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REDESIGNING THE SYSTEM TO MEET THE WORKFORCE
TRAINING NEEDS OF THE NATION

Larry Warford

There is general agreement among business,
educational, and government leaders that there is a
critical need to train a work force that can compete with
anyinthe world. A gap has grown between the declining
skills of our work force and the increasing skill levels
demanded in the global workplace. As we move froman
industrial-age economy toaninformation-age economy,
the United States has failed to invest in its human
resources to the level necessary to keep our place of
leadership in global economic competition.

As this situation has developed, a great deal of
pressure for meeting the increasing workforce training
needs has fallen on the formal education system.
Unfortunately, the formal American systemof education
is really just a system of “schooling,” and typically
provided to young people not yet in the work force. The
system, as it now stands, is “front-end loaded” and too
inflexible to meet the increasing demands for training
that today's workers will experience throughout their
lifetime.

Edmund J. Glearer, Jr., former president of the
American Association of Community Colleges and an
advocate of lifelong learning for many vears, suggests
that this “front-end” view of education must change—
learning and education should, indeed must, be a
continuing process. InGleazer's view, lifelong education
is distinct from traditional forms of adult education; it is
the continuum that encompasses and unifies all stages of
education—preprimary, primary, sccondary, and
bevond—and all patterns of education, whether formal
or informal.

Redesigning the System for Lifelong Learning

Building on Gleazer's view of lifelong learning, the
American Counciton Education (ACE) recently prepared
an open letter te President Clinton which stated, in part,
that “satistving the cducational needs of adults is as
important to the good health of America assatistying the
educational needs of children and young people.”

ACE argued that there are two clusters of problems
that need to be addressed if progress is to be made in

improving learning opportunities that enhance the
employability and well-being of American adults. The
first cluster involves philosophical issues. The second is
primarily structural. Philosophically, for too many
American policy makers, learning is still equated with
“kids” and "school.” Accordingly, this translates into a
preoccupation with classroom-based instruction that is
provided at times and in formats and settings that are
unsuitable foremplovedwadults. Similarly, prior learning
of adults is often ignored or devalued, with the result
that an unwholesome separation of education and life is
prevalent in our society.

Structural problems stem from the fragmented and
unsystematic nature of the present educational enter-
prise. ACE suggests that formal educational providers
are too far removed from the workforce realities of the
community, and that in rising to fill that gap, employers
and labor unions tend to address education and training
on a piccemeal basis in terms of their own immediate
concerns. The result is a “mishmash” in which national
goals are too often ignored, resources unnecessarily
wasted, and individual needs left unmet.

To resolve these issues, policy makers must stop
seeing work and learning as separate. Work settings
must become learning environments. Emplovers must
realize that ongoing education and training are vital
aspects of global economic competitiveness—and
workers must realize that their current and future
emplovability is at risk.

The Changing Work Place

In September 1993, the American Association of
Community Colleges published a policy paper, “The
Workforce Training mperative: Meeting the Training Needs
of the Nation,” making the point that as much as 75
percent of the existing work force will require significant
job retraining in the next decade. Furthermore, the
problem is not going away soon; fully 85 percent of the
American work force of the vear 2000 is already at work
today; unfortunately, the half-life of occupational skills
is only five years.
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Experts on the future of work in this country have
painted a picture of a workplace far more dynamic and
uncertain than that of even the recent past. Consider:
Today's workers will make four to six career changes in
their lifetime. As a result, by 2000, America’s corporate
training budgets will triple and job mobilitv——changing
joblocation or firm—will dramatically increase. And the
work place will be much more diverse: one out of three
workers will be an ethnic minority; and over 60 percent
of the work force will be women.

Workforce Training

Workforce training programs have proliferated in
response to these changing realities in the workplace,
and include all types of programs that prepare persons in
some sort of employment transition for reentrv (or in
somecases, initialentrv) intothe work force by providing
them with new or additional skill sets. They alsoinclude
skillupgradesand othercontinuing education programs
for the current work force.

» Until very recently, however, training of the current
work force has been largely the responsibility of
emplovers, professional associations, and licensure
agencies. Since most of the training from these kinds of
providers has fallen outside of the requirements of
certificates, degrees, and diplomas in the formal system
of “schooling,” little attention and fewer resources have
been devoted by the public sector to support such
endeavors. Nonetheless, driven by therigors of the ever-
changing workplace and the need to ensure currency in
the professions, associations and licensure agencies
increasingly require continuing education as a
prerequisite of membership. Inthesame spirit, emplovers
are requiring (and often providing) ongoing skills
upgrading as a condition of emplovment. Because little
of this training is an easy fit with existing certificate and
degree requirements of the formal svstem of schooling,
professional associations and licensure agencies have
become major credentialing forces for the work force,
supplanting in some cases the more traditional (but less
current) certificates and degrees of the formal svstem.

Only recently has any part of our formal schooling
system paid any attention to the real needs of the work
force. In the 1980s, however, community colleges began
to recognize the opportunity and challenge posed by
customized contract training designed for flexibility and
responsiveness to the needs of the current worker. Today,
hundreds of community colleges across the country are
partnering with business, industry, labor, and
governmenttodeliver customized training toemplovees,
often at their workplace.

In establishing these partnerships, community
colleges have enjoved a good deal of success, emerging
asmajor providers of workforee training. What is needed

now is a commitment by community college leaders to
develop structures that will bring workforce training
into the mainstream of the community college while
retaining the flexibility of customer-driven programs.
As Gleazer suggests, community colleges “must cease to
be trapped by the traditional view of college” if they are
tobesuccessfulin maintaining the position of community
colleges as major contributors who bring creative and
inncvative approaches to bear on the critical training
needs of the current work furce.

Transcripting Training: A Place to Start

Tradition in the formal system of education holds
thatarecord bekept of students’ progresstoward degrees,
certificates,and diplomas. Inhighereducation, the credit
is the typical measurement of this progress. The
educational system monitors student progress toward
degrees and allows some transfer of credits from one
institution to another.

Transcripting training for lifelong learners would be
a simple extension of this traditional practice and a wav
to extend the credentialing power of the community
college to lifelong learners who may simply be pursuing
theireducational goals in an alternative fashion to that of
degree-seeking individuals. The advantages of
transcripting lifelong training for students and emplovers
are many; among the more obvious are a documentation
of informal learning and associated skill sets, and a
verifiablerecord of the commitment of the worker-student
to maintaining currency in his or her field. These records
could be easily centralized and made portable in much
the same way that credits are now stockpiled for service
men and women in the credit banks of the Community
College of the Air Force (CCAF). Like the colleges
articulating with the CCAF, community colleges that
participated in such a national database of transcripted
continuing workforce education and training would
become preferred providers.

Community colleges need to build a new system of-
learning and credentialing that is based on. vet expands
the utility and relevance of our existing structures.
Community colleges must rid themselves of traditions
that do not serve the needs of both voung and adult
learners alike. Taking the bold steps necessary to create
a lifelong learning transcripting system is an easy and
obvious place to start—and one that will do much to
change the widespread but misguided view that only
“formal” learning can have a lasting value.

Larry Wartord .a louq<mmimqmiz'omh'oh'om;vrvhvn\‘ivv
workforce development, is vice president for instructional
services at Lane Comnnanity College in Eugene, Qregon.
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THE COLLEGE PRESIDENT, THE BOARD, AND THE BOARD CHAIR:
A PRIMER ON EFFECTIVE RELATIONSHIPS

Wayne Newton and Norm Nielsen

Itis axiomatic that the president and board of trustees
of a community college exercise leadership that is
responsible for the success and health of the institution.
They exercise leadership in tandem, with their own sets of
roles and responsibilities. When all members understand
their respective roles, the organization can function
effectively. But when these are out of balance, the college,
its community, and its students sutfer.

The Role of the President

The president of a community college has many
responsibilities, ranging from providing academic
leadership and ensuring provision of quality programs
and services to exercising oversight for college personnel
and fiscal resources. The one role of the college pres'idont
that is singularly characteristic of the position is the
president’s responsibility for providing leadership for the
board of trustees. As the president mlorads with the
board, he or she must focus on the f
responsibilitics.

Diform the board. The first responsibility of the
president is to keep the board informed about the major
insues facing the college, espeeially sensitive information
before it becomes public.  Presidents should establish
regular means forcommunicating with theboard, including
weekly communiqueés and phone calls as needed. Board
members should also receive all significant reports
published by and about the college.

Educate the board. Related to informing, the board is
educating board members notonly about college programs,
resources, and challenges, but also about important state
legislation affecting the college, federal initiatives, and
other educational trends. Educating the board can and
should include ensuring that trustees attend regional and
national meetings.

Involve the board. The president should ensure that
trustees are given plenty of opportunities to feel ownership
in the college they serve. They need to be involved in
making policy-lev cldecisions, and they should be accorded
mcdnln),lul roles in college events, The president should
also seek appropriate wayvs for members ot the board to
represent the college to its community,

Inspire the board. By creating an overarching tuture
viion of the cotlege, the president can help the board stav

following kev

focused on the achievements of students, faculty, and staff,
as well as its potential for innovation.
Prepare well-planned board meetings. Critical to

dealing with theboard are effective publicboard meetings,

free from surprises, confusion, or contention. An effective
mecting is usually one which includesa mix of information
and reports, activities involving board members in
recognition events and ceremonies, discussions of
important issues facing the college, and formal decision
making as required.

Conduct periodic board retreats. Presidents should
schedule periodic retreats with their boards in order to
create the healthy climate of mutual trust and respect that
iskevtoall successful president/board relationships. These
retreats should deal in depth with college vision and

values; long-range financial, facilities, and strategic
planning; review of college policies and prmudures and a
frank discussion of the operating styles and values of both
the president and board.

The Role of the Board of Trustees

Board members of public community colleges are
elected or appointed to represent the interests of the many
constituents served by the college. They are responsible for
setting policies for the college, and then exercising general
oversight to ensute that their policies are fairly and
consistently carried out. It has often been noted that the
board’s mostimportant responsibility is to select, hire, and
retain a quality president for the college, and then to
delegate to him or her both the responsibility and necessary
authm ity to administer the institution within the pulmcs
set forth by the board. However, there are other keys to
serying effectively as a member of the board of trustees.

Model the hlghvst standards of integrity. Board
members occupy a position of trust in the community, and
fundamental to their effectiveness is the confidence that
they inspire by modeling the higheststandards ofintegrity,
Board members must insist on conducting board business
in public view, with the exception of those personnel and
fegal matters which are excepted by state faw. Thev must
neverseek personal benefittrom their service on the board,
and in this regard, appearance of propricty is as important
as the fact, Good board members would never ask for
wpecial tavors in hiring. They never fudge on expense
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accounts. Thev scrupulously avoid anv conflicts of interest,
abstaining frem participating in board decisions that could
have any impact on their personal financial holdings. The
opcerational rule is “when in doubt, don't.”

Become informed about the college. Board members
must take serioushy their responsibility to learn about the
college. They must be patient and willing to studyv board
policies, understand the college mission, read planmn;,
documents, scrutinize budgets and financial plans, and
generally inform themselvesabout the cotlege, its programs,
and the many issues it faces.

Become part of a team. Regardless of anv board
member’s individual expertise or creative ideas, the
cffectiveness ot a board of trustees can only be found in its
operationasateam. Each member mustseek tounderstand
and respect the personalitics and perspectives of other
members, even swhen these are different from his or her
own. The goal of an effective board team must be to reach
consensus on the maior issues I'm;ing a cul]e,\gQ oven if that
means submerging individual opinions and priorities. The
board must speak as one. Individual members have no
authority when the board is not in session, and can speak
for the board only when authorized by the board team to
doso. Lonerangers are seldometfective board members. The
goatofconsensus, however, docs not preclude an occasional
and principled “"no” vote.

Represent the whole institution. Despite one's
individual passion for occupational education or the fine
arts, a board member’s responsibility is the best interest of
the overall institution, not his or her favorite parts. In this
regard, a clear and well-defined mission statement can be
a very usetul document to keep the focus on the larger
purposes of the college.

Work to secure adequate support for the college.
Perhaps an underappreciated role for effective board
memboers is their ability to help develop support for and
raise funds for the mllq,c The board and the president
both must share the task of informing the community, the
state, and other funding sources of the financial needs of
the college. Trustees should work to be recognized in all
circles, from the local electorate to the governor and in the
civic and philanthropic communities, as advocates for
adequate funding for community colleges. When
appropriate, a trustee should be willing and ready to
request funds on behalt of the college.

Make policy, but leave administration to the
professional leadership of the college. Perhaps the most
repeated advice to all those who would serve as eftective
members of college boards of trustees is the reminder that
the tunction of the board is policy making and exercising,
tiduciary responsibilitv: on behalf of the citizens of the
community. The board must delegate authority for the
administration ot the college to experienced pmlvxxmnal
admmistrators and educators. Board members must stay
outot dav-to-davadministrative detailand focis efforts on

the large isstres tacing the institution. The board can only
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damage the cffectivencss of the president by second-

guessing administrative decisions,

The Role of the Board Chair

Next to selecting the president of the college, the most
important task of the board is to select a board chair, for the
board chair plavs a key role in supporting the president
and in molding the mdvpcndcnt members of the board into
ancffective team. He orsheservesina criticalintermediary
role, working more closely with the president than other
board members but at the same time serving as a member
of the board team.

Working with the board. The board chair must
exemplify the roles and responsibilities expected of all
members of the board, but should also work with the
college president to orient new board members and to
assist others to understand their roles and responsibilities.
The chair doesthe president and the college a great service
bv working directly with board members who need some
help in being effective members of the board team, thus
insulating the president from potential conflict with board
members that could be debilitating for the college. It is the
responsibility of the chair to keep altmembers of the board
involved in their policv-making role for the college. 1t is his
orherresponsibility tocommunicateopenty and effectivelv
with all members, and to work to build trust and mutual
respect among all members. A good board chair will steer
members away from becoming contentious and toward
becoming a mutually trusting and responsible team. A
good chair will help clarity the lines between policy and
administration for board members. To achieve this, the
board chair has to have the confidence and trust of board
members and should have the capacity to act on their
behalf as appropriate.

Working with the president, It is also the board chair
who works most closely with the president of the college
on a dav-to-dav basis, providing informal feedback on
likely board preferences. A community college funetions
mosteffectively whenits president and board chairoperate
on the basis of a mutuallv supportive relationship, with
cach performing the roles unigue to their positions. Such
relationships need not be rare or attributable only to
longevity in the positions. If the president and chair are
united in their vision of service to the college and lead a
united team of board members, the beneficiaries are the
students and the community:.

Wayne Neieton has been o mieniber of the Kirkiood
Contmuonity College board of fristees since 1973, sereing s
charr sinee 1984 Mr.Newton has also sereed as president ot the
Assacuttions of Camnnanity College Trastees. Nonm Nielsen
seveesads president of e college, located i Cedar Rapnds, Toced.
Guest edibor Don Dieneelte,
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FROM TEACHING TO LEARNING: A NEW REALITY FOR COMMUNITY COLLEGES

Robert B. Barr ,

That community colleges today face tremendous
challenges is obvious. One budget crisis follows another.
Demand for education and retraining is greater than
ever. Student populations are becoming more diverse.
While the common response is to look externally for her
indeveloping solutions—to the governor, the legislature,
thecorporate sector—long-termsuccessful strategies may
well require a good hard look inside community colleges,
atthe unwritten rules and assumptions that govern how
community colleges view themselves and respond to the
challenges they face.

These rules and assumptions tflow from an invisible
construct—the operating paradigm of community
colleges across the country. Often misused, the term
does not refer to something thought about, 1t is, rather, a
structure through which the thought process occurs.
Paradigms are to thinking what lenses are to secing,
Paradigms are sets of rules that establish boundaries and
lavout whatshould be donetobe successtul within those
boundaries; they map the world and help predict its
behavior, While operating within a paradigm, rules and
boundaries are taken for granted. The paradigm is the
“realitv.” )

Shifting to a new paradigm creates a new reality and
with it, a whole new domain of possibilities. In the 19th
century, for example, manufacturers enormously
increased the leverage applied to their human resources
by changing the paradigm from one of uniquely crafted
items to mass production. The essence of the structure in
which people worked was changed, and with it the
leverage applied to their efforts increased dramatically.
Today, corporate America routinely examines its
operating paradigms through organizational restruc-
turing and process redesign, vital business strategies
necessary to cope with increasing domestic and world
competition,

Applying these same levers of change—organ-
izational restructuring and process redesign—to
community colleges offers the promise ot greater
cfficiency and etfectiveness, To be successtul, however,
it will require more than restructuring or redesign.
Colleges must critically examine their operating
paradigm, from which flows the very nature of the
community cotlege.

The Existing Paradigm

The kev assumption of the community college
paradigm now in wide use is that the purpose of
community colleges is to provide instruction. Community
colleges refer to themselves as the premier feaching
institutions of higher education. They all have
“instructional divisions” and “vice presidents for
instruction.” It is revealing that virtually every mission
statement contained in the catalogs of California’s 107
community colleges fails to place a focus on “learning”
inits statement of purpose. When the word iseven used,
it is almost alwavs bundled in the phrase “teaching and
learning,” as if to sav that while learning may indeed
have something to do with community colleges, itis only
present as an aspect of teaching. Despite the movement
to focus on student outcomes, California’s recent reform
legislation, AB 1725, defines the community college
mission in terms of instruction. This pattern is found in
colleges across the continent. Institutional success is
judged comparatively on the basis of the quality and
quantity of resources, students, faculty, programs, and
courses—not on learning outcomes and student suceess.
Clearly, the current purpose of community colleges is to
provide instruction, not to produce learning,

Thus the paradox. To sav that community colleges
are in the business of providing instruction is equivalent
to saving that auto companies are in the assembly line
business. [t is to sav that the method is the product. To
make instruction the end (rather than the means) gives
undue credenceto the view that the traditional means for
producing learning are the only legitimate, acceptable
means for doing so. ltis no wonder that institutions have
been so resistant to innovation and reform in their
methods and structure. Since traditional classroom-
based instruction is the archetype, alternative forms of
delivery such as ITV courses, computer-based distance
education, and credit for life experience are commonly
misunderstood, or worse, even viewed with suspicion.

11 this kev assumption were to change stightlv—-to
one where these institutions produce learning as their core
purpose—the effect would likely be a dramatic wave ot
change that would permeate through every aspect of the
organization, Viewed from the vantage point of this

b
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simple refocusing of purpose, some of our most basic
ways of doing business would begin to look unseemly.

Consider the corollary assumptions related to a
purpose focused on providing instruction, particularly
those that specifv what counts as instruction. Under the
current paradigm, faculty are primarilv teachers—"sages
onstages.” Their purposeis to provide classroom-based
instruction. Each plaver’s role under the existing
paradigm is clear—faculty teach, nonfaculty support
teaching, and students learn—but there is a triumvirate
of different purposes at work. Under a paradigm that
focused instead on producing learning, these roles would
change—faculty, for example, would come to be viewed
as desigiers of learning experiences and environments.
Under such a paradigm, all emplovees—and students as
well—would share a single overriding purpose: to
produce learning,

A New Paradigm

Such a paradigm would carry the implication that
colleges take responsibility for learning. Success would
be judged not on the quality of instruction but on the
quality of learning. Long-term success would depend on
the ability to produce evergreaterand more sophisticated
student learning with each passing vear, each exiting
student, and each graduating class. By taking
responsibility for learning and holding the institution
accountable for learning outcomes, colleges would not,
however, relieve students of any of their responsibility
for learning.

Student outcomes and greater accountability have
been discussed in varying forms in higher education
circles for decades, but the ability of institutions to really
focus ontheseissues has been constrained by the current
paradigm; that is the reason they have not penetrated
very far into normal organizational practice. Only a
handful of colleges across the country systematicallv
assesses student outcomes. Virtually no college can say
whether this year’s graduating class has learned more
than the class that graduated five vears ago. The reason
for this is profoundly simple—and obvious once the
effect of the operational paradigm is exposed. Student
outcomes under the current paradigm are irrelevant to
the successful functioning of a college.

Shifting the Paradigm

The enisting paradigm can be changed. The first
step—surfacing the old paradigm—has already begun.
As the language used in community colleges gradually
shifts from the old paradigm to the new, structures will

also begin to change. Indeed, an almost wholesale
restructuring of community college methods and
structvres—guided by the pole star of the new
paradigm—will be required to produce learning ever
more effectively and efficiently. The implications of the
shift may be profound. The new paradigm will almost
certainly bring unforeseen changes, some dramatic.

These changes will not come without resistance, tor
there are many entrenched systemic forces supporting
the current paradigm. Colleges are funded, for example,
on the basis of student attendance. This powerful force
severely constrains the kinds of changes that can be
made in learning methods, virtually limiting them to
changes occurring within classrooms, leaving the basic
teacher-classroom constructintact. If community colleges
were funded on the basis of learning outcomes, then the
development of new meansand structures for producing
learning would be encouraged and rewarded.

The strong forces supporting the current structure
are themselves, of course, a result of the near universal
societal acceptance of the current paradigm. Paradigms
are self-fulfilling; one is functioning when people say,
“That can’t be done” or “That’s impossible.” The initial
response to a suggestion that community colleges be
funded on the basis of outcomes is likely to be met with
alist of reasons why such a change is not possible. But as
the new paradigm takes hold, forces and possibilities
willshiftandtoday’s “ impossible” will become possible.

Paradigm shifts occur when at least two conditions
are met. First, difficulties or anomalies begin to appear
nthe functioning of the existing paradigm which cannot
be handled adequately. Such serious difficulties have
appeared in the functioning of schools and colleges.
Report after prestigious report has concluded that our
schoolsand collegesarein “crisis” and are not getting the
job done. Second, there must exist an alternative
paradigm that will account for all that the original
paradigm accounts for—but, of course, not in the same
way—and offers real hope for solving the major
difficulties facing the current paradigm. The paradigm
in which the community college mission is to produce
learning meets these conditions. The consequence of not
adopting this new paradigm and welcoming its
implications for change in the learning process and our
organizationsis tobejudged everless effectiveinmeeting
the needs of our communities and society.

Robert B. Barr is director of research and planning at
Palomar College in San Marcos, CA.
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DEFINING THE PRODUCTIVITY OF COMMUNITY COLLEGE ADMINISTRATORS

Phillip N. Venditti

Community college presidents, already acutelv
aware that questions about the value of postsecondary
education have escalated nationwide to unprecedented
levels, may soon find themselves faced with new
legislative mandates which deal with a feature of their
institutions which has been, up until recently, largely
unexplored and unmeasured-—productivity. Increas-
ingly, in states across the country, decisions about which
institutions wiltbe funded and at what levels will depend
on measures of institutional productivitv. A component
of institutional productivity, of course, is administrative
productivity.

IMustrative of a widening trend, the Hlinois
Community College Board now requires each of the
state’s SUcommunity colleges toreportannuallv on steps
taken to improve administrative productivity, In West
Virginia, the hard-won 1993 omnibus higher education
bill—originally conceived by its supporters primarily as
a long-overdue salarv-enhancement package for faculty
and staff—unexpectediy coupled its ultimate funding
increases with a requirement that both tacutty members
and administrators in the state’s public colleges and
universitics provethemselvestobe 104 more productive
than their peers in other states in the Southern Regional
Education Board region by 1995, Similarly, the Chronicle
of Higher Fducation reports that state lowmakers in
Coloradohavebegun linking decisions on supplemental
funding for postsecondary educational institutions with
progress along five criteria—one of which is improved
productivity, a measure slated for implementation this
vear.

Community college chief executives who have not
posed and answered the guestion of how the productivity
of their leadership teams can be assessed may bring on
serious difficultios for themselves. In fact, nothmg short
of a serious exploration of productivity throughout the
entire administrative hicrarchy of community colleges is
apt to satisty the growing expec-tations of money-
strapped state and lmal lawmakers.

The concequences of anexternallv-imposed process
Mav prove unnecessarily unse ttling and disruptive lor
the unprepared. In West Virginia, tor instance, the State
College Svstemy's central oftice scrambled to assemble
representatives ot the administrative statf of every West

Virginia college to devise a method of defining and
measuring administrative productivity which could
stand the test of legislative scrutinv, The result, while
useful, was less than satistactory for all involved.

Industrial Definitions as a Touchstone

"Totaloutput per unitofirput” isone simple formula
for determining productivity which has been emploved
in industrial settings. Bv carrving this formula over to
academe, some have conceptualized productivity as a
stark measurement of the “volume” of students atfected
per “unit” of personnel time, persalarv dollar, orthe like.
For instance, college faculty members are routinely said
to “generate” student credithours, The number of student
credit hours divided by the number of FTE faculty
members, indeed, is used in some states as a common
indicator of faculty productivity and as a vardstick for
attempting to compare the efficiency of var ious colleges.

By virtue of their commitment toacademic outcomes
assessment and to the measurement of “customer
satisfaction” as part of their current involvement with
the continuous quality improvement movement, many
community colleges havealsolisted outputindices w hich
include several familiar variables intended to represent
what outputs are “produced” in students. The most
prevalentamong these indices seemtobe grades, subject-
area and general education skill achievement, retention
levels, transfer and graduation rates, achieveraent in
transfer institutions, and posteducational emprovment
performance.

The Community College Roundtable has lent a
helptul degree of clarity and consisteney to this arena by
proposing a set of core indicators that includes outputs
normally associated with faculty behaviors. If these and
other agreed-upon outputs can be linked with tangible
inputs, prospects for measuring faculty productivity in
the future mav well improve,

’

Difficultices in Defining Administrative Productivity

The process of determining precise, consistent
defmitions for general productivity among faculty may
scem arduous, but at feast it has been initiated in many
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institutions. By contrast, questions related specifically to
administrative productivity are not being addressed at
all in most parts of the country.

In fact, a search of the literature on administrative
productivity in education uncovers precious little to
review. The scant list of journal articles and books which
touch upon the topictendsto cover very broad questions
such as how administrators can best manage fiscal
resources, support faculty and staff development, and so
on. Althoughsuch analyses promise toaid improvements
in the quality and output of administrators, they have
not proposed direct modes of calculating the productivity
of community college admlmstmtors as a distinct
population.

Academic administrators in West Virginia, given
impetus by legislative action, have allempled lo address
this need by identifying several possible indices of
productivity. These include the number of administrators
as a percentage of all full-time emplovees in each college;
the mean salary of West Virginia adminisirators
compared to that of counterparts in other states; the tetal
operatingdollars spent per administrator; and the number
of academic programs overseen per administrator.

Except for the last item on West Virginia's list,
unfortunately, none of its indices relates to what
administrators actually accomplish, i.e., their outputs.
Perhaps other results—such as the number and size of
grants whichare approved because of the person’seftorts,
the number of innovations spawned by the person, or the
number of crises the person prevents or resolves—should
be laken into consideration.

To what extent is the success of the institution
attributable to the efforts of administrators?  Should
students’ achievements, for example, be viewed as
outcomes resulting in some measure from the work of
administrators? What portion of a given change in the
persistence or graduation rates of an entering studeut
cohort should be considered to be an “output” of the
chief student development officer’s efforts, as opposed
to those of the faculty, the chief academic officer, or
perhaps the CEO? And will next vear’s events justify the
same breakdown in attribution of responsibility?

Prescription for Action

The issues of gauging administrative productivily
are difficult. Except tor some limited activity in a few
slatesthatcan be traced tolegislative pressures, American
community colleges havenot begun o tackle these Kinds
of questions.

10

Standards for measuring academic productivity, as
has been the case in other domains such as budgetary
managementand student learning outcomes assessment,
will be defined by others if not formulated already by
community colleges. Legislative examination of faculty
productivity has already yielded such disagreeably
micromanagerial outcomes as mandates on the number
of office hours to be kept by teachers in postsecondary
institutions. When it comes to questions of whether and
how to pay for administrative positions in the future,
chances are that faculty groups whose own productivity
hasbeenrigorously scrutinized willinsist that comparable
attention be brought to bear on the performance of
administrators.

Indeed, only by discussing the topic collegially as a
shared chellenge willadministrators and facuity members
be able to craft satisfactory definitions of administrative
productivity. Regardless of the method chosen, however,
the following elements will define a successfulapproach:

* Ease of implementation. The items must be of
minimal complexity. .

s Validity. Convenience must not be achieved at the
expense of accuracy. Measures must be relevant to the
definitions of both inputs and outputs. Simply calculating
what proportion of an institution’s total budget goes to
support adniinistrative activitiecs—one technique
currently being emploved—sheds no light on whether
those aclivities are worthwhile.’

o Intelligibility. Evervone, including external
audiences, must be able to understand what is being
discussed.

¢ Poiitical acceptability. Results of the discussion
must earn the approval of governors, boards of trustees,
citizens' organizations, alumni, faculty, statf, and the
public at large.

Community college presidents whoseriously grapple
with this topic will be able to set clearer and more
focused administrative goals for themselves and their
institutions—and they will be in a better position to

“determine whether those goals are beiny, reached. They

will have the data thev need to weigh and then meet the
needs of their students, their communities, and thoir
institutions’ internal constituencies. And with hard facls
in hand, thev will be able to demonstrate the value of
theirown activities to their constituencies as never before
in compelling, intelligible terms,

Phillip N. Veditti is exccutive eice president of Pacific
Diternational In<titute anaffilinte of L eavis-Clark State College
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WILL EDUCATIONAL OPPORTUNITY SURVIVE?

Patrick Callan

It is time to revive debate over the public purposes
and social values that underline much of American
higher education. In the last half century, Americans
have taken twa enormous gambles on higher education.
Both were very high risk. There was no certainty that
thev would payv off, but they both ultimately paid huge
dividends.

The first was a national policy—the G bill, now 30
vears old. At the time, the leadership of the most
prestigious institutions in American higher education
greeted theidea of the Gl bilb with enormous skepticismy;
in fact, most opposed it out of fear it would degrade the
quality of American higher education. However, the Gl
bill changed the whole notion of who was educable in
thiscountry and who could benefitfrom higher education.
In his most recent book, Post Capitalist Society, Peter
Drucker calls the Gl bill a signal event that svmbolized
the coming of the information age.

The second major event occurred in the late 1950
and early 1960s when that huge tidabwave known as the
“babyv boomers,” the kids of the Gls, began to it up the
high schools and graduate. The nation muld have taken
a very conservative approach and assumed the same
portion of these people would go to college as had
happened with previous generations, But instead, the
country did, what was in retrospect, a radical thing. Ata
time when keeping the proportion of the population in
highereducation constantwould have forced government
to build new colleges, spend more money, and expand
drastically, the nation decided toexpand the participation

rates and to open the doors wider than they ever had

been before. A public commitment was made that
anvbody, regardless of age, who was able to benefit and
was motivated to do so, could go to college.

While it scemis fairly obvious now that these were

appropriate courses of action tor the states and the
country to take, at the time thevwere great leaps of taith.
Thevy wereleapsof faith takenvin the belicf that investing,
in people would have cconomic, cvie, and cultural
returns. But no one knew it it would work,

Despite the many swavs the country teltshort of this
2oai, by any real world standard the United States did

better in opening the doors of educational opportunity
bevond high school to high quality education than any
country in the world. Over the subsequent twenty vears,
almost v erv state implicitly or explicitiy adoptcd agoal
that every person who could benefit and was motivated
could have education bevond high school, and this
became, despite its impertection, something that has not
been questioned or debated. That debate, however, is
coming. Over the next ten or fifteen vears, social and
demographic pressures will undoubtodl\ forcethenation,
states, and colleges and universities to revisit the issue of
higher cducatimml opportunity, and ask again whether
that broad extension of participation is a good thing.

The Next Tidal Wave

The issue will be precipitated by another tidal wave
of students that will begin to hit American higher
education in the last part of this century. Between now
and about 2009, the nation’s high school graduating
classes will increase by more than 34 percent. Some
states, like California, Arizona, Washington, and
Marviand will have a 530 percent increase in the number
of students gmduatin ¢ from high school. In Florida, it
will be 73 percent, 35 percent in Minnesota, and almost
40 percent in Texas. Nationalty, what this means is an
increase ofaboutthree-quarters ot a mitlion voung peopte
graduating from high school between now and the vear
2009, This is not speculation. These are students allmd\
born and most of them are already in the education
pipeline. And these targe numbers mask an incredible
increase in the diversity of the population; the states that
evperience this increase and growth in the greatest
numbers also have a voung population that is much
more diverse than the older, middle-age segment ot the
population. The last time the country had to deal with
such issues was in the carly 19605 and 1970, and this
second tidal wave will put to the test the nation’s
comnitment to opportunits i postsecondary education
and training.

The coming boom will be quite different trom
previousexpansionsot highereducationdemandbecause

11
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of the political and economic environment in which it is
occurring. Most of the expansion of higher education
that took place through the community college movement
of the 1960s and 1970s happened in the midst of the
largest increase in revenues available to state and local
governments in the history of the country. The nation is
now looking at a period when economic growth will
probably be slow. The federal government is tied up
with the federal deficit and much-reduced discretionary
domestic spending, and the states ar. dealing with
antiquated tax svstems that have not kept up as the
economy hasswitched fromagoodstoaserviceeconomy..

At the same time, taxpaver resistance continues.
Thedisenchantmentwith government indicated by polls
15 a huge problem for education because in order for the
publicto give public education money, it mustbe willing
to give to the government first. The competition for
resources is more intense now with an aging population,
enormous demands for children in the K-12 population,
rising health care costs, and an increasing amount of
money going to the correction system. This environment
challenges higher education oppartunities.

Reducing Access Is Not the Answer

Yet despite these constraints, no one is arguing
publicly thatimprovement willcome by educating fewer
peoplearbyiowering the educationlevelof the American
poputation. President Clinton’s address to the American
Councilon Education contained charts that substantiated
his themethatlearning is the kev toeconomic success, As
he put it, “What vou learn determines what yvou earn.”
He den astrated that access to the middle class in this
country i~ almost impossible without education bevond
high school. More than any time in the history of this
country, higher education is tt . gatekeeper to the good
life. Thus, when states make decisions about tuition,
downsizing, or increasing enrollments, they are making
decisionsthatcontrol the opportunity structure of society
in a wayv never seen betore.

Whilethe American publicstill shows strong support
that public higher education needs to be fundamentally
overhauted. This appears to be based on public
perceptions that higher education is becoming less
available as it becomes more important, and there is
enormous tear about that. Public opinion polls have
found that when people are asked about K-12 edueation,
thevimmediately raisequestions about quality, butwhen
polled about community colleges, tour-vear colleges,
and universities, their concerns center on access and
atfordability . When viv onalternatives for dealing with
financial problems, reducing enrolhment is the choice
that is least acceptable to the puble,

The essential reahity s that there is an enormous
mismatch betw cen theneed toreducation and the actions
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that some states have taken. Furthermore, community
colleges, the higher education sector as a whole, and the
states are generally unprepared to deal with what is
goingtobea period of intense, increased demand. Public
expectationsforhighereducationhave neverbeenhigher.
So the nation, states, community colleges, and higher
education system in this country face some very difficult
choices.

Challenges for Colleges, Challenges for States

This problem cannotbe addressed withoutadditional
public investment. Butaccording to By Design or Default,
an analysis published by the California Higher Education
Policv Center, even if there is additional public
investment, it will not be at the same rates per student as
were enjoved in the 1960s and 1970s. Colleges will still
have to reduce costs. If that is to be done without a
sacrifice in student learning, then major changes will be
required in the organization and delivery of higher
education—especially changes that will have the effect
of extending the instructional reach of faculty and
institutions, moving to alternative learning paradigms,
and increased use of technology. There is no way to
squeeze the kind of gains needed by putting more
pressure across the board on the existing model—in
essence asking people to work harder and do more.

States must not only learn to reinvest additional
dollars in higher education; they are going to have to
make choices that put resources behind the institutions
that are willing to lead the effort to change the wavs in
whichinstructionisorganized and delivered. The rhetoric
of governors and legislatures about the need for change
notwithstanding, the institutions thev end up funding
more often than not are those that have resisted change
the most. Theincentive system that the states provide for
colleges and universities to address this problern cannot
work if the lion's share of whatever new revenue is
available is devoted to maintaining the status quo.

The basic question tor the 1990s and bevond is this:
Will this period of massive access and high hopes for
educational opportunibye for Americans be just 2 blip on
the screen that will be looked upon in the middle of the
twentyv-first century assomething this country indulged
itselfin fora few decades whenresources wereavailable?
Or will it be something deemed essential for the quality
of American lite, the viabititv: of the economy, the
collective view of social justice, and the very nature of
demacratic society?

Patrick Callun s executive divector ot the Calttornia
Hicher duaation Policy Center. San fose, Californin. This
article was abstracted from his kewnote address to the 1994
“eader<lup 20007 conference in San Diego, California,
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MISSION POSSIBLE: TEACHING THE DISENFRANCHISED

J. William Wenrich

The times are reminiscent of Charles Dicken’s classic
opening line in A Tale of Tiwo Cities: It was the best o1
times, it was the worst of times....”" In the past six vears,
communism has collapsed, apartheid has fallen, and
democracy has taken root in more of Latin America than
cvei Bofore. At the same time, there are mounting
examples of man’s inhumanity to man as people are
slaughtered in Bosnia, Rwanda, Somalia, and in gang
killings across the United States in every citv.

Inhighereducation, itisequally truc thatitis the best
of times and the worst of times. Education has at its
fingertips advantages provided by the most advanced
technology the world has ever known, and support trom
the most democratic, due-process-oriented society ever
seen. American institutions of higher education have the
greatest number and the greatest percentage of the
citizenry attending college of anv society in history. On
the other hand, there is decreasing public and legislative
support forhighereducation, and alowerand decreasing
quality of achievement by students coming into our
institutions.

There is less sense of agreement on education’s
function and mission, and less sense of community amony
educators and those they serve—a condition aggravated
by the growing schism in society betweent the “haves”
and the “have nots.” Perhaps the greatest challenge facing
this country is the fact that society is split in two. On one
hand, many are highly educated, computer literate,
globally -oriented people who travel, communicate across
the world, and live very well. On the other hand, large
numbers of people in the disenfranchised half of society
are functionally illiterate high school dropouts with no
job skills, no jobs, no future, and no way out of drugs,
gangs, poverty, and self-deprecation.

The advantages of the global community envisioned
by the North American Free Trade Agreementwill never
acerue to that group of people, who will continue to be
loss competitive and less economicallv viable, victims of
the axiom, “Without a future, the presentisin jeopardy.”
That truism comes from a true story abott a time when
the Corps ot Engineers proposed to build a dam in a
vallev thatwould preventtlood inundation downstrean.
Unfortunately, the plan would have also inundated the
townthatwasinthe valley. Asitturned out, thedamwas
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neverbuilt, butatthe time, people belicoed itwould be. As
a result, they did not maintain their homes, they did not
paint things, and they did not fix the streets, Businesses
did not add totneirinventory, and high school graduates
got out of school and left because the town was going to
be under water. The government never did flood the
valley, but the town died anyvway. 1t had no future,

ltseems thatmany American vouths tfind themselves
in that position teday: seeing no future, their very
present is injeopardy. So many people arein that kind of
conundrum of not seeing the future for themselves and
struggling with all of the deficits they face. At the same
time, that focus on the barriers, not the possibilities, is
extending to public institutions, including community
colleges. Community colleges are struggling withbudget
crunches and increasing state and federal regulation.
Costs are going up, as are public demands.

Educating the Uneducable

The critical questionis, inacontentious environment
in which community colleges are being confronted from
all sides, can they address the issue of bringing the
bottom half of thebifurcated society into the mainstream?
The answer is that community colleges can. Only
community colleges can; therefore, they must.

There s much talk about educating Americans tor
smart jobs to be competitive in a global economy. The
unanswered question is how to reach the 25 percent of
the population that don’t even finish high school or the
next 25 percent who cannot read above a ninth grade
reading level. What about the 18-35 vear-olds who
currently tack the knowledge, skills, or even the
motivation to trv, because they perceive no future for
themselves in this competitive environment? What is to
happen to them? Some argue thata portion, mavbe even
a significant portion, of society is not educationally
redeemable and should be written off as a lost cause. But
community colleges know better. They've seen those
students pass their GEDs, develop through ESI classes,
cateh up in adult basic education and developmental
classes, then perform suecessfully at the college level. In
shorttermjob programs, thev canlearn and be functional
on the job. Are thev ed ucable? Of course they are.
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The Value of Contextual Learning

Peoplewhoare currently leftout or rejected from the
technical jobs in society can perform them if they are
trained in the context of work requirements. The Ford
Foundation-sponsored study, Cast Off Youth: Policy and
Training Methods from the Military Experience (1987),
examined the four times in history the US. military has
taken people who don’ ttradltmnall\ qualify formllltmv
service—people who scored in category four on the
ASFAB test, which theoretically meant they had an 1Q
level of 70-90. Two of these times came in during periods
of great need—World War It and the Korean War. Then,
during the war on poverty, Robert McNamara proposed
taking some people who were theoreticatly ineligible, in
a program called Project 100,000, The military called
them “MeNamara's Morons,” and did not receive the
new recruits well. There was a fourth time in the late
1970s when a miscalculation on conversion of ASFAB
scoresto anormative percentile score led the Department
of Defense to inadvertently classify 300,000 ineligible
people as having passing scores, and let them in without
knowing their correct 1Q.

The study found that the overall attrition rate for
these groups was 16 percent, twice the normat attrition
rate for army inductees. While that may initiallv seem
like a high failure rate, looking at that statistic from
another perspective leads to a different conclusion. Since
the group was theoretically 100 percent rejects, if only 16
percent left, that is an 84 percent success rate. The study
also found out that two-thirds of the people who went
through that program took the GI bill and went to
colfege; many others staved in the military and had
successful careers. The conclusion of the study was that
training programs that included proper motivation and
learning in content enabled even marginal students to
learn and to perform their jobs successfully.

Such contextual training for the mostdisadvantaged
students is totally
community colleges. As Patricia Cross, Professor of
Educationatthe University of California at Berkeley, has
said, “In the final analvsis, the task of the excellent
teacher is to stimulate apparently ordinary people to
anusual effort. The tough problem is not in identifving
winners;itisin makin;r winners outofordinary people,”
She goes on to say, “lHistorically, in most of the periods
emphasizing excellence, education has reverted to
selecting winners rather than creating them.” The
community college role is to make winners out of
apparently ordinary people and out of those who may
have already been cast oft. This was the thrust of John
and Suanne Roueche’s studv, Betieeen o Rock and a Hard
Phice. The XUCRSk Stwdsnt in the Open Door College, They
examined 12 colleges and concluded that community
colleges can successtully teach at-risk students if the
institution is truly committed. The community college is

consistent with the mission of

the institution most capable of educating the disen-
franchised, the high risk, the low skilled, the lower
segment of the bifurcated society. Ce mmunity colleges
have that ability. The question is: do they have the
commitment?

Toward Increasing Commitment

At the convention of the American Council on
Education last vear, Secreiary of FEducation Richard
Rilev said, "My friends, this nation cannot waste its
talent; we cannot lose the genius, the energy, or, the
imagination of any of our voung people.” In Texas,

Comptroller John Sharpv publlshed a three-volume tome,
The Forces of Clange in Texas, inwhich he forcefully made
the point that Texas cannot rely onits traditional natural
resources. There is simply not going to be any more
cotton oroil or cattle The last resource the state hos is its
human resource—its people. He said, “You are fixin to
make them, our multicultural vouth population, either
our biggest liability or our biggest asset and the critical
factor in the difference is education.”

Community colleges should revisit the admonition
from Thomas Jefferson that “We should build an
aristocracy of achievement based on a democracy of
opportunity.” Access is what the community college
and America—is all about. Community colleges are the
answer to providing high-quality educational oppor-
tunities to our bifurcated society. It is not the job of the
universities, where quality is usually measured by the
SAT scores of the entering class, or the job of the public
schools, where 25 percent of the students drop out and
another 25 percent cannotread. Itis ajob only community
colleges can do.

Some say this is unrealistic. A lot of critics say the
plate is too full at community colleges; community
colleges have too many missions and too many poorly
prepared students to serve already. But as Garrison
Keeler said, “Sometimes vou have to look reality in the
cve and deny it.” The imperative is clear: the country
must bring its bifurcated society back together. This
nation must extend the franchise to the disenfranchised
and reintegrate those who have been cast off. If not the
community college, then who? If not now, then when?
Thisisthe Mission Possible that only community colleges
can perform. There simply is not anvone else.

I William Wenrich is cluncellor of the Dallas County
Contmnnity College District. This abstract is based on liis
keynote address to thie 1994 [ eadership 2000 conference. AAn
carlier eersion of tlese remarks weas publisiied as a

Celebrations" by Al National Institirte fer Staft amd
Oreanizational Decelopment and e Unieersity of Tevas al
Arestin,
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DON'T MISS THE JOY!

Dale Parnell

What makes life cave in for vou asa leader? What set
of circumstances throws vou into a panic? When the
situation blows up around vou, is bitterness vour
inadvertent response? Negative circumstances seem to
force many community college leaders into a sort of
grimness. Evervwhere there are “white-knuckled”
leaders tobe seen, enduring their work—their leadership
role—rather than enjoying it. Certainly, many of these
administrators face some pretty grim circumstances, but
concentrating on poor circumstances and on unfairness
only bringsa downward spiral toward negative thinking,.
The best advice for future community college leaders
may be this: “Whatever vou do in your leadership role,
don’t miss the jov!”

The antidote to grimness is to step back and take the
big look. Grimness comes from taking oneself too
seriously and not taking one’s mission, one's service—
one's fundamental beliefs—seriously cenough. Every
community coltegeleadershiproleisa self- portraitof the
person in the job,

The Joy of Mission

Probably no set of institutions in the world has such
aglorious and profound mission ascommunity colleges.
Community colleges provide opportunity for mitlions of
people across this great land and do that in an excellent
way. The community college movement is a vast and
growing force in America, one thatis now moving around
the world. Community college leaders are acting out and
modeling national commitments that many others are
just talking about.

Belief is a powertul thing. Belief in freedom has
caused thousands of Americans to give their lives for
their country. Belief is also important to community
colleges, What are some of the beliefs that drive
community college leaders? What really motivates one
to action? George Bernard Shaw captured the essence of
this subject when he wrote: "This is the true joy in life —
being used for a purpose recognized by vourself as a
mighty one, instead of being a feverish, selfish little clod
complaining that the world will not devote itselt to
making vou happy.”

The foundation of community colteges is built upon
the philosophy of opportunity with excellence.
Community cotleges are opportunity colteges. The word
opportunity undergirds so much of what is American.
Opportunity with excellenceisnotmerely acatch phrase,
an empty slogan, or an “oavmoronic” statement.
Opportunity is the very sout of /\h]L‘I ica, and providing
opportunitywith excellenceis the sout of the community
college movement—thedriving force of these w orkhorse
institutions. So, havejoy in the mission of the community
college.

The Joy of Service

Government leaders are commonly thought of as
public servants. However, it would be misleading to say
thatthe servant-leader concepthasbecome very popular
in thinking about leadership. The true servant-leader
should be servant rirst and leader second. The best test
for a servant-leader is whether the individuats around
himorherare helped to grow, to feel more confident and
competent. Another good test is the impact of one's
leadership on the least privileged in our socictv—the
true servant-leader encourages, indeed persuades, the
more able and the less able to serve each other.

The servant-leader emphasizes increased service to
others and building a sense of community within our
institutions.  The central theme of the AACC Futures
Commission report, Budlding Conmmunities: A Vision for a
New Century, states “The term community should be
defined not onhv as a rvgion to be served, but also as a
climate to be created.” Inmany wavs the breakdown in
the sense of community can be traced to a failure of
leadership, whether thatbe in the home, schools, cotleges,
or other organizations,

Servant-leaders must firstof all recognize the delicate
balances, the ying and the yang of competing forces, and
how to deal with these forees without losing their sense
of balance. There will notbe much joy found in service to
others without knowing how to renew one's cwn
physical, spiritual, and psychic energy reserves, The
individuals needed to lead colleges in the future must be
able to bring together divergent constituencies, develop




consensus, and build a renewing sense of community
within the institution—and find jov in this Kind of
leadership service, It sumeoneis happier orwiser because
of such service, it will not have beenin vain. Have jov in
VOur service.

The Joy of Hope ... Of Visian ... Of Planning

What drives vou? Your hopes or vour fears? Too
often, leaders are motivated far more by fears than by
hopes and dreams. Negativism, H. L. Mencken once
said, is the haunting fear that someone, somewhere, may
be happy.

There are two basic kinds of community college
presidents. There are the “fire-fighters” and there are the
“planners.” The fire-tighters fight fires all day; they go
hometired and without muchjov. They are motivated by
fear—fear of failure, fear of the unknown, fear of
controversy. The planners try to look ahead :md head off
trouble, to steer the college around the storm clouds.
Their motivations lic in hopes and dreams; they do not
concentrate on what is, but rather what can be.

One of the most commonly expressed requirements
for leadership is vision. The term can mean a variety of
things, but in particular, visionary leaders can describe
the outlines of a possible future that motives and lifts
people. Peopleenjoy belonging to anorganization where
thereis progress and forward movement. But at the root
of progress is hope, vision, and planning. Hope is a tonic
for the soul and the driving force of any good organiza-
tion. What oxvgen is for the body, hope is for the spirit.
Have jov in vour hopes and dreams,

The oy of Diversity

The most culturally diverse institutions in higher
education are the community colleges. Some individuals
view this diversity and see it as a problem. Others view
this diversity and seeitasajov. Consider thatithas taken
the U.S. along time to appreciate the contributions of the
immigrants whoentered the country through the portals
of Ellis Island. The nation does not have another 100
years to begin to meet the challenges of responding to,
and indeed celebrating, diversity inthiscountry. America
is greatly blessed by those whose ancestors came from
Africa, Central and South America, Eastern Europe, the
Middle EFast, and Asia. Cultural diversity is the great
strengthof thiscountry. Now is thetime tag tress cultural
diversity as a strength rather than just anothe, problem,
It is vital that the nation fullv develop its culturally
different human resources to strengthen the competi-
tiveness of the work foree.

Unfortunately, most federal social policies seem to
have been designed primarily to foster social equity
rather than to encourage the development of human
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potential, economic self-sufficiency, and individual
empowerment. People must be educated and trained not
just because they are poor, but because they represent a
fundamental resource for maintaining the economic
health of our nation.

Allow a word of caution to enter here, The word
“minoritv” is too often used as a label. Like all other
labels, it is too often used to separate people rather than
bring them together. It is much easier to dislike a label
than to d'slike a person. Labels do not have names and
faces. The danger, of course, is that people end up
communicatinglabel to labelinstead of person to person.
Human relationships can become suffocated by labels,
and community college leaders must reach boyond labels
and across cultures, languages, and races to bestow upon
individuals the greatest gifts of all: meaning, hope, and
respect.

The whole tone of leadership must be conditioned
by a faithinhuman possibilities. That faith—thatbelief—
is the energy that giveslife toan organization. A leader’s
faith in human possibilities will be reflected in the life
and work of those around him or her. Even though the
backgrounds and cultures of the people one works with
may bedifferent, faith inindividual human possibilities—
in secking the best in people—can lift the human spirit
and will motivate action like nothing else. Have joy in
diversity.

Conclusion

In a nation with a moral commitment to access and
opportunity, community colleges are the aceessible
institutions. In a nation with a tremendous need for
skitled workers, community colleges are helping a host
ofourcitizens develop marketable skills—the inescapable
beginning of human liberation. In a nation committed to
human resource development, community colleges are
theinstitutions thatare triggering economic revitalization
by matching student skills to the needs of the employers.
In a nation that emphasizes accountability, community
colleges are the most cost-effective institutions in higher
education. In a nation asking urgently if there is life after
work, community colleges are leading the way by
providing liberal and fine arts experiences for working
men and women. The community college is where the
action is in higher education. Community colleges are
providing opportunity with excellence—and they are
making history. Whatever else yvou do, don’t miss the joy
of working, serving, and leading ina community college.

Dale Parnell is professor of cducation at Oregont State
University in Coreallis, Oregon; he served as president of the
Awmerican Association of Commatity Colleges from 1981 to
1991,
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CAN COMMUNITY COLLEGES DO THE JOB?

Robert A. (Squee) Gordon

The atmosphere in which community colleges operate
is changing significantly. Al the same time, colleges are
operating under a growth and expansion model which may
no longer be tenable. The one question that needs to be
ashed, in the midst of all the rhetoric about community
colleges providing workforee training for the twenty-first
century, is: - Are community colleges really oqmppod to
handle the job? \nd if thev are not, what should they do to
ready thomscl\ es?

Current Trends

¢ The budget crisis is going to continue indefinitely,
Colleges will be under pressure to creale fee-for-service
activities that will generate the new sources of revenue they
will need in order to survive, lot alone perform all the
functions for which there are demands.

¢ Socictal disruption wili continue. In the global
cconomy, those who have the information and the skills will
do well, and those who have low skills and low educational
levelswillbestruggling tosurvive. This will puttremendous
stress on community colleges, which have traditionally
served the underprepared.

o Traditional learning centers, which have implivitly
meant thatstudents had to be physically present on campus
to learn, will become a thing of the past. Future educational
services will necessitate a reexamination ot educational
delivery svstems, depending heavily upon the electronic
highway that s rapidly becoming av ailable. Students will be
able to bri ing in international experts trom around the world
via the Internet or through interactive video—an interesting,
prospect with considerable implications tor the faculty in
classrooms today.

Institutional Mission

o Ifcommunity collegeschange their missiontoinclude
workforee training, whatimpact will thishave onwhat thev
have done traditionally? Can colleges reconcile their
egalitarian agenda with the new agenda --one that indludes
qonvricand literacy skills, as well as those that are company
specific? The private sector wants emplovees who are
trained in current, relevant, and up-to-date information and
processes, FFor this reason, colleges must reconcile business
and industry agendas with their own,

¢ Are communily colleges prepared to adjust their
current mission to meet tho needs of the changing
environment? For instance, is it still viable to be offering
programs for the underprepared and underemploved?
Should colleges be exploring new ways of doing things, and
are there thingsthey are presently domgthalmn and should
be doneby others? I’crhaps publicschoolsshouldbe charged

-with offering basic education to all age groups, leaving

community colleges free to concentrate on the higher end of
the training spectrum—especially given that technological
advancements are moving forward with incredible speed.

Strategies for Success

¢ Inorderto participate effectively in the private sector
training market, colleges must move from those learning
services thatare given uniformiv to groups to those that are
customized, individualized, and tailor-made forall students,
And, particularly given currentbudgetary restraints, colleges
must also move awav from delivering tised educational
courses and move towards modular competency-based
packagesthatare flexible, cost-offective, and client-scheduled.
Without these changes, colleges will embarrass themselyes
and weaken their credibility.

¢ Colleges must learn to adopt a larger world view.
Thev need to start thinking globally and then apply that
perspective to local situations. Colleges can do this by
rethinking narrow, parochialviewsof the world and creating,

- one-stop educational centers that will allow students to take

advantage of the comprehensive community college
network. Of course, such an approach is totally antithetical
to the existing pattern. While community college
administratorsadhere tothe mandate ofserving localneeds,
that stance does not help them address issues relating to the
alobal cconomy, The more myopic their approach, the less
organizations will be able to change and mect the demands
of tomorrow.
o While community colleges mustnever underestimate
the value and commitment of their emplovees, at the same
time they mustmoveaway fromeatering tothe comfortlevel
ot staff and taculty. They must focus on operating in wavs
that meetthe needsof their clientbase. Forexample, shopping,
center customers are rarely made to walk great distances to
getto the shops. Yet, often, college emplovees consider it an
imposition it parking spots (which at manv colleges are ata
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premium) are located anv distance from the main entrance.
In fact, most colleges atlow their emplovees to park
conveniently, thereby forcing students and visitors to tight
for parking spaces and walk through variable weather
conditions to get to the campus and to class.

o Colleges must accept the fact that they cannat serve
the needs of evervone. To thatend they must abandonweak
arcas, focus on what thev do well, and develop specialized
niches. At the same time, institutions can remain
comprehensive by working with other colleges. 1, for
example, students want a career in Hispanic business, they
mightbebetterserved by faculty atacollege in Miami orSan
Dicgo, rather than by faculty at a college in, sav, Butte,
Montana. Thismeasure, however, willcall foradministrative
ingenuity, cooperation, and less territoriai approaches to
relationships between districts and colleges around the
nation.

o Allcolle osldﬂ\houldwnlllbulclullwdulmsllmnof
weehinotogy \»luu cducators argue that offering industey
programs requires state-of-the-art equipment, they have
reallv neverconsidered thatobtaining such equipment might
be partof their responsibility . But the f adlslhdlmllcqumn
nolongeratford tobuy all the necessary equipment. Humber
College, for instance, recentiv bought a half-million dollar
digital imaging rvstem. Humber faculty agreed to perform
fee-for-service activitios on weckends and summers for
business clients to reimburse the interest-free loan from the
college. The money can then be reeveled. This has been an
importantlessonforfaculty, They now realize that by helping,
toincrease rey enuesthey getmodernequipment, the program
survives, and as a result, so, too, do their jobs.

e Community
consultants by L\labllshmq partnerships with companies

colleges must serve as learning

that desire training. In some cases, these companies mav
hav e people more competent than the college can provide,
buttheiremplovees don’tknow how towrite curriculum, or
how toevaluate the progress of training sessions. And w hile
colleges mav not actually teach the course, they are capable
of otfering course development services. These canoften be
profit-making ventures. For colleges to become learning,
organizations, they mistshift thai thought processes from
the “what” to the “how™ and arrve at the understanding,
thatcommunity colleges are management consultants rather
than teachers of traditional course materials.

o Collegesneed toexaminenew coneepts ot distribution
because companies want emplovees who canlearn without
taking time awav from their work. This approach calls for
the teacher to shift trom being the person who controls the
class to being, the person who coordinates the learning,
process. Increasinglv, teachers will become managers of
learning, resources with o streamlined staft to look after
copving, testing, and tutoring, In this way, thev will be able
tohandlchundredsof students” w mklm,all( arning stations,
cither m the college, in the workplace, or athome,

e Colleges must form strategic alliances with other
colleges. Multinational companies do not want to negotiate
separately with colleges in cach of the districts where they
haveplants. Norcan lhv\ afford tohavea product thatvaries
in quality from site to site. For these organizations, product
standardization is essential. College consortia are in an
excellent position to serve the national and international
training needs of corporations.

o Colleges cannot afford to hire clones of their existing,
faculty. Thev must hire people for tomorrow—people who
are comfortable with the electronic highway and who have
evperienee in the private sector. Often, there are talented
people available as a result of corporate restructuring, -
vear-old executives capable of teaching and contributing, a
level of professional expertise to their students. Also in the
labor pool are vounger, new entrants—often very talented
people who can draw upon their tuidity in technology to
make significant contributions to the college.

o Colleges must maintain evtensive, ongeing pro
fessional development of current statf, Most community
college emplovees are not thinking of retiring in the near
future. Colleges have to do a serious job of keeping them
abreast of change by increasing their curriculum content
subjectmastery, assisting theminlearning touseeducational
technology, and ensuring, they know how to teach adult
learners, aswell as those from different cultural bac kgrounds.
Thevalsoneed tounderstand the corporate culture mentality:
of the private sector—which is vital to understanding
workforee training,

e Colleges have to act more like businesses, with
pertormance measured intermsof cost, quality, and quantity.,
Education must mirror the global ecconomy and change the
habits of the past. Colleges have to adopt continuous
improvement practices such as benchmarking, integrating,
emplovees into small teams, and climinating, traditional
tictdoms, Community colleges must also learn to rely less
and less on publie,
survival is at stake.

tax-based funding and operate as it

* Finally, colleges must build trust, respect, and
confidence withtheprivate and government sectors, starting,
by assighing their best ~talf o the job of warkforee
development. Collegesthatputtheir cast-offs intoworkforee
training are forfeiting the business, Those that use their best
people to work with industey will be winners.

No doubt, implementing these ideas amounts to
sweeping change—and change is difficult to accomplish.
Alsoof nodoubt, the challengescommunity colleges faceare
enormous—but so are the risks of inaction, which are
tantamount to failure.  Community colleges can, indeed
must, rise to the occasion. The rich history of the institution
lends credence to the belief that they cane At the very least,
they must try,

Robvert \oosqueet Gordon is president ot Hunber Codieee of
Apphed Aris and Tedimologu.,
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THE EVOLUTION OF COMMUNITY COLLEGE
WORKFORCE DEVELOPMENT PROGRAMS

James Jacobs

Inthe course ofthe last tenyvears, community colleges
have progressed through three major stages in their
relationship to the modernization needs of small- and
mediums-size firms. Theemphasisduring the first period,
roughly 1984 to 1987, was to build programs around
emerging technologics. Community colleges rushed to
establish course-based programs insuch technical arcas
as robatics, computer-integrated manufacturing, and
machine vision. Often, these were designed within
traditional instructional structures and calendars,
utilizing full-time faculty in the schools” occupational or
technology divisions. The second stage of evolution in
workforce development programs, from about 1988 to
1992, emphasized customization of programs, services,
and delivery. The third and current stage of this
progression has been characterized less by technology
or the organization of service delivery than by the
methods and tactics used to deliverbusinessand industry
services.

Stage One: Centers of Knowledge

In the workforee development efforts of the mid-
1980, colleges positioned  themselves as centers of
knowledge, gurus of the technology; the assumption
was that businesses would send personnel to these
centers to “learn about” emerging technologics. This
approach negated any notion that how and in what
context the technology was to be used was important.
Businesses, particularly small- and medium-size
companies that emploved highly specific applications
of technology, often understood their needs better than
did the educators. Morcover, there was little attempt to
relate training and educational courses to other problems
of modernization such as technology transfer, supplicr-
OEM relationships, and quality issues.

Community colleges began to shed this perspective
in the face of state modernization initiatives in the form
of grants and other dollars provided tor customized
training activitios. Michigan's Technology Deplovment
Services and the Michigan Modernization Servicee, tor
example, werevitalin promoting awareness that smaller
companies’ needs diftered substantively from those of
larger manufacturers, and that training and technology

‘Ihv_\' will come.
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needed to be embedded in the overall modernization
process. Thisled to the development, inthe late 1980, of
extensive customized-training units that were indepen-
dentoftraditional occupational education departments.

Stage Two: Enshriners of Technology

Thesecond stageofevolutionbeganwith the ereation
of these customized units; the change in direction was
accompanied by a protliferation of new “advanced
technology centers,” a new kind of instructional facility
that emerged from an understanding that businesses’
specialized needs for customized training often dictated
special facilities. Considerable institutional resources
wereoften cxpcndvd ontheconstructionof these centers,
withlocalindustry frequently plaving arole in planning,
fund raising, and staffing,

Even community colleges that did not develop
advanced technology centersevidenced anemphasison
conducting their work with business and industry as a
separate function, often reporting to the president’s
office. The assumption of many institutions was that
new state programs, coupled with the training demanded
by business, would create an entreprencurial oppor-
tunity Inrnonunumt\ colley, pesin thedeliv ervofservices.
Within the advanced tec hnology centers, the asstmption
persisted that technology was the key variable in the
modernization of companies.

Although construction of advanced technology
centers has generally been a positive force that has
motivated community colleges to understand  their
clients” needs, theirusetfulness hasbeen opento question.
Manviwereill-conceived structuresthat lacked astrategic
plan for accommodating, themselves to the needs of
local industry. Enormous energy was expended simply
to raise the money to build the centers, but after the dust
from the construction battles settled, there were fow
plans for how to use them.

Foo otten, the assumption was, it we build them,
" Alltoo frequently, they did not, Where
institutional support for continually upgrading,
cequipment and providing adequate taculty was lacking,
the centers did not generate the extravagant pavoffs
their proponents anticipated. This stage, like the tirst,
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assumed that the colleges had something to “teach”
business regarding the useof manufacturing technology.

Stage Three: Partners and Facilitators

The cumulative experience of the 1980s and carly
199¢s led to a simple but important realization: small-
and medium-size companies tend to learn best from one
another. This being the case, the best niche for the
community college in the process of modernizaiion
appuars to be as a provider or "broker” of connecting,
activities that sustain and enhance this unique form of
learning process.

In other words, the community college is evolving,
from a “teacher” of particular technologies and business
stralegies into an advisor and facilitator concerned with
companies” internal learning processes. Targeted training,
and educationcontinue tobe oftered, bulonl\ inresponse
to the learning initiatives of business and’ industry.
Companies must want and need the services of
community colleges and define, from the perspective of
customers, the role thev want these institutions to playv.

In fact, community colleges are well positioned to
broker learning among ~mall- and medium-size
companies. Thev have, for one thing, the advantage of
location, being close to most clusters of such firms
throughout the nation.
statements that mandate the support of economic
development, theirresourcestend to be readily accessible
to firms. Community colleges have whatis probably the
single largest reservoir of teachers who understand the
needsof adultstudents. Finallv, and not unimportantly,
small- and medium-sized companies are comtortable
with community colleges; indeed, many of theirowners
have attended a community college.

Macomb Community College’sextensive industrial
cooperative education program, for example, has over
the past twenty vears graduated more than 10,000
students, manvofwhomaretodav managers and owners

Because most have mission

ot small- and medium-size manufacturing tirms. These
alumni assist in the development of programs both
traditional and customized. Many are presently plaving
a role in the construction of the Macomb Industrial
Network (MIN), a monlhh mecting of small- and
medium-size manutacturing establishment<in Macomb
County.

Macombisattempting tolink the MIN organizations
it serves with programs that can provide work-based
learning opportunities torstudents, including tech-prep,
school-to-work, and customized training grants. Becatse
this network has been developed with the Mid-West
Manufacturing Center, thecollege canbring technical or
organizational expettise fromacross theentire region to
aid in these ettorts,

What dothecolleges getout of this? In the short run,
onlv the overall economic development experience that
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comes from providing a means for companies to come
together to share experiences. But in the long run, the
organizations community colleges help to modernize
will become future emplovers of the colleges’ students
and supporters of college programs and activities.

Itis too early to tell how many commumity colleges
willenter this nextstage of relationshipswith small-and
medium-size businesses, but the recent expansion of
NIST centers suggests that this sort ot activity will
increase.

Ultimately, community colleges” current attention
to the modernization needs of the small- and medium-
size companics will move “up stream” to the education
of new workers for their partners. It appears clear that
current postsecondary occupational programs must be
reengineered, bothinterms of substance and delivery, if
they are to continue to produce a flow of well-prepared
workers into businesses. Smaller manufacturing firms
need multiskilled clusters of talented emplovees who
have not only a set of core skills, but also the ability to
add new skills and to adapt to new processes, products,
and tools.

"

A response that mav have a very significant impact
would be for community colleg, restodev clopaceelerated
programs that pmduw gcnk‘ldll\l\ in manuhutuun;‘
technologies, with curricula geared to rapid entry-level
emplovment. Then, based on the particular untoldmg
needs of cach company, workers would return to the
college in continuous cveles of training and retraining as
the need for new specialtios arises.

Thecotlegewould plav two kevrolesin this process:
firsl, as the initial “broker” between a student and
potential emplover: then as the lifelong education
provider for skill enhancements the worker will need
once he or she obtains a job. The initial skills necessary
to functionin the industry could be determined through
some formofindustry-developed cortitication program.
The recent school-to-work, tech-prep, and national
standards programs mav provide a programmatic
structure to help colleges make this transition.

Community mllcvos have come a long wav in the
last ten vears working with businesses and manu-
tacturing firms. Nonetheless, itisvital that thev continue
to adapt and develop programs as their undolstandmg
of the needs of the nation’s companices and emplovers
increases. Onlv by emphasizing flexibility and
responsiveness can the community college continue to
advance its role as a learnmg institution—and continue
to contribute 1o the development of people and the
organizations in which thev work.

[aines Jacobs is assocuite cice president of Brisiness ad
conmmmunity sereces at Macomt Commmonty College in
Warren, Machian
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WHO ARE COMMUNITY COLLEGES” DISTANCE LEARNERS?

Carol Cross

Increasinglv, legislatorsand public officials, business
and community leaders, educational ceformists, and
college administrators are heralding distance education
asameans for maintaining educationalaccess inaclimate
ol increased demand but decreased funding., Distance
cducationisnotonlyacost-etfective wav toserve growing,
student populations, such advocates pointout, butallows
students to study at their own time, location, and pace,
providing access to thousands of learners who cannot
attend traditional college classes,

In tact, distance education is no longer merely an
alternative to the most pepularsold-out classesoncampus
or a handful of courses offered by a few progressive
instructors: telecourses now represent a complete and
viable alternative to the traditional associate’s degree
program. Sufficient numbersand varietics of nationaliy -
distributed telecourses exist now o allow community
colleges to offer virtuallv an entire A\ degree program
in the homes or offices of students throughout their
districts, broadeast on public or college-operated
television stations.

Naturally, there are those who challenge such
optimistic visions, questioning whether distance
cducation, particularly a complete degree program, can
trulv: meet the needs of community college students.
Some suspect that telelearning onlv appeals to a narrow
spectrum of the broad community college student
population, tearing that onlv an elite number can benetit
from such programs.

Are Distance-Education Students Different?

The Tast major national studv (F984) of telecourse
stadent demographics, conducted by the Annenbery,
CPB Project, tound the tollowing characteristios of
teletearners: they are predominanthe temale (over 66
percent); the majority are married with at least one
dependent; and they are overnwhelminglv (8O percent)
cmploved, with over halb working tull time.

All the distance-education protessionals contected
tor this article telt the statistics were still valid, reporting,
that their college’'s average telecourse student was a

working adult, usually female, who had both work and
family responsibilities tojugglealong with hereducation.
Most claimed that while the percentage of women
students, average age, and work responsibilities tlended
to be somewhat greater for distance-education students,
their demographics were not much different than their
college’s overall population averages.,

Distance educators admit that telecourses reguire a
higher fevel of self-discipline and self-motivation than
instructor-ted courses, so that successtul telelearners
mav differsomewhaton those characteristics. ButSteven
Sachs, associate dean for instructional technologies and
extended Tearning at Northern Virginia Community
College, argues that “Distance-education students are
becoming, more like the mainstream students all the
time. As we find wavs to use additional technologies to
increase communications and student support services,
the differences are blurring between the telecourses and
the traditional courses, and thus between theirstudents.”

Will the MTV Generation Tune in to Telecourses?

Lducators have been concerned about “traditional
age” (18-22) students now entering community colleges,
because these students have spent more time watching
tefevision than thev haveinschool. Despite their viewing,
evperienee, however, thisgroupisnotparticularlv drawn
to telecourse education. In the U84 Annenberg study,
only 23 pereent of telecourse students fell into the 18-22
agecategory. Anintormalsampling ofcurrentcommunity
college distance-education enroilments contirmed that,
while the number of vounger students has increased, the
average age of telecourse students is 23-30 vears-old,
usuallv a vear or so over the college average. In the
opinionofatleastone respondent, theaverage telecourse
age js dropping, because more traditional age students
are working, thus increasing their need tor more
tlonibility.

Intact, w hile telecourse userssav thev appreciate the
multimedia mtormation conveved by video, it does not
appear that theyv enroll in telecourses because of their
attinity tor television, In two Annenberg /CPB stadies
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(1985, 1988), students rated both the quality and the
importance of the course textbook above that of the
videos,

Are Distance-Education Programs Only for Rural or
Geographically-Isolated Students?

Actually, no. In the 1983 national Annenberg /CP'B
study, 60 percent lived within a hatf-hour of the campus;
only 7 percent lived more than an hour away. The 1988
survey found that one of three students liv ed within 15
minutesof thecollege. Individual colleges confirm those
figures, pointing out that the majority of their telecourse
students are concurrently enrolled inon-campus courses.

While many of the largest telecourse providersarein
urban'suburban settings, even rural areas downplay
the “distant” aspect of distance education. Tom
Wilkenson, director of learning resources and instruc-
tionaltechnology atrural New River Community College,
explains, “Whenwestarted the program, wewerelooking
atserving studentswhowere faraway, butitdidn’twork
out that wav ... most of our telecourse students don't
live that far awav.” Wilkenson voices  a common
sentiment when he savs, ”We've come to the conclusion
that the realady antage ot distance education is more that
it climinates the barriers for those who are time-bound,
rather than place-bound.”

Community colleges report that it is time flexibility
that is more important to the current working, child-
raising telelearner than the unwillingness or inability to
travel to the campus. Consequently, both research and
experience reveal that the trend in teiccourses is for
students to view them on their own time schedule on
videotape, using tapes cither supplied by the college or
recorded by the student.

Do Minority Students Enroll in Telecourses?

While this subject has not been addressed in the
national research reports, individual colleges claim that,
for the most part, minority enrolliment in telecourses
mirrors minority enrollment in credit programs on
campus. Distance educators tend to attnibute under-
representation of minority students to gaps in telecourse
content arcas, rather than on problems with distance-
education programs per se. For example, at De Anza
College, tewer Asian students are among the school's
8,000 annual telecourse enrollments than attend credit
classes on campus. A plausible explanation is that De
Anvza otfers tew science classes and no math courses via
television; Asian students are heavily
enrolled in those disciplines. Becanse most telecourses

the college's

are designed tor core curreidum  courses and other
classes leading to a liberat arts or general studies degre .,
perhaps the question at the top ot this section should be
posed as: Dominority studentsenroltina given telecourse

program at the same rate they enroll in similar programs
delivered in other wavs?

How Many Students Would Complete an Entire Degree
Program by Distance Education?

No one knows vet, because it is only recently that
community colleges have put together enough
curriculum materiattooffera complete associate’s degree
via telecourses and other distance-education method-
ologies. In the 1994-95 school vear, about 20 colleges and
universities began to promote their ability to offer a
complete degree via distance education under PBS's
new “Going the Distance” initiative.

At the same time the PBS project began to gear up,
however, a studyv at Northern Virginia Community
College, one of the handful of colleges in the country
with a complete distance-degree program, found that
less than 15 people out of some 3,000 distance education
enrotlments had completed 50 percent of their degree
requirements via distance education. Thestudy’s author,
Steven Sachs, reports that “Half of our current distance-
education students sav they take telecourses because it’s
impossible for them to enroll in the on-campus classes,
while another 25 percent sav it would be very difficult.
Clearly, the majority of studentsarcenrolled intelecourses
because it is the only wayv that they can take that class.
However, more than half also take another class that

semester on campus, so evidently they canwork things
out to some extent, particularly swhen thc\ don'thavean
alternative.”

While Sachs believes that complete distance-
education associate’s programs may attract some
additional students for whom that is the only option, he
evpects the majority of students will continue to pursue
amizof telecourse and on-campusinstruction. However,
he contends a distance associate’s program brings
additional benefits to the college. “Offering a degree
program,” he states, “makes distance education a more
recognized choice and brings it mto the mainstream
culture of the college. This draws in the leaders on the
campus, both among the students and the faculty, and

raises the quality of the courses for evervone. Pve also
seen students and faculty take the skills and techniques
they developed in the telecourse classes, such as
communicating by computer, back to their classroom-
hased courses, improving the overaltcollege education.”

Carol Cross is exccutive director of Fdodigm, an
educational consulting finm located in Washington, 1.Cand
edrtor of Siguals, the utforniation fechiology newsletter of Hi
League tor innocation in the Commnnity College.
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REGARDING TECHNOLOGY
Larry Johnson

Even a cursory look at the evervday workplace will
reveal that the world of work has undergone profound
shifts in recent vears. Few jobs have not been affected.
Information technology is evervivhere, in manufacturing,
inmarketing, even in hands-on trades like construction and
automobile mechanics. Virtually every part of our daily
lives has been touched in some way by technology.

Students coming to community colleges expect to see
technology put to extensive use there as well, and in many,
many wavs, colleges have accommodated them. Campus
Computing 1994 The USC National Survey of Desktop
Computing in Higher Education revealed that community
colleges use computer-based labs or classrooms in atmost
twice as many courses asother segments ot highereducation.
Community colleges are leaders in using computer-based
simulations, computerized presentation tools, CD-ROM
Materials, commercial courseware, and multimedia.

Furthermore, community colleges arejoining the global
electronic community in incredible numbers. Community
college access to the Internethas almost doubled in the past
twa vears, to the point that more than three-quarters of
community colleges are now connected.

Technology Across the ' urriculum

Because community colleges are, at their core, teaching
institutions much of the growth in information technology
and access to equipment and software has been fueled by
the promise ot these technologies for instruction. Indeed,
the use of computers in teaching and learning began as the
subject of instruction. Colleges offered (and still do offer in
vast numbers) courses in data processing, computer
programming, informationsvstemsdesign, hardwarerepair,
telecommunications, and manufacturing design and control.
As the technology advanced and became more accessible,
especially after the emergence of the personal computer,
community colleges” view ob computer technology
underwent a transtormation in which the computer itset
was less of a focus and the way the machines could be vsed
as tools became more important.

The current stage of this progression, the implications
ofwhich colleges arejust beginning to understand, hasbeen
A move to where information technalogy has come to be

viewed as a mediim for instruction. The earliest stepsin this
transitioncame in the formof tutorials and practice software.
Computer adaptive testing and assessment provided new
kinds of support tools. Independent learning svstems,
another approach to instructional Software that evolved
from work done in the 1970s with programmed learning,
are beginning to come into broad use. .

More recently, experiential activities and simulations
have begun to be developed using multimedia techniques.
This approach has generated considerable excitement
becauseitatlows materialtobe presented inaneve-catching
way using motion and sound, and lets students stop, repeat,
and bring in alternative examples as they progress through
the material.  Simulation software, a special torm of
multimedia which first appeared in the sciences and
healthcare programs, has emerged as a compelling
instructional tool becauseit allows parameters tobe altered
repeatedly in experiments and procedures. The effects of
students™ actions can be safely observed in a “virtual”
setting, salving a number of problems inherent in handling
hazardous materials and processes and avoiding the need
for expensive, elaborate, or time-consuming setups. The
benefits of simulation software have now expanded into
other areas, such as art, history, and economics.

With the increased access to computer networking and
communications tools, some teachershave beguntodiscover
that active learning approaches, group work, and ather
forms of collaborative learning can lend themselves very
weltto the computer classtoom. The key defining feature of
many of theseefforts is that they are notbased ona particular
sottware package, but rather use the power of network
communication and information access tools to enrich the
learning experience inwavs that allow students to assume
maore control over the learning process, with the teacher
acting as a facilitator and guide.

faken together, these kindsof innovations are building
ta a critical mass that is sfowly—but surelv—transtorming
the way we think about teaching and learning. The secret
behind the current and emerging teaching innovations that
are using information technology s clear—although
somewhat challenging, tor it means a fundan . ntal change
in the wav teaching and teachers are viewed. The locus of
controloverlearning isbeing shified tothe student. Students
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areincreasinglv empowered to choose the wavs thev acquire
information.

Nonetheless, even withall of the progress that has been
made in establishing effective models of technology use in
instruction, teaching technologies have not, by any streteh
of the imagination, made their way jnto the mainstream and
broad-scale use. The real technological challenge we faceis
nothow touse information technology, but how to getmore
people to use it. The reasons we have not seen more use of
teaching and learning technology, the mostimportantissues
surrounding greater implementation, are nottechnological.
The problem community colleges face with technology is
primarily humanand organizational—and one that presents
an unparalleled opportunity for leadership.

Technological Leadership

Success in this endeavor is not something easily
accomplished by a single leader operating in isolation.
Colleges thathavecreated a technologicallv-minded culture
have drawn dn the significant participation of the entire
leadership of the college, from the president and senior staft
to faculty leaders, chairs, and deans. This is not to say,
however, that technological leadership requires the leaders
themselves to be extremely adept at using technology. The
role of the technological leader is to communicate in human
terms, through word and deed, that embarking on a course
toward greater integration and understanding of technology

is expected, valued, and rewarded.

Modeling.  Whenever practical, effective use of
technology should be modeled—in meetings, presentations,
classes, and other settings. In particular, the technology-
minded leader should endeavor to demonstrate that even
relatively low-level technologies can be used effectively to
enhanee presentations or tocreate active-learning situations.
Usingevensimpletechnology creativelycansend apowertul
unspoken message communicating that technological skills
are important, useful, and valued.

Staff development. Coupled with a college’s ongoing
technical supportactiy ities, tremendous strides canbe made
m advancig tacultty and statt skills by providing internal
opportunities for nontechnical people towork togetherand
share learning and expertise in technology, even in very
informal wavs. Rather than relving on a purely technical
approach, care should be taken in structuring these
opportunities to include healthy: components of human
interaction and idea exchange.  The leader’s personal
participationin these activities is very important. A form ot
madeling, such inyv olvementcommunicates volumes about
the importance of the activities and should not be
underestimated.

Ensuring broad participation.  The technologicallv-
aw are leadershould ook for broad participation notouldy in
technological planning and decision making, but alsoin an
ongoing collegewide “conversation” about how and why to
use technology . Inthe process, itis important to recognize
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that the needs of earlv adopters differ from those of the
mainstream; care should be exercised in structuring these
processes so that the experience and expertise of the early
adepters can be applied as it is appropriate, but applied in
wavs that will ensure all voices are heard.

Buildingelectronic learming communities. Ifthe college
provides electronic mail to faculty and staff, the leader
should encourage electronic discussions on teaching and
learning topics. Including students and other nonteaching
groups insome of these discussions can provide additional
perspectivesonthe valueof aparticular approachor sottware
package, and sometimes will lead the electronic community
to nonintuitive conclusions or insights.  In colleges with
Internet access, teams might be formed to participate in or
explore teaching-focused Internet discussion groups and
web sites.

Aduvocating appropriate reward systems. The aware
leader, noting the vertical orientation of many faculty and
staff, can usehisorher influence among other administrators
toadvocate recognition processes for successful adaptations
of technology, see that enterprising faculty are writtenupin
the college paper and other publications, encourage
presentations at academic meetings, and generally: show
support for the work that people are doing. Internal resward
svstems can be simple (an occasional note) or more formal
{recognition at a division or collegewide convocation), but
share one key characteristie for success: they should be
noncompetitive. Rather than making a single recognition
or award, severil should be made, and at various times
during the vear.

Creating a learner-centered workplace. The sum total
ot the above kinds ot activities will carry the leader far in
creating alearner-centered workplace—awork environment
where the riskis taken outof change, whetre experimentation
isencouraged and supported, and where learning is not just
something that students are expected to do. The kev is to
clearly communicate the expectation that college personnel
will, in conformance with their preferred learning stvles
and atanindn idually appropriate pace, work continuously
to upgrade their technical skills. The final step is to then
ensure that “high-touch” structures, processes, and tocused
teams are put to the task of helping them to do just that.

Transforming the mainstream of college practice will
be no easy task. From an historical perspective, it certainly
has not been easy so far. But it is essential that community
colleges confront and deal honestly with the structural
changes that must take place if they are to be successful in
the inexorable move to more and more integration ot
mtormation technology .

Farry Jolmson isassociate dnectorofthe League bor bhinoeation
i the Connenity College, Mission Viejo. California, and the
cditor ot Leader-hip Astracts,
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ENDOWED CHAIRS FOR INSTRUCTIONAL LEADERSHIP

Paul C. Gianini, Jr.

The long-term outlook for tunding of communiiv
colleges continues to grow bleaker. Budget recisions,
proposals to phase out education and training programs
atthefederatlevel, and state revenue caps wiltmean that
many colleges will have inadequate funding even for
mandated programs. Local private-sector funding will
grow in importance as public funding is cut back. A
privately derived ongoing base” of support for
instructional development, abase whichin turn supports
faculty in sceking increasingly competitive external
funding, has proven to be as effective a strategy for
sustaining program development during lean budget
vears as it was tor expanding program opportunities in
more bountiful times. Used asleverage, suchaprogram
can also enable community colleges to be more
competitive forthe publicand private funding programs
that survive budget cuts.

In the 1980s, several Florida community colleges
initiated campaigns through their foundations toestablish
endowed chair programs to enhance instruction. Miami-
Dade, Broward, and Valencia community colleges are
among, the institutions whose programs have benefited
greatly from the instruction-oriented private tunding
bases which resulted.

Sivvearsago, Valencia Community College became
involved in the endowed chair program believing that
aninvestment in its human resources was at least as vital
to the continuing, devclopment of the college as was
investing in the expansion and renovation of physical
facilities. The creation of the endowed teaching chairs
program hashelped reduce the impactof funding cutsin
Florida, strengthened ties to the community-- and to
local business and industry---and has proved to be an
excellent wav to promote the protessional grow th of the
faculty.

Valencia’s Endowed Chair Program
The purpose of Valencia's endowed char program
isthreefold: torecognizeand promoteteaching excellence

at the coltege: to spathght outstanding members ot
Valencia's teaching Lacultv: and fo provide the college
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with financial resources needed to support teaching
excellence. The Tatter has been realized through <alary
stipends and supplementary budgets for instructional
support.

The program enablesthe college to honoroutstanding
members of the teaching faculty and provide resources
necded tor the advancement of teaching. In contrast to
the endowed chair programs at four-vear institutions
whichaimtoattract preeminent researchers, thisprogram
recognizes and supports faculty for instructional
leadership. Approval of the program by the Florida
Division of Community Colleges allowed the endowed
chair program to receive matching funding through the
Florida Academic Iniprovement Trust Fund.

Criteria for Selection

Fhe criteria for selection of a faculty member for an
endowed chairincludes a faculty committee’s judgment
of the candidate’s record of teaching excellence,
contribution to the advancement of instruction within
hisorherficld, and the degree of esteem expressed by his
orhercolleagues. Inaddition, the candidate must submit
a proposal outlining in general terms how endowed
chair funding will be used to enhance individual
instructional activitios or foster professional development
personally, departmentally, collegewide, within the
Central Florida community, or within an academic
discipline. Animportant criterion is that the candidate’s
goal(s)could not be readily achieved without the award
of the chair,

I'he candidate is required to submit two letters of
nomination, one of which must be from a peer faculty
member, and must have the approval of the department
chairand the provost of the campus. The faculty awards
committee reviews all candidates” materials and <ends
ttsrecommendationdirectly to the president ot the collegee,
whao has fimal approval,

An endowed chair term normally consists ot two
academic vears At the end ot a term, a recipient s
chigible tor reappointient or renomination, with a
previous aw ard not being constdered prejudicial to his
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or her candidacy for subsequent terms. Each recipient
must submit an annual report to the toundation that
includes anaccounting of discretionary funds and abriet
narrative of activities,

Types of Endowed Chairs

Half of the interest generated by an endowment is
awarded to the facalty member a- an extra stipend. The
other half is applied to activities such as student
instructional projects; field trips: the acquisition of
resource materials, literature, and audiovisual materials
for the classroom, studio, orlaboratory; travel; and study
stipends for professional renewal. Examples of this type
of endowed chair (Category A) include the Martin
AMarietty Flectronics and Missiles Group Chair in
Mathematics and the NationsBank Chair in Business,

Toaddressothertypesof activitiesinthe instructional
arena, two more tvpes of chairs were created. Category
B awards are made to departments, disciplines, and
programs with fewer than three full-time faculty.
Category B chairs mayv be utilized to bring an eminent
scholar, distinguished practitioner, or speakers to the
college, Inaccordance with guidelines specified by the
endowment donor, funds are used for protessional
development via participation in conferences and
workshops, travel, and study reimbursement;
instructional projects involving speakers and resource
specialists; and the purchase of resource materials and
cquipment.

Examples of Category B ehairs include the Hubbard
Construction Company Chair in Technical and
Engineering Programs, the Walt Disnev World Company
Chair in Film, and the Central Florida Motel and Hotel
Association Chair in Hospitalitv Management.

Category C chairs may be used to support credit or
noncredit educational activitios. These chairs provide
educational support for a variety of activities within tiwe
arca of expertise, academic discipline, or programs
specified by the chair donor and foundation. These charrs
normally fund educational activities rather than faculty
or staff stipends

Activities under a Category: C chair can include
sponsored residencies foroutstanding academicians and
ticld practitioners; student instructional projects; field
trips; travel and study reimbursement for protessional
development; classroom speakers and resource
specialists;job placement, job developmentor jobreferral
services; cutriculum development; student internships;
lectureships; svmposia; and jomtyventures that promote
business association, agency, and industry partnerships.

Category C anwards indude the sunBank Chair in
conomic Development, the De P Phillips Chaivm $ree
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Enterprise, the William C. Demetree, Jr. Foundation
Chair for Fducation in Special Needs, and the Bessie
Gallow av Henkel Chairin Women'sStudies in Business.

Activities of Endowed Chairs

To date the college has established 24 ende od
chairsresulting ina foundationendowment fund balance
inevcess of ST million. Interestingly, ithasbeen the rule,

rather than the exception, that faculty holding endowed
chair positions initiate pro‘ects that benefit peer faculty
as opposed to focusing only on themselves.

The Walt Disnev W orld Company Chair in Film
brought producer /director Robert Wise to the college
for a two-week seminar, Mr. Wise, who produced The
Sonnd of Music, West Side Story, The Andromeda Strain, and
The Day the Larth Stood Still, shared his invaluable
experience and insight with students in the classroom
and on the sound stage. His presence also focused
attention on Valencia’s film program, with newspaper
articles, television interviews, a Disnev tour, and aspegcial
theater screening accompanying the visit,

Collcge faculty used theirendowed chairstobring in
evperts in foreign languages and orchestrated several
field trips that afforded students direct interaction with
the art, artifacts, architecture, and traditions of Spanish
culture. A visit to St Augustine allowed students to
evplore the period of Spanish rule in Florida, the
architecture of that time, astronomy in Columbus’ era,
Ponce de Leon’sfeuntain of vouth, and outhentic Spanish
cuisine. Additional Spanish culture was brought to the
college by using the funds of the chair to underwrite a
flamencodance presentation during the Spanish Heritage
Celebration.

A taculty member receiving a chair in mathematics
used the money to attend, present. or sponsor attendance
forseveral of hisfellow faculty atseveral kev conferences
throughout the vear. He also purchased specialized
cquipment and integrated graphing calculators into the
curriculum.

The initial goal of 20 foundation chairs has already
been exceeded, and more are in the offing. The ultimate
goal? A foundation campaign that, like its endowments,
willcontinue togrow, inbothnumbersand effectiveness,
in perpetuity

Paud C. Guoim, [ro s president of Valencie Conpmuity
Collewe in Orlando. Hovida, Valenca ioldl seree
colleqe for the Deagie’s "WORKTORCT 20007 conterenee fo
Pe iehd o Onlando, Janmaru 31 Lelrary 3.0 1990,

as a host
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