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Orgamzational change 1> a complex coneept. suggestng various
perspectives of organization. For the community college.
organizational change can he viewed us o process that defines the
wlenaty of the msttution,

Organizaiional Change and the
Community College

John Stewart Levin

Organizavional change is both muinfacered and complex. Levy and Merry
(1980) suggest that organizational change has several diserete charactenisues,
such as alteration to organtzational purpose and alteration to organizational
processes. These charactensues identify or classify the nature or type ol change
m an organization, Others look to the forees or sources of change that affect
organizations (for example, Pletfer, 1982Y, treating the organization as an objedt
on which action s taken And those atempuing o influence practitioners by
guiding them through change processes view organizatnonal change as a strat-
cgv Lo help the orgamizaton adapt o its environment—Ilor example. jusufving
managerial behaviors in leachng organizatonal acnon.

Too often, higher education literawure, especiatly commumiy coliege lit-
crature, focuses on change as a panacea for mroblems or as a synonvm fov inno-
vation. suggesting that change has positive qualivies and few negative ones.
Although this perspective can be supported by empircal evidence. there s atso
aneed for perspectives of change that suggest greater complexuy and confhict
than cases of exemplary pracuce In ths volume, several sides of orgamzational
change i the community college are depicted so that pracitioners and schol-
ars can gan amore comprehensive view of organizational behaviors.

What ties these vartous perspectives together? 1 suggest that these per-
spectives depend on viewers” understandimgs of the community college and
therr delimtion of itsaidentity as aninstitution. The purposes of the insuiu-
non, the meanmg, of s behaviors and acuons. and ns pubhe social and edu-
cational roles constitate its adentite. That wdenuiy as the basis on which
woe—practioners and observers—understand and explam orgamizanonal
change Those whe aceept the identny of the community college as asocially
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2 ORGANIZATION AL CHANGE IN THE COMMUNIIY COLETGE

transfornung institutton will m wirn see and aruculate change in the organi-
zation 1 the social transformanon contest, observiig, for example, that the
prinaiple of access 1o education is practiced by community colleges and
results in the provision of opportunitics to millions of people. Thus. altering
organizational structures 1o serve the ends of aceess is not only o be expected
but also to be praised by those who connect the identiy of the community
college to aceess

In this volume. there are numerous understandings of the communiy col-
lege. There are both bleak views of governance and management and opti-
nustic views about college responsivencess 1o community needs. Through
descripuions of orgamzational actions in the form of organizatonal change, we
are able to see the muluple idenuties of the commuy college.

ke the assumption that the essential nature of the community college.
tts identity, 13 embedded in what u does mits actions and change processes,
Thus, the organization’s responses to external simulic s adaptation to its envi-
ronment, the behaviors of its members. and the social and political dynamics
m and surroundmg the mstitution are expressions of orgamization and efforis
to not only mamtan but also reproduce s dentiy: In short, the actions of the
community college anse from s identity and express its identity.

11 we assume that organizations are Iving, entities, or at least composed of
Iving beings, then as living svstems change. movement, even astate of flux, is
a given: organizational behaviors are not stauce. behaviors beget actions, and
actions transkaie mto change. Change may be thie product ol tensions between
oppositions, as in Marxist or neo-Maryist theory, o it may be the product ol
organizational mantenance or selli-reproduction (Morgan, 1986). Orgamza-
tions are not static: they change. metaphorically growmg, expanding. con-
tracung, and eventually dying. And what they doinall of these processes is
define and express themselves. by their actions they are known.

What, then, are community colleges? Unlike four-year cofleges and um-
versities. communtty colleges are nontraditonal or untradinonal: they do not
even adhere o their own tradinons (Cohen and Brawer, 1989, Thes make and
remake themselves.

The cfforts of community colleges to don the garb of traditional orgam-
zations, especially those entrenched in the histonical and the symbolic, are des-
tined to alter the dress code. Take, for example. shared governance m
Calhfornia community colleges (sce Chapter Three). Reflective of a collegial
and historical environment, shared governance stands on the assumption of a
community of scholars (Goodman, 19625, an idealized image of the academy:
Such an image is uaspoiled by adversarial relations of collective hargaining or
by political conflicts in a pluralistic environment. But the idealized image does
not last long in the community cotlege. Not only 1s the institwion affected by
shared governance, but also the concept of shared governance isell is trans-
formed: shared governance in Cahfornia community colleges looks nothing
ltke a community of scholars; instead, conflict and adversanal relations have
seized the day (see Chapter Three).

N

J




niuAS

ORGANIZATIONAL CHANGE AND THE COMMURITY COLLEGL 3

The community college, both institution and movement, not only alters
tselt to adapt and survive but also adopts what 18 not itsell 1o incorporate the
new, mtegrating other with selfl Shared governance is acquired from lonr-year
colleges and universities, Total Quality Management and corporate mergers are
borrowed from business, and multicultarahsm 1s adopied from national and
internanonal social movements (see Chapters Four and Six). Because of s very
nature, including responsiveness. open access for students, unicameral gover-
nance (one domam of authority), and untraditionality, the community college
is an insttution of choree not only for a farge sector of the college population
hut also as a4 target lor social and economie policy. such as the Clinton admin-
strations welfare-to-work and worldoree policies. The muhtiple functions and
broad misston of the community college have no doubt made the institution
stsceptible to change as well as a receptacle of educanonal trends. lrom learn-
g paradigms 1o assessment moveniends. This predisposition o change also
shows us that broad social movements and nattonal and regronal cultures are
part of the communuy college’s envivonment. The several striking features ol
the communny college. mcluding its characteristic ol interalizing its envi-
ronmment, may mdeed be part of the horderless world of postimodern organi-
zations (see Chapter Nine). This does nor mean, however, that the communmty
college is susceptible o identity loss, but rather that its responsive and adap-
uve qualities, s malleaihty and its prochivity to embrace practice not theory,
action not reflecuon, are defining leatures of ws identity.

\What. then. is not aceeptiable to the commuunty coilege? At what point
wil it refuse to bend, and maintam ifnot its wraditions then its habits and val-
ues? Frst, the community college cannot be ahead of the pack. Although it can
mcorporaie trends, it doces not set them. Perhaps the institution as described
by Pepieello and Hopkins (Chapter Sevend is more a mirror of society than a
lanp that dlummates the way, Aithough the institution possesses democratic
and socialist features—for example. its emphasis on equality of opportunity-—
1t does not adopt a radwal or andeapitalistic posiuon, such as an approach
taken by socialist fentinists to eliminate gender oppression (see Chapter Eight).
This suggests that although change is a defining characteristic of the commu-
mity college, the change is neither revolutionary nor deep enough to challenge
the values of the organizations members or constituents. In this sensce, the
community college acts and changes in accord with its identity, and organiza-
nonal changes are claborattons of that identity This may explain why the Min-
nesota higher education wmerger 1s viewed as a catastrophe by Wallace (Chapter
Two), because such a change is not consistent with either Wallaces or his Min-
nesota colleagues’ understandings of the community college. The same could
be said lor White (Chapter Three) and his denunciation of shared governance
m Califorma.

\\e are not necessartly experiencing a sea change, a radical transformation
of the institwtion. But perhaps we are observing a clear picture of the commu-
mity college: the kind of institution it is, both untraditional and social as well
as cducational, and its foremost characteristics of adaptability and dynamism,
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4 ORGANIZATIONAL CHANGE 1N T COMMUNTIY COLLEGE

As a Iving system, the commuity college acts and changes in order o oxpress
its nature and o swrvive, -
The followimg chapters express thes identity through exploraiion of orga- '
mzatonal change. They look at change through a variety of lenses: through
managenal actions, through state system policy and actions, through institu-
tonal effects on minority students, through the understandings of a large cross
section of institutional members, and through feminist and postmodern frame-
works. We can certainly learn from these explorations that the community col-
lege 1s a complicated institwiion with its behaviors subject to a variety of
interpretattons, and s acuons tied to s multple perposes, reles, and con-
sttuents. i
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A particpant-observer reconstructs and explans the emergence of the
Minnesota State Colleges and Universites svstem prom the merger of
thiee former higher educanion sestems in the state.

In Search of Vision and Values: The
Minnesota Higher Education Merger

Steven Wallace

Atmidnrght on July 1, 1995 the lnghly regarded Minnesota Community Col-
lepe Svstem shpped quictly into history With i Minnesota’s State University
and Technical College systems Lapsed mio the same statutory noneaistencee. In
their place emerged the controversial new “megasystem.” the Minnesota State
Colleges and Universities (MnSCLY.

Judith Eaton, the hest chanceellor of MnSCUL called the new system “the
most important experiment m higher education today ™ 1ts hard not to be
struck by the extremity of the developments in Minnesota, acstate onee recog-
nized as aleader i progressive, high-quality education. While maost businesses
in America are pursiing a conrse of decentrahization and demassilicanon, Min-
nesota chose to ereate one of the largest educational organizations in higher
cducation history. What may make this “experiment” both important and rel-
cvant to community college practivioners across the country 1s its seducuve
potential for repheation m other states Accordinglv, it s important w consider
the implications of the restructuring of higher educaton in Minnesota.

Whether percerved as an episodic tocal anomaly or a trend indicator
with broad implications, the Mmnesota higher education merger provides a
substantive and reveahing case study relative 1o the effect of rachical higher
cducation policy implemented through legislative mandate The conditions
and tenstons that gave rise to this extreme “experiment” are found w pait or
m whaole i many states, 1f not the majority. Indeed. the con bined forces of
tiscal Hmitatons, passion for educanonal reform. and concerns about the ¢ffi-
cieney and cffectiveness ol higher educavon have m several states resulted
i extraordinary legislative responses over whieh higher educators have had
hde mfluence The large number of merger-related myuiries received by
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6O ORGANIZATIONA Cotasat v i CONAYNTY C ol i
Minnesota legisluors rom poheymakers m other states mdicates the poten-
tal for farther such developments.

IUis reasonable to expect that every state »all i some manner veconsider
the organization and eflectiveness ol its higher education system m the near
future. This assessinent led Minaesola to the arguably viahd conclusion that the
structure of the state’s higher education resources was ripe for improvement @
the new global informuation age began o emerge. o may be true that the tradi-
nonally glacial pace of change mn wstitunions of lugher education wouldd have
been unhikely 1o produce satsfactory translormation without some form ol
substantial stimulatton. The guestion i Minnesota, therefore, was not whether
to realign higher educanon with emierging envivonmentat condinons but how
to manage public higher education policy in o manner that would improve
programs lor students constructively and eflectively. One olien-expressed view
was thae although merger nughi represent a viable approach, the form ol
merger implemented was very wrong for Minnesota This chapter will address
the evolution and the most signiheant imphcations of the recent inerger ol
hugher educanon systems in Mmnesota

Historical Background

Rimnesot has aninteresting histony i the development and management ol 1ts
lagher educanon resouwrees, Commuunnty colleges, lor example. have been
“mierged” betore. The Minnesota Connnunity College System was formed in
963 through o Last-miinue amendment o a b that alforded ofeomargarne the
fegal authority 1o be yellow msicad of white: Ongmally developed as the post-
secondary extenstons of local school distriets, the staees tventy-one “junior” col-
leges were created for the primary surpose of providing lower-division education
o university-hounid stadents. Over time, Minnesota commumty colleges broad-
cacd ther missions 1o hecome the more comprehensive institutions charactey-
istic of their counterparts across the country. The existeace ot a significant
techiical Cotlege system limited, however. the full evolunion of the career edu-
CAHIOR Componeit o many campuses Consequeantlys many community colleges
i Mmnesota were not able o achies e the desirable halancee between liberal arts
and technmical education programs. Uliimately, one ol the most significan
processes of the 19995 merger was o addiess tns sitwation in several ways.

Minnesotas original state universitics began as "normal” schools that
evolved from teachers” colleges 1o state colleges to state universites. Tradi-
tionally, the seven mstinutions of the Minnesota State University System were
highly autonomous. Shortly before the merger. the system aunched an effort
to estabhish a comprehensive urban university serving the populous Min-
neapolis=St. Paut arca withowt coordinaton with the other higher education
systems. The autonomy and independent style of the state universities made
them dilticult candidates for merger.

The immediate effect of the higher education merger was the most pro-
[ound, however, on Minnesotas thirty-five technical colteges. Created by school
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districts throughout the state. technical colleges began as vocational schools
and experienced many title changes before being designated by the legislature
as technical “colleges™ in 1990. Operating on a noncredit, clock-hour basis
without (except in a few cases) accreditation as .nstitutions of higher educa-
tion, the new colleges struggled with the myriad of challenges auendant on
changing a vocational school into a more traditional collegiate {orm. Long
sequences of continuous nstruction were broken into discrete courses, credit
cquivalencies were established, and all technical colleges pursued accredita-
tion through the North Ceniral Association. They remained, however, under

- the statwtory and governance authority of their parent school districts until the
effective date of the higher education merger, although many operated joint
carcer programs with neighboring community colleges. '

The Uiniversity of Minnesota, the state’s five-campus land-grant university,
was not included in the merger hecause of its autonomy under the state’s con-
stitution. indeed. the inclusion of the University of Minnesotain the higher
cducation merger was not even given sertous consideration. As a result, the
structure of public higher education in Minnesota changed abruptly from tour
systems of vanous sizes with relatively fecused missions to two very large mul-
tifaceted systems.

The new MnSCU system began on July 1, 1995, with sixay-three colleges
and universities, including a university canipus in Akita, Japan, and a total
cnrollment of 156,000 students. The governor appointed a fifteen-mentber

statewide board 1o operate the new system and formed a new central system
ofice from employees of the ihree former system offices. Because Minnesota’s
colieges and universities “ave never been under the authority of local boards
of trustees and have never received direct rort from local property taxes.
the merger had no ceffect in these areas.

Why Merge?

The most frequently asked and hotly debated question throughout the mtro-
duction and carly implementation of the higher education merger was simply,
“Why?™ Strangely. no clear answer ever emerged. The precipitating cause and
attendant vision for the merger must therefore be inferred from its historical
antecedents. Factors specific to Minnesota came 1o teract in the carly 1990s
with the more universal legislative concerns about higher education’s cost,
accountability, responsiveness, relevance, and other issues of performance.
For many years pric o merger, Minnesota legislators received periodic
complaints from studens and parents regarding the translerability of credit
between higher education systems. Although objective analysis inclicated that
the vast majority of actual transfer problems resulted from unaceredited tech-
nical colleges, legislators, reacting to the surface value of the complaints, con-
chuded that the problems were caused by the structure of higher education
and the unwillingness of the systems to cooperate: Merger, therefore, appeared
to be an attractive sotution to the “transler problem.™ In actuality, transfer
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practces among aceredited colleges and universities were comparatively gond
The mtroduction of the Minnesota Transler Currcudum in 1994, independent
of the merger. made sigmificant further improvements m mtersystem transfer.
Nonetheless, as pereepuon is reahiy, legistators continued o react to the anece-
dotal evidence of a transfer problem Ultimately; the need to improve transfer
became the only substantive cause for merger widely articulated by policy
fcaders. The wdenufication of anster as the precipitating cause of reform ted
many lugher educators to conclude that merger was “a dramane soluton o a
nonextstent problem ™

Another drving foree i the mterest in merger was concern over a fairly
hugh level of itersvsten compenton. The competiiion among ditferent types
of mstiutions was fueled by enrollinent-driven funding m the context of
dimimishing state mvestuient i higher education. As Mimnesota decreased s
proportion of resources invested i fugher education, colleges and universities
competed more openly for students This led some pohey leaders to conclude
that the structure of higher education was causing mappropriate and wasteful
imstitntional behaviors at a tnme when dhe pubhe demanded more collabora-
ton and cost elhciency from the governmental sector.

These and other concerns reached eritical nass m 1991 wath the intro-
duction of the ugher education merger bill i the Mimnesota state senate. The
bill was authored by the powerful senate majonty leader and supported by key
senate leaders. Although controversial. the mierger bill passed in the senate
without signiticant conceptual compromise The state house of vepresentatives,
however jomed the emphatie opposition from higher educators and students
by rejecting the proposed merger. A house/senate conterence committee bat-
ted over the saue unul literally the Tast minutes of the legishaoy e session. Pres-
sured by a constitutional deadlime for adjournment and the senates eredible
threat to withhold approval of the omntbus higher educatnon funding bill for
the next biennium, the house of representatves grudgmgly acceded o the sen-
ate posivon, and the merger of Minnesotas higher cducation systems became
law. Tremendous restdual anger among house members regarding both the
cllects and the process of the merger led 1o at least three major attempis 1o
repeat the Taw over the next four vears. The senate was suceessful m defeating,
cach repeal movement, and the merger became effective v July 11995 with
no subsequent legislauve resistance.

Fhree charactensues of the success of this sweeping relorm utanve are
mteresting The first s the absence ot any clear preapiaung causce: the second.
the lack ol any substantial constiuency other tan a very smadl number of
povwverlul legistuors supportimg the change: and the third, the virtual absence
ol any clear viston of how the new svstem should operate and what outcones
it would be expected to achieve. Combimed with the extreme lack of enthus-
asm among the newly merged colleges and wiversities, these condions pre-
sented the Teadership of the new MnSCU system with extraordmary challenges.

Irottcally, compellmg just:heatons for changes i the structure and oper-
anon of lugher edocaton existed but were not well amiculaed. One such rato-
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nale {or change. for example, lav i the fact that the thiee large systems aper-
aung independently required costly and redundant administrative luncuons
that drew resourees away from services to students. Also, very significant and
counterproducuve fundimg imequities existed as an undesirable resal of long-
atanding politicat compeunion among the systems. I additon, Minnesoas
unspoken public pohcy of disivestment in higher education had rendered
uny but awtonomous imstiutions, some with enrollment as siall as four hun-
dred students cfull-time equivalencyd. fimanaally unsustamable. There was the
broader question of how a state with only 4.5 milhion residents could jusiify
the operaton ol 4 sixv-cight—campus public fagher education svstem. Adde
nonally valid concerns could have been rased about the appropnateness of
the three separate systems pursuing independent priorines and agendas in the
absenice of constructive and concerted ditection. These and o other dilh-
cultissues Ted o leitimate iteiest m structural relonm, although notin the
view of many what actwadhy occurred in Minnesota,

Transition to the Merger

The transition to the merger was an exceedingly traunuase period jor Mim-
nesuta higher educaton Between the passage of the merger ke m 1991 and
the statitory implementation of the merger 1 1995, the new sistem was
expected to lorm m parallel with the continued operations of the three exist-
mg svstems An il board was formed, and two suceessive mterim chan-
cellors were eniployed. Very hule was accomphshed m the fiest three vears ol
this penad. leaving an extraordinarily targe and comiplex body of work o be
done wmsuilicient tme just prior o the merger. The second mienm chan-
cellor, whe served up o the date of the merger. struggled wuh broad vesistance
from colleges and unversities, the lack of clear legislanve witent. and comun-
ucd cllorts 1o repeal the merger. Students were increastngly vocal i express-
ing their concerns abour the purpose. value, and cffects of the merger The new
hoard experienced not only the usual formatve ditheulty bat alse evident div-
stons of allegrance . as half of the members contimued to serve on the boards ol
the three existing systems. Posters and buttons eventually appeared on cam-
puses asseriing, A billion dollars deserves aplan!.in relerence o the states
biennsal subsidy ol a new system tha appeared directionless.

GOVETTLILE Processes 1 the new system during the premerger pernod
were diflicult. The absence of aclear vision and reasonable perlormance expue-
tatons for the new svstem esulted i significant ambiguity ol purpose and
direction. This problem was exacerbated by the nearly universal resistance of
those being merged. Teastons reached the botling pamt as the second nernme
chancellon worked unsuccesslully o wrest control lrons the thiree existing sy
tems and o mmplement substanuve changes poor to the mernger

Une ol the most daunung issues of the metger transttion was the siaiu-
tory process of ansion itsell According o the T, ova single mstant at md-
mght on fuly 11995 the Community College. lechmeal College, and Staie
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Unwersity systems were to cease to exst and all awthority was to be transferred
tor the new system. Thus, during the premerger period the new board and sys-
tem admiimistranion had the enormous responsihility of building a massive new
organizanon without any authority over the existing systems. As this situation
evolved. 1t came o fook more and more like the wransivon of Hong Keng from
Greaw Britain o China. Rising icnsions were exacerbated toward the end of this
period as the interim chancelior demanded the “loan” of increasing numbers
ol admmistrators from the three exasting systems. The resubtant conflicts of
accouniabihity andl lovalty damaged the operattonal and organizanional effec-
tvencss of all three systems 1o an increasing, exient.

These conditions prevaited on July 1. 1995, when all authomy ransferred
10 the new system Onlyv on the arnvai of Judith Eaton, the new systems first
contmuing chancellor, in nud-August of 1995, did a measure of order and
direction begin o emerge. Ulnmateldy, the effectiveness of this ininal leader
would prove to be a needed corrective m o highly chaotic sucaton

Effects of the Merger

Ihe beginning of the new system was marked by sigmficant canlusion, con-
fhet, paralysis, and hnanaal distress. Even the naming of the new svstem was
comphicated by the fact that people were pronouncing the acranvin {or the
Minnesota Stite Colleges and Universities as “NISCUE” vhenee the lowercase
man MoasCUY In private, cvmedl participants suggested that MnSCU actually
staad for “Minwesotans Secking Chaos and Upheaval.” Much of the midal dif-
frieulty resulted from partly implemented imitives from the era ol the second
miterim chaneellor and the abrupt, awkward integranon of board memhbers,
serior adnimnistrators, and central othice staff trom the three lormer systems.
That the new svstem began with three sets of distinet and often incompaiible
policies and operating procedures complicated matters. Even more ditficuh
wis the existence of three separate sets of former svstemwide fundmg pools
subject to dramatically dillerent allocavion processes and substanual dilferences
in the Tevel of Tunding avattable lor simlar programs.

Stgntlicant problems resulted frony the Tact that the ownership of all tech-
nical colleges transferred from the focal school districts to the State of Min-
nesota, and technical colleges became part of a state agencey through ther
inclusion m the new MnsCU svstem. As aresulie ther Tocal labor contracts,
factlities agrecments, and admnustranve service arrangements were either
mvahdated or placed in short-ter mterin staus.

[he biggeat ditheudiy: however, ocewnred becaee the egislaiue refused o
provide ihe fundmg requiced to maplement the mandaie ! the merger. Although
presenied with competime evidence that 4 mmimunm of an additional S60 unl-
hon wees required o ntegrate the thice former svstems without signilcan
acdvorse consequences. the legslature actuably reduced funding lor the new sys-
tem {he isulhaeney of crniocatly needed resources sharply elevaied the levels
ol stress, protectionism, and organzanonal dystunction within the new svstem,
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The politics of the new system became ever more prenounced. Some lead-
ers from ihe three different 1ypes of institutions maneuvered for advaniage as
the adnmnistration and hoard of the new system struggled 10 work through a
seemingly endless atray of diverse and complex issues. Attempts to maintain
the segregation of funding streams and auendant variances in allocation levels
were < nong the most prominent activities. Soon, however, the increasing lack
ol mission differentiation among the three types of institutions became one of
the most substantive challenges 1o the organizational integrity of the new sys-
temt as technical colleges sought the authority to conler the assocate degree
and community colleges pursued an interest in the baccalaureate degree.

The most visible early effect of the merger came in the form of insutu-
nonal consohdations. Many communities in Minnesota had a community col-
lege and a technical college in close proximity 1f not in shared facilities.
Following an initiative of the second intenim chancclior. the MnSCU board
began o consohidate these campuses into single. more comprehensive com-
munity and technical colleges. Because the consolidating insnutions had dra-
nutically diftereni labor contracts, husiness practices, policies. and missions,
these “minmergers” had a staggering elfect on the institutions involved.

implications of the Merger

Although many characteristics of the Minnesota higher education merger are
anoemalous and situation-specific, many wmplications are relevant o commu-
nitv colleges across the country: In the mam, these miplicauons denve from
omnipresent political considerations, either acuve or latent, in most parts of
the country. In Minnesota these consideranons combined 1o reach enucal mass
in the form of a radical experiment. In this process, the following forees hikely
shaped otlcomes.

Passion for Reform. ‘The passion lar relormas often fueted and lepmn-
mized by the corporate view of organizauonal change held by policy leaders.
Intrinsic to this view is the wivalid asstumption that concepts and methods
cffecuve n the restructuning of business entities are equally apphable to insti-
tuttons of higher education. Accordingly, there 1s strong commitment 1o apply-
ing steeessful business modvels in the quest for educaton reform. A kual flaw
n this approach, however, is a destructive fack of appreciation for the umque
qualttics, norms. and protocols of academic organizanons and ther distinctive
culiures. Consequently, the policies ol educational reform are suscepuible tao
the nsapplication of tools that prove to be entirely meffective and disruptive
1 otherwise legtimate cfforts wo advance the gqualiny of academic mstitutions

This phenomenon was strongly evident m the Minnesote ligher educa-
tton merger Fueled by strong crinasm from o few prommem buginess leaders
whe percerved a need for relorm in educanton generally legishators hecame
enamored with merger as 2 vehicle for hugher education relorm. Accordingly:
castly abtamed cost elitciendies and improved executive management were
seen as mneverabie tesults of merger.
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The most serivus consequences of this passion for reform were tenden-
aies to disregard the intense emphasis on human resources and the inherent
labor relations complexity in higher education. Not enly do Minnesota colleges
ard universities spend 75 to 80 percent of their resources on compensation,
but also their labor contracts are negotiated by powerful unions on a stalewide
basis. Resulting from an ultimately preblematic effort to reduce opposition
from organized lahor, the marger law guaranteed the continued membership
and authority of existing barganing units. This shortsighted solution did noy
anticipate the eventual necessity for the structure of bargaining units to evolve
to it the needs of the new merged orgamzanon. The result became an increas-
ingly dysluncoonal labor environment wherein the most expensive resources
of colleges and universities functioned under terms misahigned with important
operating requircments.

Seduction of Merger. The passion for radical reform finds casy expres-
sion i simplisiic solutions such as merger. The decisive and dramatic Nlair of
merger may he seductve w legislators inclined to “drive-by” policymaking.
The equivalent of an erganmizanional development sound bilz, merger atiracts
the support of those more witerested in achieving big change {ast than in deal-
mg with the hundreds of critical issues involved in aetually improving organi-
mational effectiveness in the micrests of studenis

Ambiguity of Vision. Rationality would dictate that a radical organiza-
tonal change that aflects the education of thousands of students and involves
the expenditure of hundreds of millions of dollars per vear would be grounded
i a clear vision of the purposes. advamiages. and expected outcomes. Unfor-
tunatety, this was not nearly the case in Minnesota. The passion for relorm and
the seducnon ol merger as a quick and simple solutnion echpsed essential con-
siderations in the formation of the new system. Poheymakers in other states
may naturally employ a2 more analyucal and vistonary approach w the
improvement of their higher education resources. They may. however, tal sim-
tarly o take the time to become clear on the results they seek and proceed
with policy w1 the absence ol a guiding vision.

Misapplication of Business Modcls. Sumce Mmmesota fegislaors seemed
to be lulled mto false complaceney by the commionplace nature of mergers and
acquusitions n the private sector, The imphen beliel seemed o be, “Mergers
are done all the tme. They are not that big a deal. They seem o work really
well.” That perception 1s contradhcied. however. by the actual experience of
businesses and higher education institutions thar have been part ol complex
mergers. Corporaie merger experts who worked with higher educanon lead-
ers during the mplementation of the Minnesota higher educanon merger -
cated that most carporate mergers are highly traumaue and fail to achieve the
expected outcomes. They pointed out that none of the key elements in suc-
cesslul mergers—such as clear vision, effective planning, strategsc investnen,
mclusive decision makimg~—were applied tn the Minnesota higher education
merget, and they exprested concern abont what they saw developing in Min-
nesoti.
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Significandy, the higher education merger proved 1o be even more dilfi-
cult jo implement successfully than many corporate mergers. This resulted
[rom the absence of a central organizing principle able o serve as a focal noint
for miegration and organizational development. In the carporate warld, the
interest in profit provides such a focal point. The nature of higher education
institwtions. on the contrary. precludes the identification of a central organiz-
ing principle that can he easily defined and measured. Even had student
achievement become the focal pomt of a higher cducaton merger, it would
have been extraordmarily difficult 1o deline and measure student learning
given the enonmous programmatic diversuy: ranging from vecational diploma
programs to the graduate degrees, offered by MnSCU mstitutions. This diver-
sty militates aganst the casy mtegraton of erganmizanonal elements,

Mythical Savings. The commonly held perception that academic orpa-
mzations are op-heavy with an excessive number of lughly pad adwinistra-
tors may lead policymakers to the questionable belief that cost savings are
asarlable through merger. Although eagerly anuaipated, this did not prove to
be the case in the Minnesota higher education mevger. The considerable finan-
cial comatramts over the several years prior to the merger had already reduced
administrative expenditures to nimmuwm levets. Addinonal cost elliciencies
were therelore available only through the abandonment of necessary adminis-
trative functions. This was generally not a realistic option. When the expected
reduction in admoustrative personnel did not occur, policy leaders viewed tlus
result as proof of the alleged sell-protective tendencies of administrators and
evidence of theiv unwillingness 1o reduce administrative costs 1o more rea-
sonable levels

Other forms of anucipated cost savings latled 1o materiahze as well. Few
small programs were closed as a result of the merger, and no campuses were
shut down. In fact. the new system guickly adopted a commutment 1o main-
tiimng all existing campuses (o quell aceeleraung political backlash from con-
cerned rural legislators. The desired economy of scale benelits did not occur
due 1o the geographucal dispersion of stand-alone mstitwtions that continued
i0 oper-ie much as they always had.

Tronically. the merger turned out 1o be a very expensive endeavor. A look
at the cconomic dynamics of corporate mergers would have revealed this
abmast mevitable effect. Very sigmflicant costs were incurred m bringing the
techmical colleges into state government, reorganizing operanions, developmg
new husiness practices, and creating new information systems. The governor
and many legislators refused. however, to accept these costs as necessary and
provided appropriations consistent with the errant preruse that a merged orga-
nizatton requures fewer resources. This unwillingness w strategically invest in
the success ol the merger combimed with the great inefliciencies atendant 1o
the implementaton of the merger senously destabilized the new higher edu-
Calion syslem.

Post-traumatic Shock. Consideration must be given to how the employ -
ces of merged matitutions will react to and feel about signtheant and abrupt
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organizational change. Although the wechmical act of the merger occurred in a
stngle instant, the resulant tranmaue impact was split into two phases arrayed
i sequence much hke Elizabeth Kubler-Rosss stages of death and dyiong. Prior
Lo the merger. anticipatory trauma occurred as reactions such as denial and
hargaining {aled 1o change the course of the staies new higher educauon pol-
1wy The event of the merger was dominated primarnily by leelings and expres-
sions of anger. The most significant phase, however, was the period
mmmediately followmg the effective daie of the merger. In this time, anger
tansformed rather quickly to griel as the three former systems, 1n which peo-
ple were heavily invested. were quickly stripped of their ideniity, traditions,
and long-estabhished practices A wave of great but relatively potatless nostal-
gia swept over higher educators as the comfontable and lamilar gave way to
the chaotic and uncertanin.

One of the first vicums of the merger was collaboration. Collaboration
hetween higher educators and legislators broke down because of anger wnd
trustranon attendant to the cady implementation of the merger. Unexpeciedly,
collaboration among, presidents and thew mstitutions began 1o diminish as col-
legral groups were abandoned and institutional cooperation devolved to com-
petition as the threatening conlusion of the merger began 10 dommate the
etvirenment. A wave of resignations followed as a number ol highly regarded
education leaders lett Minnesota for colleges and universities in other states.

One aof the most unfortunate effects of organizational upheaval is the
extent to which energy s drawn away {rom cssential purposes 1o dealing with
change. Early i the Minnesota higher education merger, this translated io inat-
tention to student necds and mterests. The statewide studem asseciations from
the three former systems had opposed the merger from the beginning and
became ever more enucal as they reccived hde atiention in merger planning,
and implementation. Ironically, studenis—the putative object of the merger—
generally hecame increasigly alienated. This sitdation was not addressed until
halfway through the sccond year ol the merger, when the new chancellor
secured board support for the system’s first strategic plan, which carried the
theme, "Puiting Swadents Firse ™

Cudture Shock. The ahsence of thorough consideration by legslators of
the potenual effects of the merger law was also expressed as an insensitivity to
the signihicam cultural differences of the three former systems. Although it was
never articulated, the simplistic view that “higher education is higher educa-
tion” served to mask the difliculuies to be encountered with Torced integration.
Actually, the three systems could hardly have had more diflerent organizational
cuttures. The techmieal colleges” origin as the pust-secondary vocational exten-
sion ol ligh schoals had kept them separate from the lngher education com-
munity. Consequently, tracivonal collegrate 1ssues such as acereditatton, facudiy
scholarship, cottrse articulauon, and general education were not a ssygntheani
part of thetr culture. At the other end ol the "academic Tood chain,” the state
universtiies had a cultare of great avtonomy and sell-determinanon. Thewr
iteraciions with the other two systems had, lnstorically, been in the form of
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dictaung standards for cotvse nonsler and upper division adimission. As i
most wnversities, lower-division peneral educanion and assoaiate degree pro-
prams were not a predominanng mierest. Squareh in the middle, commumity
colleges were, an the pomnt of the merger. already eimbrotled in a cutiural tans-
formation lrom thew origmal jumior college character to becoming more com-
prehensiee mstitutions. The new and unfanuliar cubtural dynamics of the
merged system added stram and destabilizanon o this already diffieult process.
The most extreme cultural colhison, howeser. occurred in the consohidanions
ol techmical and commumiy colleges. which had histoncally been compewtors
that had spent years differentiating their missions and orgamzational culiures,

The culiure shock that resulted {rom forcing these three very different
i pes ofb mstitinons together was prolound. Expressions of buter professional
dissatistaciion were encountered frequently, particularly among Gicudty: Many
ingher cducauon prolessionals deseribed the first vear of the merger as the
warst of their career. even when they had personally experienced ne signifi-
canit loss Thew heghtened feehings of discontent came, vather, from their neg-
Juve experiences with cultural changes. Although 10s impossible 10 measure
the ellect of cubture shack an the academic quabity of colleges, there s hinde
question that the merger adversely aflected wachig, learming, and msttutenal
advancement

Public Confusion. Pubhcinsutunons, mcludimg college and waversny
svalems. have substantial mterest in how thev are pereeved by the public they
serve Dangerously. the consttuency most disassociated from and hewildered
by the Mmnesota tugher education merger was the general public. The merger
compounded exisung confusion regarding the roles and nnssions ol the three
former svstems Priov to the merger. the public struggled 10 understand how
mereasinglv somlar commumy and wechmical colleges were 10 be differenuated
Irom a consumer perspective. The programmatic stnulary i lower-division
general education between community colleges and siute wmiversiies rased
related questions about wlich students should attend the respective types of
institutions Menging these poorly diflerentiated trom the publics perspecuved
systems mito a megasvsteny without a clearly aniculated vision resulted m con-
siderable public conlusion about the states straiegy for higher educaiton. This
confusion was exacerhated as consolidated colleges were given enurely new
names, creaning the impression that well-known public institutions were dis-
appearing and new collepes of some indetenmnate naure were energing cetn-
videntally This contusion eraded public support lor the merger and resulted in
the loss of an opportunity to clevate pubilic enthustasm {or etlorts o mprove
hgher education

Politicization. As all public msitutions are creatures of polities, the
thice former systems had welf-estabbished pohucal alhances and agendas.
Concern was ofteny expressed helore the merger that political compennon
hetween the svatems was adverse to the educational terests of students.
Although the merger itsell was a pohtcal imtave, there was some hope that
the new MnsC U Board wonld be able o aclueve pohincal mdependence and
.
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influence similar to that enjoyed by the University of Minnesoia Board of
Regents.,

Major political issucs in the implementation of the merger involved the
linandial allocation model, the viability of small campuses, and the ahility of
the MnSCU Board 1o [ree itsell {rom the political influences of the former sys-
tems and from the narrow political agendas of powerful policymakers. The pol-
ties of financial atlocation involved the competing mterests ol highly lunded
rural colleges secking o delend their allocation base against the efforts of much
fess well funded and larger Twin Cities institutions hoping to use the merger
as a vehicle for more equitable funding. Allough MnsCU officials inually
decided 1o avad the issue of cauny n funding. the legislattire intervened in
the systems second bignniwm through a mandate thar efiectively froze alloca-
tions at current levels Through this action, the fegislature became far more
invelved in higher education funding policy than was typical hefore the
merger. Simtlarly, great pohueal pressure from rucad legislators protected even
the maost costly small colleges.

The awtonomy of the board became a complicated and controversial wsue
when. early in the merger, the governor appomted his own chief ol stalf to the
MnSCU Board A supporter of the merger. the governor had been openly crit-
tal of public higher educanon for many years. The appomtment ol his chiel
ol stall was therefore percetved w be an aggressive aci to secure more political
influence over the policies and operations of the new system. Such concerns
were signihicantly heighiened a year laer when the first chancellor of the new
system resigned and the hoard appoimted the governors chiet of stall, whoe had
no higher education experience, as internn chancellor lor a period ol at least
two years. Judith Catons departure inless than two years was broadly viewed
as a resudt of excessive pohticization of the newly merged system.

Conclusions

Although there are and will conunue to be many diverse perspectives on the
causes ared outcomes ol the Minnesota higher educaion merger. the prepon-
derance of evidence suggests several compelling conclusions. First, na such
merger should be attempted without a clearly expressed rationale lor dramatic
change and a well-articulated vision of what the new form will be and why u
will be superior ta the old lorm. A legitimate cause and a clear vision are essen-
tial to a successful higher education merger, and the criteria for success and
cxpectations regarding the processes el change should be clearly expressed
from the very heginning of merger discussions. Second, the merger of higher
cducauon systems must be regarded as an extraordinarily complex process
regarcing umque and highly sophisucated organizations that are extremely vul-
nerable to damage from ill-anformed and heavy-handed public policy: Careful
analysis and planning over a sulficient period ol time are necessary to create a
new system wherein the whole is more eliective than its former parts. Higher
cducation professionals must be allowed to play an appropriate and deterni-
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natve role in both merger plannmg and implementanon management. Third.,
higher eduvation mergers must be supported with the investment ol suffivient
fmanaal resources o ensare cffecove implementation and cventual success.
Where the achievement of immediate cost savings 1s a driving monvagion. an
altermative o merger should be pursued Fourth, all parties to the merger
should commit 1o respecung the distinetive nature of sicademic institniions and
agree 1o work collaboratively 1o muimmize poliicat mierference in the neces-
sary decisons and events of merger Finally, and most importantly. the inter-
ests of students and the mprovement of teaching and learmng must be
martuned as the central focus m every phase and in every dectsion in the
process ol mergimg mstiutions of higher educanon

SN Wartach s president of Flonda Communey Coltege at Jacksenville and o
former president of Inver Hills, a Minneseta community college.




The 1988 introduction of shared goverimance into Caltfoima’s
conumunity colleges did not ultomateh: matenialize tto an annapuated
maodel U!.Lt"”l'_l.:ltdlf\'

Shared Governance in California

Kenneth B, White

I 1788, when the Calitorma State legslatare enacted AB 1725, a Wl designed
to madily the contemporary governance stracture among the states 106 com-
munnty cotleges and 71 districts, there was simultaneous rejowcing, and con-
stermation. The vanous constituencies were either convineed that ther world
was suddenly made whole or that the system had been shamelully and
sereparably damaged. 1t was the mtroducuion of the concept of shaved gover-
nance mio the states two-year colleges that was at the core of the celebraton
and the concern iNussbaum, 1993 Trombley. 1997),

As it architects desenibed 11, the amm of shared governance was 1o bring
faculty. many of whom had long felt imstitunonally disenfranclused, mio a
stronger pasition within cach college where they would now share authorny
m specilic areas of college activity. What the legislaton wrought 15 something
lar [rom dtsanntial geal, something that has raised subsiantial coniroversy on
maost college campuses and at te state chaneellors office in Sactamento (Nuss-
hauim, 1993, Trombley. 1997).

As wark on the 1983 legislation evolved. dillerences cmerged over the
specthe nature of governance reforn. State and local board members, in har-
muony with college admimstrators. sought apphication ol a traditional approach
o "eollepratity m higher educanion™ (Nusshaum, 1995, p. 8). Stawe 2cadennie
senate leaders, however, argued for stronger language. The result was a hytnd
with emphasis on a “statutory empowerment model.” which weat consider-
ably beyond the tradiionadd collegal approach 1o governance (Nussbawm.
19935 Trombley. 19970,

Aler nealy a decade, this experniment w legisiative engineering is widely
viewed as m need ol signiheant repair or relorn. Facwlny, the one consinuency
expeeting to gan the most, generally find the new governance model unsatis-
factory and ume consining, 2 mode! that promised much and dehivers bule.
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Students and classified stafl. the other eleiments m the shared governance menage
who represent two msttutional constnuenaes relauvely pew 1o the inincaces of
vovernance and organtzattonal dynamies, are equally frustrated Although they
were mcluded legishiively: therr madel Tor shared governance draws on the col-
tegial and not the ibaeral empowement tacalty model (Nussbaum, 1995)
Thus, bule of a4 tangible nature has come lrany the mvolvement of studems and
sl Foabhy adnumistrators, implicated as creanng the denuand for shared gov-
crnance through what sone have charactenzed as then historwally overbeanng
and autocraie behavior, are equally distraughi over the imposition ol one moie
unmanageable mandate from the state capital. Sactamento (Trombley. 1997

When AB 1723 was under development. those wiio advocated most vig-
vrously lar the bl had e least three goals in view: Shared governanee was 1o
create more callegial governance svstems, merease the power amd mlluence of
foval s ddenue senates.and separte communny cotleges fronn their K=12 roots
by placisg them more clearly 1inachigher educanon maodet.

T accomplish these goals, the legslaoon mandated that colleges and dis-
tricts work aut an agreement to maage acadeniie and professional matters
cachuinsttution Eleven areas were enamerated. and the college admimistrauon
and governmg board working together with cach local academie senate weie
togree regarding wluch of these aveas then respective constiitenivies wonthd
have primany tespensibilivy over and i whicl areas the adommistration would
merely collegadly constth wih the academie senate: Onee this was agreed.
internal mechanismes were te be estabhshed womplement the agreemens o al-
tharnia Communnty Colleges, 19962 Nussbaum, 1895)

I as many communiey college educators beheve, shated governance has
nol proven e he an elleciive governance maodel, st s reasonable to consider
why Are there lactors at the state or focal college level that contnbute 10 the
broad frustration with he maodel? Are there. hkewise, lactors within comima-
mty colleges from a brogder or more systemic perspective that could explan
Caltfornias two-year college gor crnance dilemma? And. fatly, e there ele-
ments embedded mothis saga that go hevond the two-vear college sector and
can be explamed more readily as reflective of orgamzanonal phenomena?

A number of system and instuuuon level lactors may have inhibited sue-
vesstul atamment of ths stae-mandated governance modell including pohicy
implementation or unreahsie assumptions coneermng the ability 1o bring ahout
mstiutional change dough staie-level pohcoy adoption. the hybrid character of
communty college povernance and deason making, and the imhierent dynam-
s of hoth the colleges and the svatem as fundamenialiy poliical argaizations,

Policy Implementation

Policy implamentanon, mn tus example the adopuon and utilization of shared
governance at the local college Tevel, has abveays been an elusive coneept Barly
thearists were comtortable with the notion that state-level poliey adoption led
to divect and tanthial local implementanon. Essennally, this view held that
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adoption was implementation. Tt recent years it has becoime more apparent
that policy onee adepted may well go through significant modificaton hefore
itis lmaily implemented at the imstitwional or agency level, This belicf in adap-
vwve and evolunonary implementaion would suggest, for example. that at the
nstitwional level local college employees. or street-level bureaveras, adapt or
madily pohcy et the local contest. Ina state as diverse and large as Califor-
nia. therelore, the mere adoption ol a shared governance policy ai the awate
level will not necessanly yield the desired legislauve result an the college Tevel
(Bardach, 1977; Berman, 1980; Fullan, J981; Wildavsky and Mayjone, 1978),

[n pracuice, cach msttution has maneuvered and manipulated policy and
adapted 1t 1o local conditions. The results cleardy diler (rom the ongmat pol-
wy mtentions, producig mymad umque examples of state polwy altered 1o I
the history and cudture o each institttion (Nusshaum, 1995)

At Suburban College G pseudonyvm of an actual institation), for example,
the admimstration had for decades been viewed by laculty as autoeratie, with the
president hrmly entrenched at the wp ol the orgamzatton Weith the mandate for
shared governanee, the administration dekwved and profonged discussions o such
an extent that the facuhy Targely despaired al ever obtaining meaningful ivolve-
ment of faculty, stalfl and studets in college povernance, which was the orpnal
mtent of the kegiskion. The result at this msotuwtion 1s not a shared povernance
capenence characienized by a collegium hut one i which admimstrators and fac-
uhy alike tesdy that the Taculty shares and the adnunistration governs (wonver-
satton with the president of the college. August 1996, Nusshaum, 19935,

in the conmtral distnet ollice alliliaced with Central Communnty Collepe
Dasiriet, the experience. although guite different. was equally reflective of mst-
tunonal history and culture. Task lorces were immediately created to imple-
ment the state poliey, resulting in a representative councl a each college and
one central distnet shared povernance entity. I acdistrict with no history o
strong academic senate leadership. the plan moved down a path tha convrary
to the goals ol AB 1725, anticipated union, not senate, parteipation i shared
governance counctls With some arm-twisting. the senate ulimarely gamed
admission, although the son continues 1o have a strong role in the shared
povernance model in this district.

These examples represent but two of the muluple experiences i Califor-
nias 1725 saga. They reflect not only the challenge of local implementanion
but also the imitanons of fegislanng policy in a system charactenzed as a loose
conlederaton of colleges and distnas In Californa, i spite of increased cen-
trahization Jollowimy the passage ol Proposition 131 1978, Tocal colleges retam
remarkable discretion, not the Ieast ol which is the alnhity 1o madily state pol-
1y at the Jocal implemeniation stage.

Governauce

A case study of two Flonda community colleges argues that pevernanee n
neo-year institutions ¢an be deseribed most aceuraiely as @ hybrid of several
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governance models. and not merely representative of any single model. At
times, communuty colleges behave politicaliy: at umes, they behave bureau-
cratically. They can be simultancously anarchic and collegial. Thus. it 1s visvea-
sonably optinustic 1o believe that a single conceptual approach to governance,
in this case the mandate of collegiality, can be grafted successlully onmo 1, 10,
or 106 communiy colleges.

Collegual governance. for many both the goal and the result of AB 17253,
first emerged in the higher educaton Ineratwre of the 19605, prompred by ihe
work of John Millett and john Corson (Corson, 1960: Millett, 1962 and 1978).
However, this collegial model was quickly challenged by the course of events
in the late 1960s and carly 1970s. The political upheavals of that era senously
tested the collegial framework. Under these stresses. the flaws inherent i the
model became mamfest. Collegiality (which looked more and more like a
utopian projection than a reflection ol realiy) was quickly replaced by a polit-
ical madel The moded suggested that colleges were more collecnions of inter-
est groups engaged in coalition building and other forms of pohucal activity
iharea community of scholars engaged i shared decision making. Governance
and decision making in this conceptualization were seen as a reflection ol the
power and influence of varous coalinons and nterest groups within the nsu-
tuton. Conflict was a natural occwrrence, and the community of scholars
engaging m collegial | consensus dedasion making quickly receded into the
backwater of lugher education Titerature (Baldndge, 1971, Baldnidge. Curus,
Eoleer. and Riley, 19770,

Political Organizations

Much ol the difficulty experienced m Calilor. s 1o stem from the pohit-
ical nature of all shared governance participants. Tume and again. the com-
plamnts raiscd by participants at all levels representing all constittiencics
categorize their counterparts as guilty of polineal behavior. Tronically, the very
constituent nature of the process iself is rooted in the pohtical governance
model. As one recently appointed president remarked. shared governance has
hecome constituency -based deaision making for everything from hiriing new
facuhy members 1o reparing broken pipes “You have these “Noah's Ark com-
muttees for everything—twa people from this group, two people from that
group.” The result s “tart battles and gndlock”™ (Trombley, 1997, p. 9). The
diversity of & pluralisiic world requires individuals and organizations o rec-
oncile thew dillerences through an acceprable social process. Politics 1s the
means by which wiy 1s achicved out of the diverse and divergent views ol the
many (Morgan, 1986 p 142

Casc Study

P espeicioes wepresenting tweo distiet comuninity college distnas refleat
the core tssties assoctated wath the shared governance dilemmaoin Calidormnna




SUARED G RN ANCE BN O ALHEORNA

subwrban Communny College Drstrict 15 a single-campus. two-vear college
distret Dhis moderately sized college 1s. Tike so many others of the state’s two-
vear codieges, a product of the explosive growth of communuy colleges i the
FLO0s. It conimues 1o grow as is service area expands m poputaion and busi-
ness development Conversely. Central Commumity College District 1s a
dverse. two-vear. mulucollege distnet waith a long and nch history, Unhke s
subuirban counterpart, Central counts i s ranks one of the oldest colleges in
the state My anahvsis s hased on extensive imterviews conducied at these two
sites The colleges named are pseudonyms for actual msotutons, and organi-
zanonal members e referred o enly by utle.

suburhan Community College entered the shated governance eraas ns
thud president was winding down his tenure as CEO. That tenure had been
narked by the contmuanon ol along-cstabhshed top-down governanee and
decsion-making enentation. Suburban had abwavs been achaerarchweal, prest-
dent-centered mstitton: Past preswdents led autocratically, with teadershnp
stvles Huenuaimg between authonuuuan and henevolent dictatorship. These
CEOs ereated an envirotment that rartaeed confhict under the swelace of col-
legraliny, and A culiwre where people generally knew their place. An outward.
ptblic enyphasis on family masked a dvsluncnonal college communuy (eon-
versatton with a faculty member, August 1996

When the stare created the regulaiions necessary o guude mplementakion

of shaued governance gt the college fevel, each local mstitution was expected
todeselop s own approdch Lo s somew hat elusive coneept. A Suburban,
the president moved 1o detine the wsue and cralt animsututonal response. The
president amd the facthy senate appomied members 1o a collegewade Shared
Governatee Fask Foree, This group was charged with extending s elkorts o
the wider college commumty through several college working groups. Repons
and recommendations were due witdun iwelve 1 eighteen months The Tl
goal was the creatton of tentanve plans for a pohey. as well as alicrnative plans
for how the decison-making, process miglit work, Currentdy. four years later,
the colepe has & new president, board polivies related 1o participanon m
shared povernance by the Acadenuie Senane, the Classthed Senaie, and the
Associated studem Body, but no agreed college-based process for activanny,
-the broad state and Tocal pohaies encouraging shared hehavior.
tmpediments to the reahzanon of shared governance at suburban e del-
mmenal histonwal, and presidental Defimuons of shaved governance abound,
but there 1 o consensus across the college on the meaming arintent of the
concept The goals of shared governanee are unclear Although state gurdelines
attemipt o provide clamy, there s hitde confidence an the college level tha stae
regulations provide the frimework for successhul implementanion I lact, some
behese that the entie concept of shared gorvernance s flawed, acontradicion
N LCTN
Compounding the absence of goal consensus is the mabihty of miernal
canstituenaes to cooperate Notonly s cach constifieny suspicious of the
motnnes of the other groups, but also there s acdack of mternal cohieston wndun
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cach group. The faculny. for example, know that a process is absent, yet they
cannot articulate a plan that would be appropnate or destrable. The apathy of
laculty and stall and their mability te articulate their goals leaves the CEQ 1o
design and delme the process. The current president appears comloriable with
the status quo. which gives hun considerable discreuon. He eagerly fills the
void and cites as one ol lis most important presidennal preropatives the ainl-
ity o set the college agenda. This translates into a veto power whereby he can
choose 1w avowd certaim iems orassues by disconnecting them from the gov-
CITLANCE PrOcess.

Suburban s a prisoner of ks history: The presidents new administrative
eam, dccording 1o a recent study: 1s pereetved to tack respect for the Subui-
ban culture and ns wav of resolving problems and making decisions through
consultation. Yet there 1s broad consensus that the culiare of the mstuwtion as
molded by carlier CEOs valued consultation on an individual basis. Favored
lacuhy had access to the president and often abtamed support or sunction {or
individual concerns ornitlatives The resut of this was an environment
which . according to the carrent president. the prevailing concept was one for
one and all for none. The introduction of shared governance. even a Mawed
process. would seem to threaten this prior consultation culture.

I thas historical contest, conflict at Suburban has generally been low.
Only recently, as a result of an ongomng struggle over stalled contract negotia-
tions. has confhict been high and visible. Histoncally, conflict remained Tow
due to the deal-making nature of the msutution and the reluctance of leader-
ship to openly address major isstes. In an autocratic environment, pubhc dis-
sentis often il advised  Since the opportunity exisied 10 solve problems quictly,
there was linde reason for public displays of hosulity or conflict. Even in the
arena of shared governance, lrustration and concern abound but conllict
remains under the surface.

tssues of respect. distrust, betrayal, and commumication are persistent in
a recent analysis ol suburban. Shared governance s viewed askance by faculy
and stall. T this envivonment, presidential feadership will continue to be chal-
lenged  How the president handles these swirling issues will help define his
presidenual leadership and decision-making abliluy: The concluding comment
of a recent external analysis might best sum up the 1ssues lacing all the play-
ers i this drama: “The faculty and staff and admiistration must assure that
they potallow themselves o became captives of @ nostalgie noton of the way
things werc. and thus resist change made neces<ary by evolving poluical.
socil, and cconomic environments” trom the aceredittion report on the col-
lege, 1995 p. 24

Cemral Commumity Colleyes shared povernance expertence reflects bath
it past and it characteristics as a malucollege mstitution: Sty would per-
haps best describe the catture of the districr Central has had remarkably hde
change i is feadership over the vears At the distnet CEO level, two individ-
uals have domnated the posinon {or over twenty vears: The governing boaird
prides sell oninlrequent turnoser among s members, one of whom dates
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het orginal tenure w the 19605, At the preswdential fevel, with two sigmificamnt
recert excepuions, much the same pattern holds true. The same can be said for
the stafl as a whole. Many faculty members have served for twenty-five vears
or move. and several nud-level managers have been promoted within from fac-
ulty 1o area deans, o vice pressdents, and even o the presidential and distnet
CEO Hevels.

This conhinuity seems 1o have served the distnce well over many vears.
Before passage of AB 1723, faculty and «1afl were content 1o pursue therr mter-
ests througl the collective bargaiming, process and work within a loose. but
hicrarchical. governance structure. As wirh Suburban. access and problem
solving took on a personal rather than a procedural tone.

The emergence of shared governance resulted in dramane change i the
Central Communy College Dristiet office and at cach college Shaed gover-
nanee processes and procedures quickly became a cenral 1ssue and were
orchestrated through the district CEO at the contral office. Task groups were
created. and b model quuckl emerged that created a counal at cach coltege
and at the central office. More contentious than the creation of these hodies
was the relative roles o be plaved i them by the Taculty wion and the college
Lacuhy senates Tradmonally strong ae Central. the Gcwlty union moved yuickly
and assertively 1o nruntain s posiion as the preemment body representing
factlty interests o a legistanve enviconment where senate power was ta
hecome ascendant. the local college senates fonnd themselves strugghng o
carve ot a role m this new world of shared governance. Alter considerable
wranglmg. the senates and the umon agreed to coexist e both the local ¢ol-
lepe and the distrnet council level

The expertences m Centeal Community Colicge District have been mul-
uple and vared  Fach college has negounated its wav through the process, and
the process has adapted o the college culture Alter an mital period ol
asseitiveness on the part ol faculty and stall. there has been a peneral dechine
m coneern over and commiment to shared governance. institunional hfe seems
to have returned to us pre-AB 1725 cquilibrium, as many participants m the
process have grown weary and others watching from the sidelnes have
retvrned thew full attenuiion o teachimg and related stall work

Among all groups, the greatest complami s the ume-consaming nature
of this new shared governance arena and s seemung imahility to make deai-
stons, at least tmely decisions In Central Communny Caollege Districet there is
coneertt ever provess at ail levels Although dehiberation and discussion have
always heen a part of the educattonal arena. there 1s now a strong sense ol dnlt.,
Shared governance 1s seeit as coninbuwimg to an inabiliy or ar least a reluctance
e make decistons, Faculiy increasingly suggest that shared governanee 1s sum-
plv not worth the eltort “Geting anvthing, done.” noted one faculty member,
“amytlung, any focus on an ssue s extreniely difficadt © Aot of people sim-
ph desparr and gquat doing 1™ weonversanon with a faculty member, May 19971,
According to the formen Lculty senae president. “[I0is] veny burdensome, very
cumbersome lor us. Some welcomed it some ignored 1. some people pot
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burned out carly A mayjority of faculiv arent happy with shared governance as
s, Asked for a reacuon to the possilnlity that shared governance nught nevey
have exasted, alongume faculty leader responded. “1 think a whole lot of peo-
ple would be @ lot happier. Some wish 1 had never happened™ (conversaiions
with laculty members. Septentber 19961

Even at the adnimistravive level, there are serious reservations regarding
shared govermanee, Cynictstn at the nud-management and upper management
levels abounds. Au the taghest levels, there 1s considerable doubt as 1o any
zains denved from he state governance mandate. From this insttunonal van-
tage point, the concern hecomes external as well as internal. A campus CEO
noted. "What would the public say if they knew how much it was costing?
Would we lose the public twst of they knew?™ dnterview with CEQL May
o

such concerns are herghtened  admumstiaonve mteraction with cons-
munity business leaders Anxious 1w lorge stronger iies with business and
mdustne communiiy coliege admmestrators are anxious to portray themsehves
A no-nonsense leaders of very pragmane institutions, Shared governance does
not (11 mta thas sell-pereeption. “Hdort know o it {shared governance} s delen-
sthle, vou know. because all w does 15 sav we've ot thae much i touch with
the real world and | don't think we want them to know that™ anterview with
adnuntsirator, May 1997 At least one CEOY likens shared governancee 1o the
crazy aunt the famdy locks mothe dosen, fearful that the netghbots might hnd
out and thmk less of them for her atthcuon

This dislfustonment s reflected n vartous changes, most notably meet-
mg Irequency At the carly siages of shared governance implementauion, ence
councils were established., there was anintense wterest in frequent meetings.
Fhere seemed 1o be asense that Falure to meet &t Teast twice monthly could
lead o mereased admimstrative preroganve. Quate simphot faculty and stafl
were nol m almost constant contact with the shared governance mechamsm.
admuistrators. sensing a vacuwnt, would move ahead mdependently: lilling
the percerved void withowt faculty and staff sancnion. Presentdy. councils meet
Jess frequenthy, onee a month at bestoand these partapanng are less com-
mnited

Conclusion

For many college-leved particpanis. shaced governance was o be an opportu-
iy for dialogue. discusston, and mutual decsion making within a collegium
Here professionals, operamg with a sense of mutwad yespect and ashared
vision of the imsston and goals ol the msttation, would deade the short-and
long-range divectron of these mstatutions AWhat they found matead was a
model al shared governanee that was simulianeoush bilateral lewislanve and
colegial. A aresult of thas comples and contradiciory model many local par-
nopdints have watked away m confusions and rastraen, anbikely o retuen
unless and unod anew, more sansfactors, model s concenved
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Yet, even had the state adopted a singular and more traduional model,
there 1s little reason to believe that the results would have been significantly
different. Here the reason 1s organizational rather than structural. Colleges
operale through a negotiated order. an imphicit agreement that allows mulu-
ple interests and agendas (o coexist withm the erganization. These groups agree
neither on a common mission nor on the distribution of the benefits of insti-
tutional membership. Faculiy and stafl disagree on issues as fundamental as
workload, mutual respect, and compensation Staff and students have difler-
cni agendas reflecting therr umque vantage points within and owside the insu-
tutton. Certaunly, admumistrators and stall have vastly divergent concerns
regarding the day-to-day management of these mstitutions as well as pomnts of
cmphasis in setting direction for these colleyes

Here. ultimately: 1s the rub. These colleges are political. or more specili-
cally plurahistic. Yer not all constituents adopt a plurahstic approach wo opera-
tons. Consider the expetiences of Suburban and Central. Each instituoon
ulnmatehy adhered 1o the stare mandate tor shared governance. Each created
task groups charged with outhing internal processes for successtul imple-
mentaton of the state pohiey. At Suburban. the process was sullhorn. Facuhy
and stafl expectanons for a pluralistic environment were stymicd by the uni-
tary realty ol its autacrane admmmistrative culture. Suburban continues to he
without a meamnglul process that includes cach of the insutution’s constituent
croups

At Central. the process differed but the results appear to be the same. The
chstrict used a scemingly open and melusive system to arrive at muluple mech-
amsms for shared governance, creanng a model thai included senates. utions.
and students. After less than a decade. the participants are weary and disillu-
stoned  The process, heralded across the state by district leaders ondy a fen
years ago, seems ready to fall o disuse.

Shared governance at these institutions is i hollow version of what many
anticipated in 1988 when the legislawure enacted AB 1725 The adoption of a
complex state model and the farfure 1o address the complexines of organiza-
vonal iife in local mstunons presaged this unhappy and unlortunate cutcome.
Any remedy lies o the abiluy ol < ate and local leaders v recognize and
address these structwial and organmzational vartables

Recommendations

romcalhy: this shared governance dhlemma is not the sole provinee of the tao-
vear scetor Four-year institutions are also bemoaning the dechne of the fun-
damental principles of shared povernance. Qg everythmg from facalty
apathy 1o the muruson ol corporate culture. these msttwions are concerned
that shared governance 1s lollowing the dinosaurs inte eventuat extinction
What each sector has in common s the fundamental need o addiess this
problem at the local fevel Fach instition exists moats own unigue pohitieal
cnviionment and contams its own sel ol histore and cultural vanables. o
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lorge a successlul shared governance relationship. mstitutions must aceept
hoth their past and their present.

Each imstitation must be willing 1o consider unique options that address
the substance ol their experience. lustory. and culiure Al partcipants must
endeavor to suspend their inherent view of the situation and he open to new.
untesicel. and potentially dangerous options This will requive creauve think-
ing on the part of all partics. It may. in lact, require that admmistrators vield
some of thew control and tha faculty aceepr a greater share of the responsi-
bilitv even the legal responsibihty: for deaisions made in a jomt enterprise.

Finally. as local callege nersonnel review their unique circumstances and
devise mdividualized solunens. they would do well to consider the role of siu-
dents and staff inthe shared povernance process. To this pomit w has heen folly
to assume that faculiv staff, students, and admimistrators participate equally
and simultancoushy m the shared governance environment. Students in a com-
munny coliege are overwhelnungly part-time. The vast majonmy have neither
the ume nor the incdhination to parucipate i the decision making of shared
governance o pretend that they ae partdipants only adds to the fuiliy and
the absurduy of the current governance svstem. Stalf also have not been equat
partaipants, The stall at many wwo-vear colleges have istoncally been ueated
as second-class ditizens In a system donunated by admnustrators and faculuy.
it s almost cruel to maply tha stall will share in the process when neither of
the other two stdes anucipates Tull and equal parucipanon e nugh be beter
o feav e them out of the equation than to conuinue to act owt a farce.

[t has been a decade since the passage of AB 1725, and the debate and
discussion over shared governanee have not ahated  This vears annual senae
retreat . Contral Communiny Coliege Disinet focused on shared governanee
Beth 19983 CEO retreats in the state have the issue high on then respecuve
agendas, and the chancetlors oflice mamtuns 1t as an exceedmgly gh pnor-
v U shared governanee 1= to moeve ot of the netherserld of mythology and
mto reabins. o will require percepuve and locd ellors by facuhy and adimis-
trators alike.
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The Puente Projectas offered as an exemplar of ecademic and culieral
approaches thar welcome and sociulize Latine students to college while
increasing their self-esteem, persisience, acadenie success, and
(rdnsfer radies

An Organizational Response to
Welcoming Students of Color

Berta Vigil Laden

More than any other sututions of ngher education. community colleges play a
preatal role in educaung students from diverse 1acial and ethnic backgrounds. As
the largest single sector. consisting of more than one-third of all tngher education
mstitutions, community colleges educate over five million students annually (Pin-
cus and DeCamp. 19893 and nearly half of all students of color (Carter and \Wal-
son, 1996). Moreover. community colleges continue to attract students of color
at a lgher raie than four-year mstituions, For example. from 1988 1o 1992, a
35.3 pereent enrallment merease oceurred i two-vear colleges. compared to 2
28.7 percent inerease n {four-year calleges «Carter and Wilson, 1994 With the
trend of pubhe calleges and umiversities to eliminate race and ethnieity as factors
m their selective adnussions process. the number of students of color sclecting
communty colleges 1s expected to contmue to nse (Carter and Wilson, 19960

As Rendon and Garza (1993 renund us, Latinos and Native Amenicans.
and 1o a large extent Afncan Americans., tend 1o chouose the path of the com-
muunty colleges out of necessuy i they want any college educanion ac all. As
welll these students often use communuty colleges as the higher educational
entry paint to transler to senior institutions it they want o pursue a baccalau-
reate or higher degree (laden, 19941

Several organizational questions anse as & result of the increasing number
of students of color wha contmue to choose the communnty colleges as a pawnt
of entry. How have commumty colleges responded 1o students ol color o Tos-
ter higher retention rates and academie suceess lor theny® What secizhzauon
practices are enacted by the organizaton to promote the development and
rehnement of antitudes and abibites that members of color. particubarly Latine
students, brmg to the commumiy collegye?
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It this chapter, Tuse the example of the Pucnte Project, a Califonua com-
munity colleges and University of California paninership for Latino transfer
students. to iltustrate a posiive erganizational response to one group of stu-
dents underrepresented i the aggregate in higher education. The data collec-
tion methads used inctude semuistructured interviews with admnmstrators,
faculty. and Puente Project stafl at two commumty colleges. telephone inter-
vicws with Puente Project stafl an the suate fevel, and a review of the rescarch
erature, reports. newsletters, newspapers. and aiher archival data peraining
1o the Puente Project and the Latino undergraduate expenences.

Organizational Responses to Students of Color

Issues of cultural diversuy have had an eltect on community colleges since the
[96vs. swhen students of color began 1o enroll i record numbers i what were
eterred to then as open-door colleges (Clark, 19607 or demiocracys colleges
(Brint and Karabel. 1989, For over thirty yeaus organizational responses have
varied from systemic to individual mstnutional approaches in managing the
welcamting and incorporanng of students ol color mto the acadermie and social
processes ol the instution. Depending on the geographical locations of com-
munny colleges. the demographics of students ol color have vaned and thus
miluenced the tpes and vanety of programmaue offcrmgs Some of these
ollenngs are offset by federal and state cateporical funds. For exaample. among
the federal and state programs. TRIO, EOPS, and Title 11 programs assist fow-
meome and ethmcally diverse conmunity college students who are the hirst i
therr fmilies to attend college.

Organizational chages have occurred u other ways. as well Bepining,
i the mud 1980s. state reform movements o increase buth assoatate degree
completion raes and transler raes 1o four-vear colleges and universitics, espe-
cially for low-income and winderrepresented mimonty students, al v led to a
number of chuanges. such as the developiment of transler centers i the com-
munmity colleges. The creation of transler centers also led o an mercased ow-
teach role by four-year mstitutions o community colleges and an
mmprovenent of course and program articulation agreements between these
INstUONS to rase transfer rates A number of new programs dedicated 1o
assist studenis of color o persist and o complete ther academic goals of trans-
ferrimg or graduating alse Hourished. Among the most successful have been
programs that take into account the students” socioeconomic and culiural
backgrounds (Laden, 19943,

Accurding o some researchers (Laden ! 998; Rhoads and Valadez, 1996;
herney, 1997 Van Maanen. 1989, Launos and studens of colar in general
hbring erttical cubtaral knowledge and values with them o the communuy col-
lepe that educators can use to mfluence these students” motivation and acade-
e achievement by acknowledgimg and luwiher enhancing the cultaral
contests that lorm part of thewr wdentities. Maove spealically, students can learn
the new orgamzational culture they now inhabne while college admupnsirators
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and faculty can simultaneously facibitate and support students’ eniry through
celebratory activinies. These activities welcome and consider students” diverse
cxperiences and multiple ways of gaining knowledge and understanding,

The Role of Culture and Organizational Socialization

Central to examimng an organizauen and s efforts o address the needs of ns
members. be they newcemers or long-tume mentbers, are the culture and the
sociahzation practices preseni. Every orgamization has an embedded culiure,
and newcomers are sockhzed o the norms, values, and behaviors of that orga-
mzabion, whether harshlv and imiensively or bengnly and supportively (\an
Maanen. 1984 Tierney (1997 advocates considenng the nature ol the arga-
nizatonal cubture i which newcomers are socialized by examining the
orgaonzational process idividuals use 1o gam new knowledge. skills, and
dispositions expected 1o make them elfective members of sociery:

Certanly, organicanional soctalization of newcomers oceurs in every
argamzation and social setting, but how is 1t defimed? Accordimg 1o Van Maa-
nen. otganizational soctabizauon is defined as a “theory about how new skalls.
beliel systems, patterns of action and. occastonally, personal ideantites are
acquired tor not acguired) by people as they move into new sccial settimgs”
V1984 p 211 Moreover, Van Maanen notes two contrasting forms of orga-
mizational saciabization that newconiers o an organization may undergo. The
mote tradittonal organmizanional form expects newcomers o enter the partic-
ular social setting with the mtent 1o conform therr conduct to an image of
what is desirable and proper orgamzatonally, thus leading o a process thai
svstematically reduces whaiever diversity exists amoeng the newcomers a
cnury: Tierney views this form from a modermist pesspective in which the
soctalization 1s 2 "process wheie people “acquire” knowledge. [throughi a one-
way process i which the mitate learns how the organization works, and the
socializanon s a hude more than a series of planned learning activites”
997 p 3 I other words. new comers are socialized to fitinto a specilic
homegencous culture where imdividuals are expected to sublimate or shed
thewr own culiural atntades and hehaviors and fearn to act in certain already
estabhished cultural ways congruent wuh other members” atinibutes and
hehaviors in the orgamization.

On the other hand, the less tradittonal form of erganizational socializa-
tion Lakes advantage of whatever atitudes and skills newcomers already pos-
sess, while members of the organizaton do what 1s possible 10 encourage the
newcomers to exhibit and further rehne such aurbutes. Van Maanen refers o
this form ol sociahzaton as a “celebratory soctalization™ because it offers wel-
coming and conhirmmg ceremonies that case the transition of newcomers 1o
the vew settng wd builds on preserving ther heterogeneiiy. From the post-
madernist perspective, Tierney staes that culiure 1s not “wiuting “out there’ to
he discovered and “acquured” by new members L [butrather] the organiza-
non's culture denves from the partial and mutuaily dependent knowledge of
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cach person caught 1 the process and develops out of the work they do
together™ (1997, p. 63, Thus, Tierney relers o this type of socialization as a
give-and-take process that allows newcomers 1o make sense of the organiza-
tion by using thewr own unique cultural backgrounds and contexts. Individu-
als are expected not 1o put aside their own atnbutes and behaviors but rather
o blend ther own with those of the current organizational culture o create
an ever more distnctive culture that welcomes and celebraies the contribu-
nons ol all participants.

In examining the Puente Project. 1 apply the concept of celebratory social-
ization w ghhght how the cultural background of the students is embraced
as the keystone of varous higher educaton orgamzational components of the
Pucnie Project Moreover, T hold with the cancept advocated by others (Rhoads
and Valadez, 19960 Tierney and Rhoads, 1991 that the celebratory and
dynamic process is a biducctional socializanen that occurs in the orgamza-
vonal culture and wansforms both the newcamers and the long-term members
of the orgamzation through contact with cach other. That is, as newcomers
citer e orgamzation, ther dynamic mteractions with other members lead to
changes not enly in the newconers themselves but also i other members ol
the argamzation, thies transforming the organization nself by their presence.

How newceomers are welecomed and socialized inte an organization is par-
ticularly umportant for students ol color, It is nat uncommon for students of
color to puggle two cultuges in college—therr own distineuve calture and that
ol the college. with the student’s own culiure mare typically subordinated o
the dommant culture of the orgamzation. Student involvement and persistence
1o graduation becotie problemaite lor those whe feel particularly unwelcomed
in the new covironment. In fact. lor most stadents of color their most serious
concern is not caltege admission but deahing with the problemis they confrom
otice they are matnculated. These problems span arange. They include the
anxiety of breaking close fanuly ues. loneliness and tensions imherent in find-
mg therr way wound an alien culiare, and coping with courses they are not
necessartly well prepared Tor, given that many students of colar come {from
pooter, less academicatly stringent high schools. Also, a less visible but con-
siderable problem s the one of dealing with the subtle and not-so-suhtle dis-
crinunation buiit around the concept al being a minority student who 15
pereeived e have receved special treatment in college adnussions while other
more quabhied (that s, white) students were kept out (biske, 1988: Zwerling
and London, 19923 All of these factors olten fead to a severe case of culiure
shock Tor many of these students, who are thrown on their own into a new
organization with no one to ofler a chstinenive cultural welcoming mito the
wiknown but seemingly homogenous world of the dommant group.

tn this fight, the concept of celebratory socialization (Ticrney, 1997 Van
Maanen. 1984) nghlights a process that attempis to break down the conlu-
ston and alleviate culture shack by welconung students and instilling a sense
of belongig o the organizavon Irom the very beginning. Inherent in this
provess is the valuing of the students” cultures and recognizing thew disune-
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tveness while building on their sociahization expericnces and knowledyge
acquistion through culturally appropriate academic and student support pro-
grams. Rhoads and \aladez expand the concept of celebratory socialization 1o
support the multiple forms of knowledge and ways of understanding that
diverse members bring with them to college. They urther assert that celebra-
tory sociahzation processes support a multiculiural mission by embracing bor-
cder knowledge, “knowledge that resides outside the canon, ouiside ol the
cultural mamstream” (1996, p. 7). such as that border knowledge that students
ol color and their cultural contexts bring o the college serting and that ofien
remains unacknowledged or invahdated

A Model Organizational Response to Specilic
Students of Color

Of pardcular coneern for Cabiforma poliey makers and educators are the low
transler rates and enrollment of Latmes in the Califorma public lour-year col-
leges and wniversities. To address these imbalances, a number of organiza-
ttonal, programmang efforts 1o avercome barriers and build bridges between
the two-and four-year systems leading to greater acadenic success raies for
Latinos have been undertaken. Among those of highly notable success is the
Puente Project, targeung Lanno students i their fivst year ol community col-
lege. Operating out of the University of California Office of the President, the
Puente Project works with thiny-eight institunons. shginly more than one-
third of the 106 community culleges i the staie.

Ihe Puente Project was initially concetved i 1981 as an internal organi-
zational vespons o addiess the pereeved needs of Latina community college
students at Chanot College, located wn the San Franaisca bay arca (MeGrath
and Galaviz, 1996a). Concerned about the high dropout rate for Latinos at
Chabot College, Patricia McGrath, an English faculiy member. and Felix
Galaviz, a counsclar and asststnt dean, undernook a thorough examination ol
over two thousand transenpts of Latino studems. MeGrath and Galaviz dis-
covered that these students were not lollowing a logical sequence ol courses
leading 1o speatic majors. often ignored prevequisites, ook very few general
cducation vourses necessary 1o meel cither associaie degree or transfer require-
ments, and had Intde 10 no contact with academic counselors: Moreover, Latinao
studdents were disproportuonately enrolled in remedial writing courses. There
was also little movement into advanced English classes, which provide oppor-
winnties 10 develop reading and writing skills necessary for transfer. The review
of transenpts also suggested thar inall likelihood most of these studems were
fist-generation college students: thus, they probably had no tanuly members
o provide informal academic guidance or onentation o college.

With these datain vind, MeGrath and Galaviz designed a program of
hnkages 1o help Latinos persist in college and succeed academically, transfer
1o senior mstitutions to carn their bachelors and advanced degrees, and returm
to thew commumues as leaders and mentors MeGrath and Galaviz naimed the
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program the Puente Project, using the Spamsh word prente, meamng bridge,
as 1ts symthohic keystone lor conveying the concept ol building bridges insu-
twtionatly, nter-institutionatly with lour-year celieges. and with the greater
commumt. Of special emphases in the Puenie Project are the threcfold goals
of {1 two semesters of intensive Enghsh mstructnion locusing on wriiing and
reading about the students’ Latuno culiural expeniences and wennty, (23 Latino
counselors who have first-hand knowledge of the challenges thar students face;
and (3 mentors from the Lavno professional and academic communny
OlcGrath and Galaviz, 1996k

Morcaver. frome the very begiming, the role of the Latime community, offer -
wig both external and imternal orgamzanonal underpinmongs, was seen by
MeGrath and Galaviz as crucial. and having the greatest stake m e suceess or
fulure of the cducation of all s Launo vouths, MoGrath and Galave: (190600
weasoned tat greater mvolvement by all sepitents of the Launo community
leads to greater mstitvtonal accountabiliy and resparsiieness, and ultimaely
to 4 maere cliccuve educanonal environment With these various goals in mund.
they launched the Puente Project as a pracucal, cost-cliecuve model for aine
students that would address ther unique needs thiough seonsiovity o and aflie-
maton of then ethive idenny by bulding on ther cuhuaral strengths (vcGrath
andd Galaviz, tageh much along the lies of the celebratory seaabizanon advo-
wated by some rescardhiers daden, 1998 Rhoads and Vadadez, 1990; Lerney;
F997 Van Maanen, 1988 In elfect, the stadents” border know ledge was vali-
dated and mcorporaced mito the currcadum rather than gnored or disnissed

Puentisias Connect an Academic Program with a
Cultural Context

The term Pueatistes quickly emerged mthe lexicon ol the Puente Project pas -
ticpants. The Spamish word puennista can b broadly interpicied 1o mean a per-
sortwho s crossing o bridge or g persan who builds bridges. Centead 1o the
coneep of the Puente Project s the connecion between the cudiural contest
el the students and the acadenie envitonnent of the Puenie program and the
Luver onganizanon as a whoele Cansequenthy, at least one of the twe Puome
faculiy: parncipants miest be s Latna Moreover. the Lwadiy begm .o own
bridae crossimg by parucipanmg m an intensive sumier raming v ¢ held
A U0 Berkeley cach summer o new Puenie Lacudie Among the actities, the
Lty dothe same carncular eacrases the student Prente ts widl do dunng,
the acadenne vear

spedtheatly, the Puenie Projeat caliwal model ofiers i -bridge approach

ihat leads to stccesstul acadenic outcomes, incredscd sell-esteem. and greater
~elf-conhdence tor Lamo students The fundamental bridges that welcome Puen-
{istas 1to the program and help them move oward academie suceess i college
are the three bridgiag components ol writing, counsehng, and menterng,

Lhe wrtimg compoenent of the project is hased ona two-course sequenee
ol accelerated wnnng mstrucoon A cohiort of tharee fiest-vear students
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cnrolls ma pretransier devclopmental Enghish course in the st erm and i
a transter-level Enghsh composuion class i the second rerm with the same
Pucnte faculty: Puentistas begim by readins Launo hierature andd writing com-
positions hased on thewr culture and conmunity. drawing from thew own lile
expeniences. their famibes zid Iriends, thewr neighborhoaods, and all that s
most mumately familiar to them in the second werm eral and writien exer-
cses iy the classroom are incorporated hased on activities with their men-
tois and guest Laune winters and arusts who emphasize wavs to remam trae
to thar own cultural identities while achieving success i the mainstreaum
saciely

The academite counseling component provides daly contact between the
counselor and the studems. The counselor offers typicat acadenne and carcer
guidance and miormation, such as information abowt degree and transler
requitement . fmandial ad. and the college appheation process, wdong with per-
sonal encouragement. monvation. and psychological support to persist and
stcceed mwhat lor many s sulban alien environment. Other commuments
include outreach ciforts for new students, selecung and tranimg mentors as
well as pairing them wath studens, and working closely with parents to help
them o wnderstand and become invalved with thetr childrens college expen-
cnees

The mentoring component relies on volunteers from the Latine profes-
stonal and academie commumities who recenve tranmg and commnun o spend-
g at least sixteen hours per vear with therr mentees The mentors mnvite
mientees 1o thetr work sttes and prolessional mectings, attend specific class and
off-campus activinies, and mteract wih them personally. thus generally shar-
g therr professional and personal lives with them. Cemrad w0 the mentoning
refationship s the noton that as suceessful Latino prolessionals, the meniors
are able 1o retan their caliural wentity while achieving ther acadenic and
carcer goals (M Grath and Galaviz, 1996h),

The tri-partite approach of the Puente program produced results m the st
vear that far exceeded MeGrath and Galavizs expectanons For example. the
students” overall grade point average rose from [ 64 prior to Puente 1o 2 70 alter
two seresters m the program, even though these students were enrolied in
three umes as many academic courses as they had been helore thcir enuy into
the Puente Project. Morcover. a FOO percent persistence rate was achieved, winh
the veturn of all the students the lollowing academic year (vcGrath and Galaviz,
1996h) Additienally, of the plot Puentista cohort, 33 pereent transferted to @
sehtor institution, compared to the lewer than 3 percent of all Laitne commu-
nity college students translerrng at that ime (UC Olfice ol the President, 19921,

In 1985 the suceess of the Puente Projedt led toa partnership between
the Caltforig community colleges and the Gniversite of Calilornmia The T
Othee of the President provides admmmstrative and Discal oversight and olhice
space lor the Puente Project stafl while the Cahlormia community colleyes
chanceliors oflice coordinates ellors among, the communny colleges that par-
tctpate i the parinership dCmversity of Cablorma, 1993 MeGrath and
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Galawviz continue therr affthavien swiih the Puente Project by serving as s codi-
rectors. As a partner. the Uiversaty ol Californta provides summer and
mudyear traming for faculty, hosts speaal Puente transter conferences each Lall
aned spring at various UG campises, and [unds ather relaed progrannimance and
outreach activities,

The empiical datcontimue to reveal positive resudts of the Puente Pro-
et stecordimg to the VO Oflice of the President. Whale each of the thury -eight
communuy colleges mvolved enrolls approximately thiny Puente students a
vear. thus serving approxmately 1.200 new students annually, another 1,800
continuitig students are served annwally wath an astounding 97 percent reten-
ton rate and 4 93 percent involvement of the Puentista parents in Puente activ-
s as welll At least 48 pereent of alf studens who complete the Puente
program transter 1o a four-year imstitation: OF these, 30 percent enroll in one
ol the mine UC campuses, compared o 22 pereent ol all communny college
wansfer sudents o UC Anathier 56 percent of Puente transfer students enroll
m ane of the twenty-two Calilfornia state wiversities (Stough, 19960 Although
cipineal dace contimue to be gathered and angbyzed, prelumimary evidence
stiggests e an mereastng nwmber of Puentistas are enrolling m graduate
school alter recerving thew bachelors degrees (Roulean, 1997

Biscussion

the Puente Trojedt provides amaodel lor how an educational orgamziaion <an
meorporde and share the cultuzal mosaie o TS0 socety in news mierestiing,
and suceesslul ways By aviing Laino students into the communny college,
the Puente Project provides aweb of contiections and carig, communities das
suggested by Gilhigan (19820 and Mutelster (1990 that noet anly imcorporate
but celebate the cultaral shentimes of s diverse populanons The organiza-
tenal stiacture ol the Puente Projeat has enabled partnerships to develop
among communiy collepes, unversiies and the business and professional
secturs i Clifornzie Lhe mtent of the progect s o weleome Latno students
through ti-partne celebratory, soaahizing, processes thit ofler pedagogical and
transformative expenences that reach beyond the students themselves Resudis
mdicate that the Puente Project helps sidenis raise ther edacanonal and
career asprrations, achicve ther academic goals, and marease both thew scli-
esteen and then sel-conbidence These e accomphished by students with a
sense of persondl and culiural pride in remamimg inge 1o who they are while
explonng and developing in new directions i the world of lgher educanon.

I he organizations ivolved also have changed m thewr policies and prae-
tiees asLoesult of mteraciions with mdwduals who are part ol the Puente Pro-
et For example:

o Facubty participants i the Puente Poject take theu new expertise into ther
other classes, non-Puente Laculty have the opportimty to see the positive
outcomes ol the progrumn on Latino studerts
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o Administrators are more supportive, given the encouraging results olncouraging results of
program.

+ Inclusion of peaple from the greater Launo community as mentors, parcunity as mentors, pare
and guest speakers supports the cultural, celebraory underpinmings of oy underpinnings of o
nizational sociahzation

+ The extended role of the University of Califorma signifies a large comi signifies a large comi
ment of resources to community colleges and Latimo studems in particuno students in partics

* Institutional linkages are created among communtty colleges. the univenty colleges, the unive
oy stemn, and the business communty,

The Puente Project template for increasing the retention and acadee retention and acade
achievemient of Launo students at educatonal mstinutions can be emulatewtions can be emulate
assist underrepresented and low-sociocconomic-level student groups, or any student groups, or any 1
majonty students who may feel mangnahzed  Some questions anse about the wstions anse abowt the
vrint, nonetheless. How can the Puente Project be modihied to broaderr maodihied 1o broadien
concept of celehratory socrahzauon to more students? How does a pragram ¢ How does a program »
as this, serving a speaific ethme populaton, address afimave action concafirmative action conee

Several aspects of the model have already been maodificd by some en moddied by some ¢
munnty colleges. One maodification is the inclusion of more courses in addsl more courses in add:
o Enghsh. A community coltege m nerthern Califormia offers a program iwma offers a program n
cled on the Puente Project that incorporates mathematics courses along -matics courses along
Enghsh. A college m southern Cabfornia includes arange of ten general a range of 1en general «
cation courses and a summer brndge prograum with basic veading, writing basic reading,. writing,
matliematics review courses to help the students abtam achead start m colian i head start ny col
A wader array of course offerings has the added advantage ol mvolving reantage of mvolvimg
college personnel in the reaprocal process of orgamzational socialization, izatonal socializaton,
moving the oigamzation as a whole toward greater understandimg of the understanding ol the
vidual members within it

Other chang