widens and the college gets out of touch with its markets. Pressure
builds within the institution as growth slows,

In most of our colleges the typical organizational chart shows a series of separate vertical
chimneys. Butin reality, most work moves horizontally. from one course or service tc the next,
What's more. most quality problems occur at the hand-off points in programs and services as
they are delivered to students. The key, therefare. is to teach staff to treat each other as
“internal” customers and suppliers. so they can understand and meet each other's valid
requirements and work together to prevent problems. When administrators. teachers. and
classified employees understand the basis of each other's requirements—mind-sets, job
responsibilities. thinking processes, and role demands—true teamwork results and students
are better served. There is no way one individual or a small group of individuals at the top of the
organization can come up with all of the ideas necessary to build a solid foundation for student
success. Teams can.

To operate at the cutting edge, our colleges will need to go beyond mere pruning and gratting
of the administrative organization. They will need to reshape the institutional cuiture fundamen-
tally transforming it into an “involving orgamization.” Lines between administrators and teachers
will need 1o hecome less distinct, and responsibility for strategic management will need to be
distributed. To be worthwhile. planning will need to be done at all levels and to invoive those
who will implement palicies. develop programs. and teach ctasses. Effective community
colleges will implement systems for continuous enwvironmental scanning, performance assess-
ment. and planning at the service unit and academic department levels. In the process. faculty
roles and workloads will change. Tomarrow's faculty members will do more than teach. They will
forecast market conditions, plan and evaluate curricula, conductresearch on student cutcomes.
build riarketing and recruitment plans. lobby private-sectr” markets for resources, and perform
other management funclions as necessary to improve program performance. Coliective
bargaining contracts will need to be rewntten to simultaneously change the nature of faculty
workload and maintain continuity in faculty and administrator roles (Alired and Linder, 1990}

In an involving organization. it is not only necessary but also advisable 1o decentralize strategic
planning because effective planning must be closely integrated with day-to-day operations.
Such planning 1s an inseparabile. vital part of the work of academic depariments and service
units. The roles of department chairs and mid-level managers will need lo be changed to make
sure there is a flood of information coming into the institution.

More decisions will need to be made by academic departments and Service units. and every
decision should focus on becoming better. Service will become the cutting edge lorour colleges
in the 90s. The ability to think strategically about service at all levels will distinguish high
performing from low performing colleges. This kind of thinking occurs most easily in flexible
organizations. in which staff are encouraged to communicate and share idzas with one another
and to see' cooperalive solutions working with chents.
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Participating
Institutions and
Study Methods

fhe study sample consisted of 172 community colleges in all 50 states selected to
proportionately represent the national distribution of colleges by size (enrollment),
service region {urban, suburban, large city, and small city/rural). geographic region
and accrediting region. Of this number, 136 colleges (79%) participated in the study. The
sample included a disproportionately large number of instituhons enrolling Hispanic and
African Amencan students. The distribution of institutions by geographic region, service area,
andsize is showninthe accompanymng charts. Atotal of 25 individual survey instruments were
sent to each college 1o be distributed, to four different groups: executive administrators (5),
mid-ievel administrators (3}, research/assessment coordinators {2), and full-time faculty {15).
A special effort was made to distribute faculty across occupational/career and liberal arts
departments within lhe rarticipating colieges. A 1otal of 2,115 usable surveys were retumed
{49% response rate). The group response rates by category were: executive administralors
(44%), md-level administrators (48%). research/assessment coordinators (46%;). and facuity
(52%). Not all colleges had a tull count in each categaory, which had the eifect of understating
the response rates.

The strategy for research was to buld a model for understanding student success by
examining faculty and administrative perceptions of management practices employed with

Northwest (11}

Northeast (23)
North Central 1281

Southeast
(24)

Southwest i32)

South Central {18)
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students at entry, enroliment. and exit. Different groups were
surveyed to obtain their perceplions of support services and
assessment praclices. Next, their perceplions were com-
pared with the management practices of high performing
organizations. to determine differentials between

high perfnming colleges and mediocre ones.
The existence of a "gap" between current
community college practices and those em-
ployed by highperforming organizations was
interpreted as evidence of problem areas
inwhich improvements would need to be
made to enhance studant success.

Conclusion

Service Area
1136 Collcges)

Suburban (16)

Urban 124}

Smali Ciby +

Large City (27) ¥ Rural (69

Mid-Lavel
Adminisirators (248)

Instivhonar
Researchers Respondemt Type
(15 (2,115 Respondents)
Exatumve §
Level
Administrators Faculty (1.331)
3

5.00010 15.000
Enroiment (54) Institution
Size
‘ {136 Colleges)
Quer 15.000 ..,
Envoliment (25} Under 5000 Enviment 1574

hat do the results of this study tell us about the culture of community colleges; about
their commitment to student success? We can feel secure in the belief that our
colleges are doing a good job of assessing student skills and needs at entry.

However, this is only the beginning of the customer/provider relationship. Students are not
simply individuals with needs that must be identified at the beginning of their relationship with
the institution, not to be looked at .gain until resource-thraatening events occur such as
separation from a course, program, or the institution as a whole. Rather, students have naeds
that change through exposure to programs and services. The programs and services provided,
the way(s) in which they are provided. the methods used to assess student outcomes. and the
frequency of assessment consttute benchmarks of a college's student success orentation.

Students do not simply enroll in our colleges; they enroll with expectations. Cne expectation 1s
that the programs they select ot the services they use will provide benefits. Additionally. students
expei:t that faculty and staff wilt be aware of the extent to which these benefils are or are not
r:alized. Finally, they expect that if the benefits are not adequate. the institution will adjust

programs and services accordingly.

An orientation to student success is a transformational concept. It is a philosophy. a thought
process, a set of values and attitudes, and—sooner or later—a set of methods. To transform a
cormmunity college into a student-cnented inslitution takes time, resources. planning. and
serious commitmant by facuity and administrators. The process 1S educationally desirable. but

it1s always a tall orcer.
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