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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).
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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
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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?

ECLER N SR UL A coeoeem I sunger 14 Toaaes Buse Publidons
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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 changes include the provision of greaier aceess by openmg up aceess by opening yj
program 1o more students cach semester rather that having them wan an having them wan
the fatl of cach acadenmie vear 1o join a new cohort. In additon. the Puenten additon. the Puente
[evt 1s currently offered only to day students; hence the opportunity exie the apportuanity exis
ofler the progrum to evening students, who often antend i greater nunatiend i greater nun
than day students i many community colleges thaden, 1994 Greater awden, 199-0) Greater iu
disoincludes mviting other underrepresented student groups who are went groups who are w
enrolled in college. The hean of the Puente Project—the tri-partite compui-the tri-partite compaot
that welcome and help students to beeome members of the collegiate orrrs of the collegnte or
zanonal setting—can meorporate all students who currently do not it w currently do not fit a
mainstream organizational model ol soctalization

Although participauon in the Puente Project is now open 1o all inters now open 1o all inters
students (Roulean, 19971, the program primanly attracts Latinos in g attracts Latinos in g
coures designed spealically for them Potennially, alirmative acuon conallirmauye action cons
may surlace 1 that matnculated non-Latino students whe ave not lumiliares who are not lamiliar
spatish can challenge the use of carncular content oliered m Spamsh. ey oliered 1 Spamsh. oy
translations o bilingual verstons ate avatlable
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Implications

[he Pacnte Projecs Hflers poliey makers and praditioners a moded that lends
sell o madiheation lor other student groups. The ability to mvolve the greatet
community. namely the parents and Fatino prolessiomals, is one ol the bene-
fit< ol this program that should be attractive to educational decision makers as
well Furthermore, rather than ireating programs such as the Puente Project as
dhiscicte ennnies within one istiugton or one systent, these prograans olier the
opporttiy o create and mantan an extended, megrated  educanonal
prpelme among state and local communny colteges, lugh schools, and Tour-
vear colleges and universines to Lacilitaie the retenton and acadenie success
of Latmos and students of other racial or ethime groups who are underrepre-
sented m higher educason., Mready the concept s undergoing prlot testing m
i lugh sohools m Calilormas The model has potental 1o he adapted m
undergraduaie and graduwie programs as well

Motcover, the coneept of celebrmory socabzanon ghhighis how educa-
nond institutions and then members can create bredges o reach out w all thew
sttdents, to the Luger community, i to the expanded kmdeigaten-through-
eraduate cducational contiuum to reach a greater number of racially and eth-
nically diverse individuals and help them move further dong the educational
pipeline Fhe orgamzatienal pracuces that embrace awd vahidate the culnaal
ditterences of students also have the ellect of shaping the orgamization iscell
and thus reshapmg orgamizattonad cultire The Puente Projedt provides a
madel that can be emulaed throughow cducanon, from kindergarten to grad-
tate school. and the approach s not estnated o one cultural group o one
populaten. The concept ol cetebrasory sociahzanon can be cmbedded many
arganizaion that s open o new challenges and changes
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Wihereas some orgamizational members descrtbe change as externally
generdled. others ave convineed that change 1s mterally planned. In

thes examination of commntiv cofleges, dctions of orgaizaiions are

concenved of as the mterplay betseen external and mtermal Jorees,

Making Sense of Organizational
Change

John Stewart Levin

At College Tt vou tatk 1o the college prestdent or the distria chaneellor, you
have the sense that ¢ revoluton meducaion s under waye Fhe distnet chan-
cellor gesticulates, pomung the way o the luture and explanmg that the col-
lege 1s addressing the needs of new learners, those no longer mierested
tradinonal content or wadnional pedagogical methods. They wani 1o be able
tecope and suceeed i the global enviconment. The president of the wollege
chisplays the duagram of the new structure of the college. organized not by
depantments or divisions but by communiuies, to maodel the customer and the
customers needs. There 15 no longer a visual image of school or college or aca-
demic departments heres mstead the models one of themaue orgamization,
stich as “Mulucultural Studies.” "Personal Success,"and “Human Needs ™ These
replace the unis formerly called “Ants and Saences.” “Student Services,” and
‘Human Resources.” Both chancellor and prestdent. as well as several senior
managers. stggest that dhese alierations anse from college responsivencess o
external condions and  llege strategy to mamtam a leadership role among
community colleges nationwide But there s a noticeable msuwional dis-
puncture ovey thrs image

Furst, Laculny and other adminstrators portray a diferent image of the
msttuon. This image 1« Layely political m s emphiasis, charactenized by lac-
ulty and admmstration separateness, umon and management conlheis, and
Hiction among groups in the college over the nussion of the msntution

Hiis chapter s based onaescach nnesation Gaded e the socual sconces and Hunan-
wies Research Councl cCanedae
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second. faculty and several admimstrators atribute change not to college
responsiveness o the external environment but o the college leaderships mou-
vatien to mamiaim a speaific image of the msutaton. Bavid, in the Biology
Departiment. sugpests that the college 1s trapped i s own vhetone of an imno-
varnve institunon and thaties buildings, s equipment. and its institugional
sping for nuprovement have detenerated. Ao adminsranve colleapgue of
Bavids says thar the tacubty wall not compromise on quaiiny and that they will
neither change their teaching approaches nor embrace new technologres.
Another adnmstrator harkens back 1o the past of the college. when produce-
vy was high and incerpersonal relattons were foremast Fear has replaced
colleprahiny, tear abowt osing jobs m the Lace of new management pnontes and
pravtices

Unlike the college presadent and distret chancellor, these college mem-
hers have hutle to say about the external envronment they are fully occupied
wath the mnternnal coellege. Change {or thents what has been lostirom the past.
and they are just as fervent abowt then image of the pastand s qualities as the
prestdent and Chaneellor ave about the fatare.

At College 20 the college president reads trom the colleges revised nus-
ston statement to underline the college’™ mtentions to emphasize us local on-
entation to meet the needs of ordinary adult community members lor hasic
cducauon. skill and job traming. and career preparanon He ates evidence ol

dechiing government linancial support. new poputatens in need of gpecial-

1zed tramming. and a more hughly compentine and globat maiketplace as the
forces acting on the college % tong-serving lactlty membet who performs an
admuvsiratine role at the college explnns that the instiation 1< outdated tech-
nolagally and programmacteally and has become an adult trammy mstue-
ton “There 1s no choree here ™ hie camas, “Onr Bculty and our adimiistrators
are I m the nieteenth century, a buneh of Loddites.” A group ol admin-
istrators at the college mdicate that ther time s consumed with mecnings,
targely with other admepustrators, that they have “no ume for their work” and
that they are unsuire ol what or whom they are managing, 1ae disjunctaue here
1~ ahout pereeptions anong argaruzaonal memboers aind abour what grees nise
o msttuional change.

Introduction

Organmzatonat chaege m the communiy college is conveved by storvieThng
through descrpuions and explanattons that ergamzanional members give o
make sense not only cdthen orgamizaton but also of the relatonship between
the organization and s environnrent. This chapier exanunes the deseniptions
and explinations ol arginizanonal members i commumty colleges that por-
tray change o the msttution and wentily sources and preapitators of change

Menibers and external stakeholders ol orgauzatons endeavor 1o make
<eise ol argamizatonal acnons and events they tell stones that either explaim
these phenomea ot b mto an exrsting, tramew otk of understanding (Astley,

voq
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1985 How and why organizations change are conundrums of orgamizational
theory. Foremost among these conundrums s the tension that exists between
external determination and internal direction of change (Pleffer. 1982).

On the one hand. some organtzational stones depict the organization as
acted on by external {orees to the extem that these forees either deierming
organizational actions or are more compaiible with particular organizational
forms and acttons than with others. Other stones describe organizations
through the actions of managers who interpret external environments and
choose actions that will fead to the fulfillment of organizational geals. One
story ine suggests that organizanons are inhereny programmed. destined by
history and by erganizational structare to act. The other suggests that organi-
zapons are tational intentional, and ordered, praducts of mdividual and group
actton (Becher and Kogan. 1992: Benrus, 1989 Crouch. Sinclair, and Hiniz,
1992 Durton and Dukerich, 1991: Hasenleld. 1983). Not surprisingly. entire
theorencal trameworks for the exanunation of organizations are grounded in
the assumpuion of mternal direcnon, and others are grounded in the assump-
uon of external contral tDutton and Dulkerich, 1991 But organizanonal
behaviors and actrans do not converently fit into one category or the other

Broad appeals lor organizanonal change are endemic in organizational lit-
eratare. and this has especially been the case for the past iwo decades Such
appeals are based on assumpuons that are questonable These include the
assumption that powerful leaders can alier exisung patterns of orgamzanonal
hfe and change how organizatons act. They also include the assumpuon that
racdiical or transformanve change 1501 not commenplace, then at least desn-
able. lgnored i such asswmptions are not only the views that reject organiza-
pons as ratlonal and controllable enuties but also the judgment that forees
promaoting change owtweigh those promoung stability and  homeostasis
(Hasenfeld. 1983: Mintzherg. 1999

These assumptions aie central 1o the hiteratare on the commuamty college
over the past iwo decades. Advocates of the community college present the
mstitution as the prenuer educational innovator of the twenueth century: they
reler to the growth of these instiutions and thew ability o adapt through what
is called “mnovation” (Frve. 1994, Those cnucal of the institution character-
1z¢ the commumty collepe as either in need of alieranon to improve its per-
formance or faling 1o hive up 1o its promise because 1 has sirayed from its
tradiional values (Cohen and Brawer. 1996 Dougherty, 19942 Frye, 1994
MeGrath and Spear, 1991 Yet the assumpuon that communiiy colieges are
ratioial orgamzattons that can be guided and directed by managers and design-
e~ in mechamstic fashon (vnizherg, 19940 Morgan, 1986 igneres not only
the human and unpredictable side of organizational hie but also the social and
pohiical side of orgamzavions, where meanmgs are constructed and negotated.
There ts evidence to suggest that community colleges, mere so than elite un-
versitics or four-year colleges, possess charactenstics such as admmistranve
donminance and environmental valnerability (Baldridge. Curnis, Feker. and
Riley. 1978, Birnbaum, 1988y Nonetheless, there s itde empinieal evidence
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to tdicate that commumn colleges ate mote miernally duected than other
W gdﬂl:dllﬂ"s (R} lh." l‘.].llldgt‘['f- Jde Sl I'.IIL‘;ISL\A. -h'“n‘:_" Lo Pﬂ.\lllﬂn lhl.‘l{ sti-
tones Lavorably or adaping them to ther advantage

This exammation s based onanterviews with over two hundred admin-
itraors, aculiy, stall, students, and boatd members at six communiiy collepes
in the Unted States and Canada during 9% and 1997 In analvoimg dhese
mterviews, Tuse a culural framework that explores both the sense makimg ol
organizavoeny' nembers and the meamings suggested by members” arncula-
tons  Lhat i how do orgamzanonal members understand organizanional
change in therr mstiation, and what are the explanauons lor these under-
standmgs?

Ohganzanonal members induded college board menibers, the chiel exec-
utive olhicer of preswdent. semor admmistraos e luding vice presidents and
Jeans. deparomenaal chans, full-ume and part-time facubty from vanous
mstucton and service areas, support skall, and <stadenis mcludieg, full-tume
and part-time studenes and student government oflcals

intervicws covered opwes relared o mstunenal change. with emphass
o Lirge. macro, external lorees such as cconomie, pohical. and sooad lorces
For example. the role of government i miluenang the imstitution was
csploted. as was the role ot tocdl commumines nterviews were analvzed
through whenttbication and explication of tesponses that suggested cither inter-
fdl or external torees of change In parucula. iy analvsas coded inervicw daa

dsed o GG Cog Maides an criman, 19845 1 highlhighted maom
hased an pattein cadimg Qlides and Huberman, 198 shlig

hanges idennticd ar cach insotaoon and connected organizanonal members
eyplandtions to these changes

The Institttions

Allsts msotusions e docated wthe western United States o western ¢ anada
Fhese msntions s 4w hole wetlect avanens of charactenstic—size . location.
progrannung. struciure—tha not only might account for a number ob varabies
ot dhange but also nught permn gencrabizabibny For the purpose of mamian-
e the anonvimity o cach college Thave wiven the mstiations iciious namies

iy Contral Coblege s farge imstunon o the heart of an arban eovs-
toimment Fhe college has & carrenlar eraphasis on vocational naming and
adult Bac edacation i the carly 179905 he college had o thind campus, but
that can pus separated and became anindependent collepe

Fast shorelme College = 4 mud-sized college Tocated hetween two mgjor
pepulanon centers The coltere has one magor campus and several regienal
compuses I the Line 1980 the college s curncula shihed trom o batanced
cphasts ameng aadenne vocaonal, and adult baste education o a dom-
tant emphasis on acadenne educaon Inthe TR0 ihe college developed
several hacaalaurcate degree programs

Ciy Seadth Commummne Coleee ssarehanvels stuall e college, past ol a
Liee wban distiet communiny college system The collese s one campus,
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with an emphasis on vacational trnmng, adult basic education. and English as
a second language. with aspirations 1o increase 15 academie programming,

Pacific Suburban Community College 15 a smyle-campus college. part ol
a kurger state universuy and commumity college svstem 101s a mud-sized col-
lege specialimng in academme programs and several lngh-profile two-year career
programs. The college emphasizes its Pacific Rim onemation as well as it
interdisaiplimary programs

Rural Valley College 1s a multicampus college. with two major campuses,
asmaller third center located with a secondary school and a community facil-
iy, and an even smabler founth cenier v a rented facihty weacsmall wwn. inthe
t990s. the college began o develop baccalaureate degree programs, but con-
inued 1o give considerable attention o adult baste education and other aceess-
artented programs, such as Eoglish as a second language.

Subuwrban Valley Communiy College. with one campus, s part ol 2 1wo-
collepe distnct locaied 1 Larly alfluent commumues adjacent 1o large urban
ceniers The vollege has along-standing nantonal reputation as an mnovative
mstution, with emphasis on academe programs, although recently there has
heen growth i the program areas of aduli basic educanon and Frnghsh as a
>econd [anguage. Nonetheless. callege yerources suppon advanced 1echnol-
opv-ortented prograns.

The Theme of External Determinism

A substantial portion of the desctipuions and explanatwons of college members
about organizational change favor the sole of the external environment. Av City
Cenral College. government imerventien. government lunding hehaviars, gov-
ernment policies, particularly social pohicy. and other government and ageney
actions are viewed as precipitators of orgamzanonal change The governiment
s accused of Tnicromanaging” the nstiuiton. of “bultermyg”™ the nstiution
from the nuuketplace. and of atfecting the instuution with s praciices ol socil
cquality Accordmg o one adult basic educanon admimstirater, “Changes ong-
mate hom L poverament fundg patterns [and irom] other government pro-
prams—that is, demsntatonalizing mental health chens and moving them
mnte the community, integraung disabled students mto prinarny and secondary
cducation classes and then the expectanon is that they will move mto post-
secondary stututons ”

East Shoreline College organzanional members deeny goverament fund-
mg policys which does not support the kind of growth that the collepe 15 expe-
riencing  Thus, the college has become increasimgly market-oriented. puismng
resources through wiernational contracts and through prolitmaking twition
charges 1o foraign students. At Ciy South Community College organizational
members wWentify the disima dnet executive ofhieer. the system chancellor, as
oie of the primary sources of orgamzational change, o restructurimg of the
mshitauon o micromanaging, s operanions, Faculiy and admimistraions a
Pacihic suburban Communny College freguently refer to the actions of the
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communuy vollege system chancellor and the wnversity system president as
affectng college hehaviors (thoth community college and university are part of
one hgher education systemd For example, their decision to move hasic or
remedial education programming lrom credit 1o noncredn allected the college
tm several ways, not feast among them being higher tuition for studets and a
changed professional status arid salary lor faculty mvolved i the program.
Bath facuity and admmstiators at Suburban Valley Community College
desertbe the district chaneellor and the vice chanectlors as poweiful forces
auempting to formthe Tuture path of the college. 1n all cases of external mnflu-
encers who are district administrators ar gevernmeni olfictals, college mem-
bers see these influencers as malevolent {orces. acting on therr istitunon u a
NCRAlVe way
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Less personal attnbuaons are also noted as mbuences of the external cni-
rormment. Organtzatonal members s Paalic Subuwban Community Callege
tocus on the states ceonony. drven by tounsm, as the criveal tactor of orga-
mzatonal action and change: a recent downturn in the tourist industry is
dhrecthy connected not anly to constraints on budgers but also 10 loss ol siall
positions and movement of programs trom eredit-based 1o non-credit-based
so that they can become sell-lunded. Rural Valley College Faculty and adinun-
strators oie the provineeal facelty union and government refavions and sub-
sequent achions as key determiners of the destiny of the college; v particular,
the two parttes forged a provincewide collective bavgaining agreement that
places considerable stress on the collepes budget. Faculty, adomunistrators, and
the chair ol the board of governors at Suburban Valley Communuy College
rerteraie that the mge of the college as an outstandig, instnution and nanon-
Ay acclarmed community coliege has diven the college 1o emphasize agh
technolegy, constraun growth i the academie and basic education areas, and
devote major resources to factliies and eqiupment that support an inovative,
high-technology inge.

College officials—admunistraors, {aculty, and support stali—speak with
certainty about thewr changing student populasons. Nesv invnmgrants and
relugees, secondary school “dropouts,” wellare participants. returning work-
ers and Lad off workers. as well as an employed worklorce requiring, upgtad-
iy skills, compose the community colteges, seenngly as the new majory
s poputanon is viewed as sumudating major changes m the oiganization. At
Lity south Communnty College, tor example, the entire stident services area
al the college was reorgamzed, relocated, and refurbished to provide “ene stop
services ” The population s also charactertzed as highly diverse. Growth
I nghsh as asecond language programs and adult basic cducation are atterb-
wied 1o new immigrant populations located m proxmuy o the colleges.

Elecironte wechnole gy s wentified by college personnel as tansformng,.
“The world will never ke the same, connections are caster, cheaper, {aster”
anformation technology admmistratery Faculty are viewed as divided into
camps those who embrace new technologies and see opportumities for inno-
vatton, and those who are reluctant o alter what they do for fear of losing

o1
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what they value. Groups of factdiy and admmistrators at colleges connect new
technologies with changing student demographics and student learning dil-
ferences.

These technalogics, such as computers for word procesamg, vowe mail.
electronic mail, and other communications and broadeast technologies, have
not oniy alteved debvery of stiction. maost notably in sell-paced program-
ming and distance education, bhud alsa redelmed worker roles. Adnumstrators
and lacudty work as their own sapport stalll lessening the need lov clencal
asststance, but at the same thine accormmodating a much larger personal work-
load han iy the past. There are alse stortes at cach instituiion abowt actual or
mpending chmination of support stalt positions. In describing a recent
restructuring of Ciy south Community College. administravars, faculty, and
support stallhimdicated thit dozens of stafl posinons were elininated 10 save
money and “streambine operations.” But the net resalt was that administrators
and other suppoert stall ok over the work formerly done by other stalf

The smor reaipients of new technologes are students. Personmnel at every
college clanmed that electionic technologies were applicd o student fearning
and services Distance learming through the Internet and clectrome mal.
through two-vay interacuve videe, and through satellive broadeast television
enabled greater student aceess to programs. Communic atons technoelogices led
o telephone and en-hine registration. 1o on-line mlormation abowt college
provesses, program and course requirements, and curncala Programs i wnit-
ing both at the hasse Tevel and the advanced composiion level were areas most
freauently arted as explorimy elecironic technologrs lor student learning,

Numerous college emplovees 20 all colleges also indicated thar expecta-
nons were considerable fov thewr mstitunons to “keep up.” to wse new weh-
aoiogies. but that nstiuttonal resources and stafl expertise were nat keeping
pace. Faculiy and particularly admindstrators ar Suburban Vailey Communuy
College siressed the point that unless their mstuubon mamtamed s reputa-
non as 4 teader i the use ol cectionie technologies, students would go else-
where And loss of students means loss of governinent revenues.

The Theme of Internal Control

A parallel explunation of erganizaonal change 1= lound in the view ol orgiu-
zattonal members that indviduals and groups within the mstnutien are
responsible for organizational actions  In some cases. mdividuals and groups
are seen as preservers ol tradivens and practices, in other cases, they are
viewed as resisters 1o progress: and. in other cases, they are viewed as agents
ol change. Faculty-dominated badies, such as senates or acidemic counals,
are viewed as preservers of the tradiions and values of the institatiens by both
laculty and administrators Local faculty untons and specific faculty groupings.
by department or by longevity of service. are judged by both faculty and
administrators as reststers w progress. And spectlic admmstrators and Lcolty
are viewed as agents of change.

Tl
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The college pressdent and the dean of mstrucion il Pacibic suburban
Communty College are noted, particularly by facubiy, as agents ol change then
Diases m programiming are evident to both admmistrators and faculty. At Cuy
south Cammumty College. the presidents approach o college deaision mak-
g, which s highly paruaipatory and consultauve. 15 contrasted by all
cmplovee groups to the former president’s approach, which was referred 10 as
autacranie, and 1os chumed to be s magor change i how tw collepe operates,
underhning the mpenance of the formal campus leader o msututional
actiens At Ciy Central College, the goverming board of the college s wdenu-
fred by all eaplovee gronps as a nuger mftuencer. not just m policy matters
but abso in what issues the college addresses and e adoping, a pro-union
stance Facalty, suppert suaft. and admmistiators ar East shorelime College view
the Lacalty-donunated acadenmie council o serae as the principal precipatator
ol fundamental change i how the imsutunon s managed and momsatuional
processes Belore the existence of a senate. the collepe was seei as nunaged
and ted by gronp of semor admumstrators, headed Iy the college president;:
stice the establishimeni of the senate. the entire admmistraove group clud-
Mg the semor excounves take direction trom the senate. and the college 1o
tereasingly viewed as an mstitttion where there s comanagement and shared
Aovertanee A Rurad Vallev College. the semor managemen group imidiates
change. although Lctions mthus group help to shape the nuplementanon of
cullege pohey and operaoonal decisions

College admimstrators see themselves and are seen by other organizanonal
members as strategists and decision makers Both posien e and nwgaanve coar-
aeternzations, such as alinustic and sellish connotanons, ecompany these ai-
bunons. although none are viewed as malevolent. vnbike ~ome of the exteinal
mihieneers

Faculty hodies, partculals the bwahy senate on the Lwuliy-deminated
counal. e viewed by all emplovee grotps as the moral center ol the s
pon. allecimg organizavonal clunge by preserving traditions and values. Onhy
U one college. East shorehne College. where the acadenne counatl woas viewed
by Al roups as 2 dommaung force, did adnamisteaiors guestion and erincize
the ifluence of such o hady

Pocal bculty wimons and Lacalty groups age viewed by all eraplovee groups
e nlueninad, but prmanthy as resisters 1o change imnated or proposed by
adminstrators Local amions endeavor to preserve jobs and mcease <alanes,
to cartal the mfluence of admanstrators as group o as indnaduals. and
SN O AL poser over orgamizatonal actons Faculty groups, patticu-
Ly those who have along career at the college. spanmming twenny 1o than
vears, are viewed by admnstaters as an opposimg foree mient on proteciing,
themelves and onresisting change.

Local umons that are distnict or system anons have Tess imtluence over
tanagetment at the msatuuon than autonomous unions Thas i< the e lor
Paciiie subtirban Conunumty College and Cny South Commumity Callege.
where tocal Liculty wmon offtcials have aligned thenselves with the caollege
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admmstranon w dealing vath enher asystem o adistoas imfluenice: A sub-
wiban Valley Commumiv Coliege. whete uwnron metmbers e pait of adistin
anton. and distniet umion eadership s housed onthe suburban Vadley came
pus. ne speaibic aimniesty s expressed hetween umon leadesslip and college
admimisiravon The anen doces not ahign itsell with the college i reaction o
e dhstrect ba has feweer words of disdanm for collepe admuosieaams thay Lo
diarict ol ers

Explanations of Descriptions of Inlluence and Control

several observations and hypotheses ard m explaning how orpamzationad
members desonbe influence and contrel mthe colleges.

Munagers are hnuted mthe objectne mampudaton of the emvponmeni. instead
they functon svmbotr ath. mamprdanng and monaerng isituoonal o pretsions
of cvents and meanigs of enganzaneitdd actions Far example. e the budgeong
Process, ovel S0 percent of college budges awe abready comnuneed, Largels fos
ciplovee salanes Toe Hesibibny and mibaence ol nanagers over expendinn es
s s hnntesd te-mall dedrens A collepe st a 530 nillion budget has olien
Jess than <3 ethon and more olten between twoand three hundied thousand
doifars o discretonany lunds Wulv mulople denands on the funds and
numcrous ndidual plavers and several merest groups mvolved, there wie
b vactual dollars rebanve 1o the total budget thar mmght contnbue o change
Fhs, managers e reguied to choose areas that are ssmbolie o support with
lnted fundsad they are 1o exerose mitluence and be seen o contral organtza
tenad actions A Paabic subtibae Communuy College, the college prosident
cideaars o comimt descretionany funds to Lcthiores maiprovemon beaase the
caniputs s tegatded by ihe local commuomy aswell as by organizational mem
hers s heauttlud canpus. and tes heaun s one 1 s owstandimg chaackes -
istics A suhuthan Vadley Communny ¢ ailege, the college adnimstiators
debate over the use of discienionary funds to provide stall suppart o elec-
trortie tedhinology hecaunse there s stue-of-the-ant equupment bu e exper-
tsc 1o supportaid scrvi e the equpnient e college e 1o nuantam s miage
as o leadmg mentution inoamnes aion, 1cannat fall behind mas ase of vlec-
note technologs

Fhe commuamity callege is a parnt of dosvstem of commomty colleges, other post
seconduary anstriutions, other sovsal and seny e argamezations, and government deen-
cres, and this comteni-—ais panticidan seem edentds s omam mfleence over s
actions The Teoser the systeme=—- that s the more loe Ay coupled the ssstem—
the greater the miemal cotitrol over orgaizattonal acions Gredier systems
cotitrols, whether throueh asiocs central offices ar thiougly government agen
s sugeest the stronger mbhence of the esternal convromment onthe s
tatte Fhis s the case wath Facihie salarban ¢ ompnomty College, paant ol A
stie oty callege and anversiy sosteme where decesions from the <tne
venetnmient and lone the sv-tem contal ofhee iame and direcr college acnons
Phe deatest esample of this s the deosion o change adule basie educaiion

ot
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progiams from credit o noncredit. a decision not made at the college level,
and apparently not illuenced by internal constituents.

The mene the college personnel assunie that there is o svstem and system con-
troh, the less thev will percene their insttution as having control over its own gctions
o the abilinn o commit the institution to specific actions. The importance of per-
cepuon and the defininon of institwional identity follows from the view of sys-
temia influenee desceribed above. This is dearly the case with Ciy Central
College. where organizational members see an oppiessive svstem in the form
of an ntrusive government, and where there are few arcas of chowe for the col-
fege  communng itsell to acuons. [ has naiiowed its nuission not enly 1o
serve 1s local population but alse w ensure that v has the ability to conuol this
mission and its attendant goals.

Favenmental changes cither snmulute colleges o respond on are ignored by
colivges threugh rationalizations Colleges that respond choose siraegies that
fit ther idenuty framework—how they are peicenved and perecive them-
sches as mstitutions: These strategies thus serve to reinloree that identiy of
they are perecived as suceessful and contradict and cven change thatden-
vty b they are percewved as unsuccesshul, College decision makers ignore
environmental changes when they da not perceive themselves as capable of
responding or hecause they see these changes as meonsistent with their pre-
sent adennty or the dentity they may acquire by responding. Although
admmsirators ag suburban Valley Community College sense that thew stu-
dent populanion s altering and that there s growimg demand for acadenug
programs and English as a second language programs, thev try to ignore or
dimimish the stemficance of these environmental altetatons, instead, the col-
fege admmistrators attend to the image of the college as an mmovanve, high-
technology institunon and work at boosting college enrollments 1n
wehnotogy-related fields.

Internal mflucnces over o1 gaimzational ange are contaaned 1 exising s -
tures that combine these mflueaces with mstitutional history, edte, and sembals
ds well as the organizations staye of development: This mifluence 1s not a con-
sctous. ranonal chowee of mdividual actors, bue it may play out as an intenal
respantse 1o external worces that generate mternal change. Constrained gov-
crnment funding and increasing demand for servtees fead Rurat Valley Col-
leges admuustrators not 1o cut services but o mcrcase them by locatng
Aiernapve sources of revenues Rural Valley has 2 tradimon of positive
ciployec rclations, lew timan grievances. and almost no Lualfs. o cut ser-
vices to match government revenues would mean reduetion ol the worklonee,
an action counter to the college’s patiern ot behavior Thus, the college man-
agers Hter college operanonal phitosaphy e amore enterprisimg approach so
dra Rural Vadley can muauntam its mission of serving students. The college
mandaget~ ata facubty puisue mternaetomal studemts o gam a profr, and col-
feee actovity oxpands m the contract senvices aea o garuer additional rey -
Clies
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Conclusions

[From these stories and explanations, ws clear that both the external and muer-
nal environments have roles in organizanonad change. Organizations are net-
ther solely mfluenced and altered by external forces nor direcied and
controtled by internal managers o other inteinal mdividuals or groups The
actions of organizatons are newher totally determuned by external forces nor
fully imfluenced by internat forces. These stories and explanations as a whole
sigpest that argamzanional change 1 the sterpliay between external and inier-
nal forces. between the pereeptions of internal members of orgamzauonal iden-
tte and the external environment and hetween the orgamzational it with the
cxternal environment and organizational svmbols that mawch environmenial
necds Communiny colleges are not statie orgamzanions: they alier, change thew
approaches. thew programis, and therr relatonship with th environment. But
they are not transformed mstitutions, they have not beeo e another msu-
ton they e neither wmversites nor secondan schools. taey are neither ot
purattoins nor small busiesses They possess the aitrthutes of many other
orgamzations, they do so becaase on the one hand their external emy nonment
prshies them i that direction. and on the other hand because w order o sar-
Vive yet mantam theit parposes, community cotleges themselves change
course ard adopt new approaches, new echnologies, and new employees,

Ihe descnpuons and explanations of arpamzattonal members ahout therr
wsutution reflect the subjecine and olien shared meanings ol orgamzational
members that enable them o understand daly events and assist them with
action (Norgan, 1986 These descriptions and esplanations are hke stones
tald alter the cvent or expetience moan aitempt W fie i i abramework of
understanding that gives seise 1o action Fxplanations of orgamzanenal change
in the communaty college. then, are sense-makge devices tor members w
shape the wdenuty of therr m-titauons-
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Critres of gher cdwcanion such s Michael Dolence and Donald
Narrm (1995 v wge educatons fo ransfornt their instituttons so as (o
ehen them with the needs of the oveney-furst-centioy learner: Howeve,
colleves destrang to siovnve and thrve i raprdhy changng exviernal
civronnent often diseover they must fost find ¢ way (o make
unchamenital diangcs oz thefr mstretonal celiere

Managing Change: A Case Study in
Evolving Strategic Management

Linda Thor, Carol Scardfiouti, Lawra Helminshki

Organizatienal cudrure has been delmed by Schem an Berggquisi, 19923 as
“pattern of basie assampuons that a gven group has imsented, discovered o
developed w learning o cope with s problems of external adaptation and
micrnal micgravon, and that has worked well enough 1o be considered vahid.,
and theretore. o be tanght to new members as the correct way to percene,
tnk. and leel morelanon 1o those problems” (po 20 Another defimuon char-
actenzes cudture in higher cducaton as Ccolicetive. mutually shaping paterns
of norms vadues. practees, bebiels and assumptions that guide the behavior of
mdiduals and growps and provide & trame ol relevence witlin which o mier -
pret the meaning of events and actions enand ol campus” (Kub. schuh, and
Wi, 1991 p. 19% A common thread. then, s that an oreanizatons culture
includes unigue attitndes. values, and practices fearned by s members The
authors of this chapter assert that orgamzanons destring o foster caltures tha
ate both current and aligned with the requireruents ol a rapidhy changing
world should adopt an evolving and strategre management model,

fo ilfustrate the concept of evolving sivategic muanagenent. s hapter
preseits & case study It examines how and why e salado Collepe (Riotan
lempe. Anzona. radically changed s coliure and s fotmas i adopred the
Total Quahity Management ¢ FOAD phidosoplinsand how and why ot laer mod-
thed s TN management madel 1o estabhich istead an evolving stiacegie
matage et approach based on senges TR fearmng organizatton Fagualk
mportant. this chapter abse esplams e miphoations of makmy dunges an
m-tiution’s cultte. processesand forme dlustanng iow adhange i one e

prevepitated othes chanees
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Rios firs. <perence. a formal, planned  collegewidc movement to imple-
ment TQM. ulumately resulied in major changes in the college’s cultwe. prac-
tices, mission, and vision. 1ts subsequent experience, a continuous movement
o hecome a learming orgamzation, nvolved a subider, more informal manage-
neni approach designed o imculcate evolition i the thinking and interac-
tions of all emplovees rather than to change the colleges mission or form The
o experiences legether have enabled the college 1o survive grave internat and
external threats. and o ind a stance by which 1t can respond successfully 1o a
fuiire tha s arnving at breakneck speed. Although Rio can he classified as a
“distinctne college”™ (Townsend and others, 1992, po 1 because of its wngue
pature. s expertences can provide helptul insights to other colicges contems-
platmg how to deal with a rapidly changing enviromment

The Original Organization

Rio salade College was estabhshed in 1978 as a wgue communiy college. It
wis destgned speatbicaliy 1o serve Marcopa Coumes underserved geograplu-
cal arcas and populations through nontradiional means Inother words, ns
mandate was to mcet community needs wnmet by the then s communiey col-
feges composing the county s communny college distriet Rio wountkd not have
Laampus but instead would lease lacthines i strategie areas of the county Also,
Rio would employ maly admimstrators and adjunc faoudy

From s meeption, the college was designed 1o be an agest of change, an
imnovates m the use of mstrucnonal technology. and a producer of low -cost
citallments Rellecung s decenirahized structure—ueight reglonal ofhiees cre-
ated 1o provide instrucuonal and support seivices 1o taget geosraplucal
areas—rihe college adopied a decentrahzed, memally compennve. suategie
mamagement approdch designed w encourage and rew ard ndependent action.
The approach worked well {or twelve vears. Each regional ofhee was percenved
hy s chiel administrators and sl as an awtonomous mymcampus, Each
sought to provide comprehensn e services and programs to s Girget popula-
ton Lach thinved as an independent entreprencural unit whose bottom-hne
goal was o incrcase enrollment. and growth was renarded by budget
TP Ases

Throughout these carly vears, Rio emplovees demonstrated a pronecnng
spinitas well as amnternally compentne dove, both of which spawned mne-
vatton and grontd For example. the coliepe broke awav irom the naditional
sinteen-week semester Instead. the indnadual regronal ofhices olfered courses
and programs on schedules that were conventent for the commuanities they
~erved Regronad ollices also developed avaneny o fast track, aecelerated pro-
erims custonnzed for special populations such s residenis of the nearby 1S
Air Porce hase Marcover, the collese was the lirst Maropa County commu-
iy college 1o olter regisiranon by telephone: The Distanee Leaning program.
Saited i 1978 also taok hold No deabt as acresule o these mnovatons, the
colleges entollment grew
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As the college matured, however, its decentralized Torm and iniernally
compeunve culture became mcreasingly less ellective and more prablemauc.
First, although the college had espoused an official mission. the nussions of
the eight aanomaus regional offices soon superseded it in practice. in other
words. operattonally the college lacked a common. or shared, mission and
viston. Second. students were confused by eight autonomous schedules for
what was supposedly one college. Third, as state funding for community col-
leges dwindled. the cost/benefit ratio resulting from decentralization and
autonomy hecame increasingly less talerable It was difficult 1o unilize ccon-
oy of scale in purchasing because there were few collegewide work processes
and procedures. tn addiion, there were no collegewide traming programs (o
develop collegewide emplovee capacity: instead. there were eight local pro-
arams. Fourth, madvertently. Rio had perpetuated the percepuion of itself as a
callege of second choee. With its decentrahizanion. it could not attact enough
students to warrant olfering comprehensive educaton programs: therefore. it
locused on providing courses rather than programs. Students attracted to Rio
were drawn mamly because they needed a single course m a conveient loci-
Laon.

In addiiien 1o problems created by the wnternally competinve management
made!., two magor changes i the external environment threatened the colleges
survivdl \Wathin twelve seans. the number of Mancopa County communuy col-
feges had increased from six to ten. cach providing services to geographical
areas served by Rio. Thus. Rie. the community collepe that had once thived
by mecting the needs of underserved geographucal areas, now saw 11s markes
shrink signiicantdy Tn addinon, over the years. 0% competior community
colleges had begun 1o adopt many ol the imtovations that onee had been
umgue to Rios As aresult, Rio faced fierce compettion hoth externally and
inicrnally. Rio Salado College admunstrators and faculty soon reabized that lor
the college to survive over the long term, e had to matke some changes

The Adoption of Total Quality Management

In 1990, the newly appomted pre adent of Rie Salado College. Linda thor,
encouraged the college leadership to explore the potential of TQAM as a velu-
cle 1o drive needed wuernal reform She believed that much as it had helped
corpotate mstitutions, 4 FOM cudture could help cducanonal mstiutions sur-
vive 1 the coming new century

Although TQM dates from ats use m the 1950s 1 japan. this phulosophy
took hold relatively recently mthe United States. in the 1980s and 1690s,
when corporations struggled Tor new sways o survive m acharshly competinve
sociely composed ol demanding consumers Boefly, the TQM philosophy and
prnaples locus all the orgamziiens behaviors and resouees on the goal of
mecting and eaceeding the custoriers expectations. Along with s strong cus-
tamer ortentation. sevetal other characteristies lughhght TOM reduding van-
atot and error i processes. viewng cach employee as an internal customer,
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empowerng emplovees and teams. emphasizing conunuous. meremental
miprovement. encouraging prevention rather ihan inspection. and using tools
and data lor problem solving and decision making (Deming. 1982).

The wdea of TOM as a strategie management maodel was lor the most pat
well received at R Inearly 1991 the president hired an outside consuliant
to provide extensive TQM tranung te an wutial leadership group comprismg
selected admmistracers. faculy, and stall. and 10 help the college desiga an
implementation strategy: Critical to the suceesstul implementation of TQM was
the commuument and nvolvement throughoud the adoption phase by execu-
uve management. facultv. and stall feaders As Merron (1994 notes. the op
level ol an argamizaton must lead m the commitment and alignment o TQAM
i order 1o achieve opumal performance. Middle managers had the greatest
misgivings ahout FQM. In the ald compennve structure they held the power
m therr small decentrabized heldoms. and they competed against each other
for growth and resource allocation. Inessence. they heheved than they had the
most to s by change in culiure and structure, However, although the TQM
philosaphy was amnthetical o therr caliure of rvabne niddle managers also
realized that the college needed to nuke some changes Thus they supported
the miplementanion of TQM.

Implementanon alse mcluded adopting a collegewide TOQM strategie man-
ageiment model consisting of several formal parts Overseeing the institution
was 1 FOQAL Stratege Planning and Steering Team established to ensure that
the anuiapated internal changes would further the colleges vision and mission.
Neat, otfival Continuous Improvement Teams (ClTsY were created under the
auspices of the TQM Steermg Team. These mvolved emplovees from through-
oul the orgamzation who were tramed to serve as members of ams and who
came tagether w work on pracess improvement. Watun cach CIT. members
were assiened speailic roles such as “coach™ and “process owner.” and cach CIT
followeed a prescribed miprovement cvdde. Finallys a Qualinty Covrdmator served
A hason between the TQM steering Team and the ClTs.

Lagually maportant to successiud TQM implementavon was @ major, for-
mal. collegewide traimimg component. At an carly stage. the college decided
that it weuld he necessary 1o move as quickly as possible from external tran-
o<, of the consultants who were hired in 199110 mternal rrners. Internal
tramets ieduced costss but more tiiportandy they hietped to miluse the new
phitosophy mto the mstrunonal culivee For that reason. these traming teams,
cach with five 1o seven individuals. were drawn from the ranks of working
admmistatons, facudty, and statt, not from an exasting tratmieg, department.
Thet johs essentialhy wasctoadapt the corporate TOM philosophy and prine -
ples o meet the acadenivs needs

sigmbhcantly. when the leaderdup ol Reo Ssalade College adopied the TQAM
plitesoph they aleoreahized that o make the TON approac work 1o s Trdlest
capacity, the colleges operating stiuciure woukd have to change: They <aw thay
the old, micrnally compenuve. decentralized stricture could net be a sound
loundavion for a management plilosophy based on - coperaton among mier-
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mal customets eanwork. and acshared vision he old erganzation was fag-
mented to the extent that it was difficult even o identify major cross-organiza-
tional entical processes. let alone collaborate o achieve common goals.

i elfect. thenmplementing TQM actually fed to a2 magor recrgamzation
Members of the TQM Steening Team transfermed the college to coordinate its
philosophy and s practiee. The old. independent regronal oltices headed by
micldle managers were replaced by units that provided major collegewide pro-
grams, funciiens. and serviees, all of which were interdependent. The new
structure promoted internal cooperation and discouraged internal competi-
ton. The focus of the mstituton began to saft to mecting the needs of cus-
temers aned staving ahead of external competuors,

As mete emplovees were schooled i TQM, a new culture began 1o
emerge. with work cthics and pracuces tha would evenaally enable Rio Sal-
ado not ondy o survive but also o thre: This culiure had several magor dhwr-
acterstics The first was a new emphasts on work weams. Previously, cach
depariment or area constdered wselt a nearly awtonomous s orking bhody: rarely
did members of one department mteract with members of another. However,
the TQAM plitosophy encouraged the lommanon of cress-tuncuonal . verueally
mecgrated teams 1o improve progesses and to solve problems. The cross-lune-
tonal e concept had a protound etieet on Rios coliare and continues 1o be
the preferred method for working on collegewide challenges.

A second characterizne of the new celture was a change i college values
As daresult of TOM the college camie 1o place o stiong emphasis on service.
ety and contimuons improvement rather than on merely mcreasing student
enrollment nvolved m discassions that ranged bevond accomphshmg their
speciie work tasks, emplovees now began 1o focus o conunually smproving,
the quahity of thew work s new ortentation fundamentally changed how
work was perceved inorder o accomphsh the colleges vision and mssion
Fhe consequenee was that peeple were enithusiasiic iy therr elorts to imypmove
and no longer foctused on onby the botom hoe. Morcover, discusstons abowt
salues continued across deparimental and area hines.

Lhe thurd sgnsheant charactensie of the new culiwe was a <hared wirder-
sanding ol the meamng of customer seivice: Most emplosees came o under-
stard the mportance of thutkmg first ol the customers needs and expecianions,
not ahout how much work was or was not geting done Emplovees came e
place tugh value on serving the customer well, and ther new atitude olten
served asccataly st lor making procedual changes As caplovees began o see
Audents as external customers and cach ather as inteenal custonters, they came
to be walling to examme the necds ot hath groups and o change cutmeoded o
dvstuncuonal processes Examples ol successful emplovee-developed improsve

ments mctuded streaminung the colleee and distoct podhuasng process, mak-

g the catalovue common pages more user nendh, and deagnimg and
tev sing a4 collegewide rew ds and tecovnimon process

A hnal cnncal step m the colleyes stactal ianslormation was the evr-
stott of s mission Previoush, the job ol diafiing . nusston stateimnent was
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assumed 1o be the responsibuliny of the top leadership. Now 1t was seen as a
task that allowed abl employees 1o contnbute to drating the colleges mission
The new nusston statement focuses on Rios umque and custonuzed programs,
accelerated pregramis, and courses and programs for delivery by distance wech-
nologies.

It ook lour vears far the TOM ph}‘n:‘.r_\ph'\; principles, and tools o
become part of the colieaes culture. In that pertod. TQM was embraced by
ctaployees and provided the framewaork lor the way in winch the coliege con-
ducted business Fmplovees knew what to do when they wanted o make a
change or salve a problem: they apphied o ool or used the process improve-
ment evele “plan, do. check, act 7 Because evervone had been tramned in the
use of the TQM wols. there now existed o commaon vecabulan

The Case for Continuing Change

Ananstunons culture i dynanne, As Morgan notes, “Cualture s constanth
evolving, incorporaung changes m the values. behiets. and aniudes ot the
external envivonment as well as those of msuunonal members™ n Kuh.
schuhoand What, 1991 p 7D Prediciably. then. soine of the condiions tha
caused the college 1o embrace the TOM phitesophy and management model
were themsehves changed. and new needs arose Destructive miternal compe-
ution had mdeed dechined  And lormmdable external competion had
i redsed

tr particular, the college needed better. Baster inmovation It needed every-
ene to respond o major advances 1w edhnology so that the college could com-
pete witheavanens of tocal. natenal, and internatonal public and pavaie colleees
and teaching orgamizavnons. all interested in obtaining a share of the distance
learner marker., New organizatons such as Western Governors University, the
internanonal Commumn College. and Anzona Learning svstems posed o threat
to acoblege that vnee had the locai distance leanunyg, market o asell

However, when mnovatton was mest needed i did not happen, becavse
too mam of the colleges resources were allocated o Rios seli-imposed version
of TQM {ormahies rather than to the produciion ot inponant outcomes For
example. the FON Steenng, Team and s oftiaal CHS that had worked well
imtalhy had hecome & lumbernmg, brircaucrate svstem thae could neither pro-
duee results [ast encugh nor answeer the need lor Large-scale imnovanon TOA
steeting Team mectings hecame nanred i process tivie and membets of the
LM stecrmg Feam whao viewed ther time as not well unhized siopped anend-
iy the mectings

Fyventally i stoenme Team dissebied Altheagh the concept ot the
process mprovement avcke was adopted throvghout the college and continues
mtse todavs offical Contmuous Improvament feames were o often caughi
up m the riuad surroanding the vse of the process mprovement aade et
tospect. the otitcome tarely justhicd the e and resource commitment
requited 1o produce w0 nshone otiiaar CH- equently lost aght o thea seals
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because they pereeived using the tools and aending mectings to be thewr main
focus. 1 1s interesting 1o note that Rios problem with the bureaucracy of TOM
teans is relanvely common. For example. Brigham (1993 indicates that olien
teams became bogged down when there 1s confusion about abjectives and
about deadlines {or compleuon

The denmise of the TOM management madel. theretore. taught the coilepe
a valuable lesson and. together with momentous external developments, pre-
senited a new challenge. Instead ol adopting another managenent maodet with
a formal structure. the college leadership leared that 0o needed a strategie
mamgement approach capable of evolving with adynamic calture and able o
position the cotlege ta deal adeptiy with rapnd externad change.

Becoming a Learning Organization

Fhus, 1994, the Rio salade Colleae leadership asked iwo quesiions. What
step will help the college mamiam a competiive ede? Whar management
model will enable the college to take that step? They found answers in Senges
coneept of the learnmg organization: "A Learmng Organizanon 1s a place where
people contmuallv expand their capaity 1o create 1ts jfuture. where adaptive
fearnimg s jomed by generative leanming” (Senge, 1990, po 1)

senges “Uive Disuaplines ot a Learnmy Orgaimizatton”™ (ishibue 6.1 also
seemted Lo be a good hitwith the colleges needs and with s TQM {eundanon
Muoreover. the coneept seemied 1o pomt the wav to v the ongumzation o the
nest fevel

Exhibit 6.1. Peter Senge’s Five Disciplines of a Learning Organization

Personal mastery Learnmg to expand owr personal capaciy to create desned
restlts, and creating a cultere that encourages all members to develop so tha
they canachieve then goals and purpuoses

Mental models Continually refllecung on, dantying, and improving owr inter-
mal prouees of the world o d notiomg how they shape ou actions and dear-
IR

shared vistons. Bulding, gtoup commitment by developmg shared images ol
the tuture we seck o ereate and the prnaples and gding, pravtiees n
which we expect to get there

Team lewrnme franstornimg comversattonal and collecune thinking skills ~o
that group~ can ichably develop intelhaence and abilny greater than the sum
of thew mdeadual members” tadents

Suaenns ke, Tearnmyg a new wan ol thanking about. desarthimg. and
enderstanding the forces and mtetrelatonshaps thae slepe the hebavion of
svstems, fosee how to change systems elicctneiveand o act e tune with the
Lier natural and coconomie processes

[ [
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It ismporiam ..cre to ciphasize the difference between change and evo-
hutton. When the college embraced the TQM phulosophy, 11 altered stsell rads-
cally, When wt adopted the fearning orgamization approach, however, the
college began a gradual evelution that builds on ns TQM foundation rather
than departing sharply from it That 15 those who are committed to the col-
lege's hecoming a fearning organizanon would not have supported the move
i that dircction il they had not already expericnced the changes brought abow
by the shift o the TQM model TOM emphasized shared nnsston and vision,
cit-tomer service, teamwork, understanding process, cimpowering employees,
contmuous improvement, aud strategically aligned resources. The resulting
conceprual infrastructwre enabled the leadership to envision a culture wy which
alt emplovees would macase thew capacity to ereate and innevate continually,
and in which they could design new svstems swithow allowing old structures
to limue tharr tanlung.

This evalving strategie management model s characterized by meuleat-
g the live disciphnes and by aceepting dynanism rather than imposing ngid,
formal management svstems  The new maodel allows the mstitutional culiare
w remdoree valued fundamentals as i dwscards owtmoded wavs and adopts new
provesses What 15 important s the learning that comes from the growth ad
movement thai the madel encourages The model 1s not linited by straetare;
it s expanded and enhaneed by the behaviors embodied m the live disciphnes
of the learning orgamzatton.

The colleges evolunon toward beconnng a lcarmng orgamzanon began
with a change that reflects the new values. When the TOM Stee ing Team was
discontnued. a new meeting loomat guickly ook s place Tae Leadershap
Councl Members of the TOM Steerg Team who had becone discouraged
by the tediousness of the Steetmg Team agendas ook the lead 1o torm alead-
crship communmity with a ditferent goal: 1o share research. to engage m dha-
fogue. and 1o learn Teadershup Counal mectings are curreinly < pportuntiies
o teach cach other about new theones and concepts, ~such as Wheatlevs
L1994 chaos theory and Howe and Strausss (1993 “thoeenth generanon ™
Through this mechanism, college leadership pursues the role of leauner, mdi-
cating, as one member putus that this role feels night lor the organizanon ™
The ilteen members of the TQM Steermg Teany represented all emplovee
aroups ol the college—adnimstravnon lacudtvs and stall the newly formed
Leadership Counal had twenty-inve members iom the sanie thiee emplovee
RIOL

Given the emphases W the insttution on Senge’s maded, s siambeant
that the evolunien toward becoming a learnmyg organizaton has heen dlerent
bom tw cardrer shoc e the TOM madel Phe implementaiion ol the TOM phee
tosophy was expansive and mvolved all coplovees m lormal tammg and prac-
uee Byvolumg o a learmng orgamzatien has mvoelved tess formal plannag
aid aomore spontaneous st iy ume” appioach Several bwale and admnis-
tatots who were mterested mlearming orgamzation coteepts have become s
slentt experts o adeas T Peter Senges hooks The Fifth Dsapline C1aa and
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The Fifth Disciphine Fieldbook (Senge and others, 1994). They lead discussions
on vanous readings, videos, and satellite conferences. all associated with learn-
ing organization concepts. They also provide praciice sesstons for those who
want to learn Senges five disciphnes.

The college has recognized that the ditlerent appreaches to implementa-
tion have, in fact. been key o thetr suceess. As noted, TQM implementation
was formal, deliberately expansive. and mandatory for everyone. Implemen-
tation of the learning organization philosophy 1s informal, fluid (reaching
employees as miterest grows), and voluntary:

Yet, cach phuosophy has become pervasive as it meets ihe needs of the
callege as a whole. Employees respand in a different way to the learning orga-
nization culture than they did to TQM. but their acceptancee is na less authen-
tic. Their use of the learning orgamzation vocabulary and their auempts o
demonstrate skills and concepts all attest o their interest in and understand-
mg of the learmng organtzation. In addition 1o introducing key concepts. col-
lege learning orgamzation expents assist groups in the college that ave nterested
in apphying Senges concepts to their projects For example. faculiy wha are
mterested i moving forward with a technology agenda spent a semester in
dialogue about the learming, orgamization. Later. a group of college middic man-
agers having operanonal responsibilities {for supporting college minanves
recerved taining about learning organizations.

The cultural vamsformation that evolved as a vesult of adapuing the learn-
ing organization phlosaphy comes from viewing the five disciplines as strate-
gles lor change Indeed. these disciphines have taken on specilic meanings at
Rio Sakado College. Personal mastery means the commitnient to learning on
the part of cach emplavee. Perhaps the most difticult of the discaiphnes bua per-
caved as the most useful m the pursuit of knowledge 1s mental models. As
cmployees practice eflective communicavon through the disciphine ol mental
madels, they have 1o work on exiouning their assumptions and beliefs 1o find
ways 1o abandon cutdated structures and create new ones. Shared visions
means that all emplovees have a common perception of the college poals and
understand ther roles in achieving the colleges purposes. Team learning has
hrotght about & maor improvement i the ellectveness of college teams. u
means that merely working well as ateam is not enough. now the goal s 1o
learn wogether so that teams can eveate and innovane. Systems thinking has also
had a major effect. Tt means thai college personnel must be aware that they
cannat simply think withm their segregated lunctons. Rather, they must rec-
ognize the imphcatons of therr work for the Targer systeny Systems thinking
has been espeaally important as leams work on innovatons.

The learning orgamzation philosophy otlets the colleye deeper and ncher
dralogue thar did QM. which was more concrete and process oriented  There
were times when the college leadership thought thar TOM conversations
became too Tocused on detal Also, those who are invalved in practiong the
disciphoes of alearming orgamizauon iind themselves responding with enthu-
stast at bemg learners, which s not the wsual role for admuousuacors and

U
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faculty And the Tearmng orgmuzanion philosophy enables the college w cre-
aie. design., and mnovate more eflectively as teant members become prohicient
i exinnning mental models and oeam lerming, Nonctheless. the leanning
argamzation approeach 1> dimven by the top of the orgamizaton. That s, the
work of transtormanon i~ carned- on promarily by admmistrators and facuhy
At s pome By conteast, even early in TAOAL b eoaplovees were active

Early Outcomes

The premise ol equihinality 1s that there are always suduple canses for any
clect Therelore s impossible o prove empincally that Rio salado Colleges
curient enrollment suceess wsee Table 6011 s the direct resuli of its evoheed
TONM and tearning organizaion management strategy, However, it s evident
that because of the colleges strong emphasis on customier service. Rivo has been
able to culinvate new student markets by establishing parinerships with busi-
ness and government. Also. the college has been able 10 move more guackly

than campeutar calleges o respond 1o such opportunities. in part beeatise of
ws strong dedicasion 1o shared vision and 11s work with mental models These
skills and values have hclpcd the u‘-“vgn‘ to trasscend the rradimonal comnmuge-
meation barriets between faculiy and admimstranon, and as acesult the ener-
ate~ of the college can be tocised on mnovaton, customer service. and
providhng stidents wath posiive fearnmg experiences

slarh, because ol s Tocus on systems thinkimee the college has been
able o innovate quickly and to chat ~support lor mnos atons from aeross the
collese. For exampie, a recent magor college cllon mvalved developing courses
to he delnvered through the Interner In onlv one vear the college developed
over seveniy courses for on-hne delivery and also added all the tradinonal col-
fege services. such as admisstons, advisement and book sales. on-hiae Even
mote noteworthy s the collegewtde elfort. begun m May 1997 mowhich the
college olfers students the opportuniy to hegm any of s 142 distance-deln -
St ourses eveny o weeks through the ve

Fable 6.1. Growth in Full- Cime Student Equivalency (FTSL:)
Yoar o }inS
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Conclusions

What can be learned frony the colleges expenence? Althoueh Rio salado Col-
lepe s a distinchive college. v expenences are velevant 1o volleges desimmg o
manage Jiange  The tollowing are some lessons earned

fo meet the necds ol aapdy changmg sernal envitonment. an organiza-
von should foster change m s cultwe

Orzanizations can create desired wternad Chonge By implementing an evoly -
Ny striegic management maodel

Annternal cuttural change canccreate the need tor addinonal Changes inthe
sttt ture and work processes ol an orgamzation

ne satie management model cannet provacde ol that s needed 1o manage the
munerous changes that e carrenth ander way 1 the external envieonment.
un the other hund. valued praciices, theones, and bebiebs will endwre even
ihan ourmoded nrodel disolves

Eodenmg and yvalaed pracoices theorios, o behicks can e mtezraned o
BOW S andgeient moded
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The current theortes of Margaret Wheatley and others inform
delmustrative bohaviors that affedt orgamzattonat change in o diverse
urhan cmvironment,

The Urban Community College in the
Midst of Change

J. Maric Pepicetlo, Marsha Hophins

in this Last decade ol the tweneth century, urban communiny colleges across
the country are expertencing a time of very rapid change and umgue chal-
fetiges Some commumiics in which the population demograplies are chang-
mg quuckly also are home o public school systems tha struggle with gh
dropeut wed low gradwation rates. The chaige to the urban communiy caol-
free. as an integral component of a complex urban system. 15 o define com-
muy ot only as oregion wo he served. but akse as a dimate o be created”
yBover Tass p 5

Competing Forces

Pegey Gordon Elbowe nr The Urban Campies dentilies two magor lorees or
trameworks m which current wiban Amencass developing. The hrstis one of
technology and cconomites, e which advanced thinking and communicanon
skills are reguired. ~To compete in such an emvironment todavs men and
women must be educated, locused, nghly skabled. and the best at what they
do . The promuse of thus paradignt is the real potential 1or people to do well,
providmg thiey are highb competent and adequanely prepared lor the large
number ol well-paving jobs that the informanen cconomy 15 producing’
cHlhotr, 1994 po 1oy

(e second loree discusaed by Flhoto s related o the rapidly changing
demography of this countrys wrban areas. which could he characterized as
buvadal At the same tme that there s asignthicant increase mthe aging, pop-
ulation. there 1s a boom o vouny, miony popalanons fueled both by
huthiates lngher than that of Caucasians and by immigraton o the arban
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cettters - One umportant aspect of ths demography s the concentranon oi
poverts, unemptovment. and underemployment i the wrban core " As Aner-
i contnies o change, the dispanty between the paradigm of the compeu-
e, technology -drisen socieny and the paradigm of people beconies more
obvious The nutch s notagood one™ (Elhote, 1994 po F5,

Phocmin Caollepe. one al the Mancopa Commumity Colleges s located
ve aral Phocriy i the heart of the cuv” Founded m 1920 a5 an diernanive to
low er-division umiversiny educatiion—the Unversiy of Anizona was located a
ditint nmety miles o ay —Phoctix College has grown from s orginal twenisy
pavior collese students to o compichensne communin college ~erving about
coven theusand aredin students and an addinonal two thousand o three thou-
~and notwredit stidents per semester: The college community” includes the
state financal center. oansm and recreanon siies nciuding theaters. restau-
rants and professienal sports venues. the staic. aty, and county governinent
venter=cand restdennad netghborhoods which tange hiom some of the moie
exchu-n e m the cavto <ome of the poorest aind most troubled Tt bret, thies s
awvpicab urban environment senved iy that wnagquels Admenican msintuiion—a
o v oolicge

Ancarndde mthe local newspaper. e Anizoma Repudlic, - Cential Phociin
shows sians of dechne.” detawls ~ome of the challenges Lacme the aica imme-
duateh ~urroundmg Phoctiy College Padeet, 94 B3 OF the anvs eighe
counab distrcis, Pistret 4 m wlach Phoeni College 1< Tocated., had the high-
ot percentage of adulis over sny-bive . igh school dropouis, adudis reporting
dhuee ob adrug o the past e and adalis whe bave been a vicim ol domes-
tre abuse Prem T98G e 1990 the population i Distnict 4 actually decreased
b3 porcentswhle all other ~even counal districts maeased i population

Phocni Umon High school Distrn t dPUHSDYY sty a stident populanon
of about eighieen thousend ~tudenis and cteven ligh ~chools s the princpal
feeder distnet to Phoemis College and several of the other Macopa colleges
Vhowt SO pereent of PUHSD graduates who enter college the Ll aler thewr
Iogh ~chool gradwaton go to Phoaniny Colleae

The ~chool distrac has eatraordmary challenges Onstatewade standard -
tod i hicvemnt score~ i 1996 PUTSD igh ~chaools were cight of the mine
owest-rankimg hugh scheols m Anzona inthe 1995296 acadenie vear, 33
petcent of students were Thspame, 28 peteent ol students were Caucastan, and
12 pacent wae Atocan imencan, with smualler percentages of Native Aineis-
catand Asiae Amenican stadents Phe challenges, opportamities, and threats
m Phocmin College - presentand fataee are siramaie tlustiativis of the con-
=t forces of a compeeine, echnelogyv-denven sociens and dhustiatons of

the peephe” s o cope wirh the viossaades of dah It

[ he Scarch {or Direction

fhe tapdiv Chanaing forces ol ot e pasticularhy wechnolosical hanges,
has e broncht about an ever expanding hoaesfedae hase Keepang, ap with the
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changes does not seem possible Trying to manage by findmg a means 1o con-
trol change s not prudent. And ignonng change v deadly The challenges
encountered by Phoemx College in mecting changing constrants and custoner
needs murrer those Laced by society as w whole, Whar should be the response
1> the pressing question

Staying the Same. 'he scarch {or the well-ordered orgamzation i iia-
ditional, mechamstic setungs was based on equaung order with the leehng of
heing in conuol. This control came primarily from consticning and restrieting
mbormanon few in the formal orgamization. beaveen members informadly. and
hetween the orgamzatton and those owside i FThis created a power sirucie
where those with the mformanon dommaie.

Thase members of such orgamzations who fear being ow of contral per-
cetve et rudes, st mandates, restriction of thie Bow of informaton on a
nced-to-know hasis Howing top-down hicrarchicathy, and ngid chans of cone-
mand as keepie cvervihing i controi and ellectively moving toward the
desued end Actually the entire orgamzation may be operanng i fear, winch
~tilles and blocks actuon, 1 roles are not adhered ool since tutes are nol
enforced il mnformation s notcontrolled. then the pyramuddd stracure would
collapse amd no one would know what 1o do or ow e do s or would even
have an wdentty bevond thewr role The result wouldd he chaos As Wheatles
s put i organzanons we Bpeally struggle agamst the enviconment., see-
me i as the source ol disruption and change We tend tomsalate oursehves
o it as long as possible 1nan elfort o preserve the previous stabithing we have
dcquired” (192 p a0t I cducatonal mstrations, as m other organizations,
the siatus quo gives a echng of stabihin, but s ondy an diusion The system
hecories fixed locked in s rudes wirh aoresincted flow ol idormanon Adap-
taten to the ever changing democeraphic and wechnologieal Torees i this cna-
tonment 1 imsted even though ellors may be directed at tromg to seinve the
commumiy threugh educaneon There s change, but Chaoge i such organiza-
LS 1s e reme il )

The New Reflection. Ralph D stacey, i Complenty und Croainen
ChydmZabions notes that strictures, pi.ms. CORTIN G JHCCTHIONS, aind espoinse
to expenenees change best at the indiaduoat level The individual forms the
tew adea and <hares . Lven small changes become werated and amplihed
across severab others (Staces. 199600 p0 177 Complexuy theary as presented
by Waldrop 1992b and Zohar (1998 widerscores this by adding dut even
sinal] pettaehations tathe “held of possibalities™ begin acripple and are terated
and amphbed  Therefore, i does not take Lirge numbers or wide-pread cllorts
b beaunt to eltect chanaee

Phe dedston-makmy process i an mteractive orzamzaton imvelves the
esanenation of the present siaanon elaied oowha went belores what man
come alicr and Al of the plivers wie may be alleaed . Decstons are abso
hounded by broad primciples Choees are iy omterowtl ol snagieed process
of mtcractnge. bounded Fa the broad gowdmg panaples, and ndh wath mlor-
paticn abeat the atuaten The cntcomes e net at the cnd ol acstep-ba-sep
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provess but are an outgrowth of conunual deliberavions. The assumpuon 1s
that the more aliernauves there are, the more partcipation there witl he, and
the more diverse the informanen s, the vicher and more appropriate the out-
come will be.

Dectsionrs and actions ate then more responsive o todays students and o
todavs rapidiy changing world. The ergamzauiion @ not secking the nght solu-
tton but one that s adnse match tor the siustion as it known. Anaimpor-
Bl aspeat ol the new saence s that there are an infinie number of
possibiliiies rather than a single correct solunen.

[ he stabibiy of the well-ordered. adaptive organization s mos abilny 1o
ilently processes by which to interact. 1o become aware of certam broad prn-
cipies o gwde alt actons and dedisionz . and 10 embrace the concepr that the
OTgAMIAuon operdies instde oul and owside w. not top down or bottom up
Flowmg wih and adapiing to change. rather than hemng reacove and overte-
active. are the desired behaviors

The Interactive Organization

W hat 1 e orgamzanon that evalves frem s peespeaine® Aie there key cha-
actertsties that one could sdentiv o koo thai s opersang according e
newer models rather than mechanisiic ones™ Wheatley observes that m nature
complex levels ol imtormanon and resuliant ouconies conie fram stimple inlor-
nrdoit bemg tooped and led back on el Furthermore, through tree-flow-
ma dormation the crgasization ceatos comples and sew toimes The resuliam
st Tues o creatne solutiens e generated by simple intormation imomter-
dction JWheatlev, 1992 The outcomes can be complex. but the imformation
i~ not and the processes are not

senge. e Phe Fth Diapiee, behieves thae the orgamzanon s a by -prod-
et ob indiadual visens. a by -product of on-going conversations” (bgvo p
o T does not necessanthy mean that a group sits down and wrttes vsion
~tatemient. bat that s an outerowth of contimued dialogue

W helieve that the feride environment Tor the ongoing, contimunus
hance that s present moan adapnng organavon, one that embraces
Change and wndenstands ambigaing bas these charactenistics the voganiza-
tron s hased on cooperanon and values, (23 encourages mteras tron and
v engaved mdialogue . O3 sees dversity as an asset B s open wiilh mfor-
nraon and accepiing of mformatton and wdeas, s thinkimg and ques-
o conumuathy ooy cmbraces the indimaduat and ar the same e sees
the mdinvdual as patc ol o whaoleoand -7 aonsk tkmy envionment,
pnolving new adeas mteracuen with others . and sell-iefleciion Alsol the
CLEDEZAton wH e sees teelt as operating not top dewnn ot bottom up, but as
mndivrduads oth vaduable pomts of vew Overad the orcamzanon s s o
ciited o process and solutiens and <10 s connected o beth s e
s soral commuueiaes
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Phoenix College

The rich diversity of student ethmicity at Phoenmix College gives some indica-
non of the effects of the changes i the urban area (Figure 7.1). The local econ-
omy, after a recession in the fate 1680s and early 1990s. entered and still
contnues in a very strong. robust period with steady job growth and low
unemployvment. The student enrollment at Phoerux College. as measured
full-time student equivalents (FTSEsY. reflects a commoniaverse relationship
with the cconomy by growth in the early 1990s and then decline (Figure 7.2)

Figure 7.1. Phoenix College Enrollment History
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Figure 7.2. Phoenix College Student Ethnicity. 1996
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EMROGASIZVIIONAT CHAGE IN THE CONMAME NITY OO EGE

Wher a new president. one of the authors, arnved at Phocimx College m
the summer of 1993 her assessment of the college was that there were great
strengths imcluding astudent-centered culture, a high standard for classroom
teaching, a long history, many dummi whoe are proud of ther assocation with
the college. and a physical plant that is attrachive and distinenve w s vradi-
tongl architecture The assessment also tevealed lormmdable chadlenges: enroll-
ment had coopped signtficantly since 1991-92: the bwldimgs. cquipment, and
plant mfrastruci we were w serious need of a2 magor infusion of capial lund-
e there was linde actaty e pregran developaient. and the campus climate
was desenbed by acollege planning consudtant m 1990 5 ansk-averse atmos-
phere which reduces creamary and inmevaton throughow the plans of the col-
leae ERL'J“(”I ot the Phocan (-L’”L‘gt [V ]aa¢ Sl'h(ll'."‘.:ll PLHHIIH_L: Process, W89,
p 2 .
Lnroilment concerns were partally addressed throngh renewed ounreach
o K=12 students and to the commuiaty m general. markening, and @ reener-
aized business and idustn tunmg, operanon The elect of those eflorrs.
which are ongomg. i~ asienhicant slowimg of enrollment declme w the diith-
cult cnvitonment of a vy strong coonomy coupled with a struggling leeder
hlgh ~hood Svelein

The Marcopa Community Colicges were stecesstul i passing a 5386
milhon general hond electton m November 1994 Phoems Collese benelits
fromn that hond elecion thiough the capacity w rebwld the campus plancinh-
strveciure apcate insirucional and admimisratin e equapment and technology,
and remaded some of the older buldings and replace ~ome buldings wh new,
edern buldings

The campus Jimate ssues. althovgh clearly related svstercally 1o the
phystal plant and enrollment concerns, were mucy more diffond® 1o assess
and even more ditbewdt o ablect Tae 1990 cotlege consuliant claborated on
s apprasai of the rsk-averse eovironment with discussion ol the jow lesel ol
titst and the depressed creanvay withun ihe orgamzanon The consultant
reponed the perception of several merviewees that parent-child " topes o wela-
vonshups were preseint hetwcen adnumstrainon and faculiyv and also withim
admanistranon isell (Report on the Phocin, College T8990 Sarege Phamm
Progess, TUse p o

Responding o duai forces of the technological sedety and the cociab con-
cotts e uthan centeis i~ the essenee ol the mission of today < wrban commu-
miny colfere Creanng an eny monment that fosters that response i the place ol
e tsb-averse cnvrenmient descnbed ahove s a most difhendt challenge The
cinetng Literature of chaes theony and complesy estaceys 1996) agle oree-
mzations (Goldman, Navel and Sresss 1995 and sell-orgamzing sestems
AN Dreatles, P99 hedld smportani sacssages o the nes Phoetis Collepe
rininearaton i assisting the collese  budding on s sueneibis and moving
ferwand tontmore openoinchis e and partiapatons chimate s hich mnosa
ton and Greatane coudd Noureh and the hallense - ol s das < arhan envieon-
ey coubd be e
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Starting the Journey

The description of Phioenix College i the carly 19905 45 state. Inerarcheal .
and paternabsue in relationships, lacking nsk-takmg hehavior, mamtaining the
status quo. and sullenng from a lack of trust (Repore on the Pheemx College
1A89/ 1990 Strategre Phammyg Process, 1989) is not unigue among higher edu-
catton mstiuions oF orgamzatons i general. The key questiion 15, How does
an organization move from an older, mechamstic model w @ more adapuve.
micractive one? Some mught be emipted o pick through the msntuuen for best
practices and iccommend those lor emulation. Others might seek a template
10 place over the mautuiion or a siep-hy-step process to fix problems. Bu all
of these ate etlorts w change by external methods of control Long-term
change—real” change—n the wav indiwiduals see themiselves and others and
W the planning and deasion-making processes of the organizanon is an mer-
JCLEVE Provess in el

How 1 this 1y pe of change faahtated® \We suggest some hehavior w begm
this onzomng journey

¢ Adenndy vadues or broad gidimg principles for the organizanon and the indi-
viduals .

+ Create situations w here collaborauve mteractions can occur amang indr-
yiduals and groups ol mdwiduals

» Create an mlormaton-rch chimate

+ Encourage nisk-takmg, behavior,

o Deavelep processes for problem solving and decston making with tew rules
that only seek w0 gunde the imteraciions

o Work tonard @ cubture that i sade and hus reduced tear

from Theory to Practice

Margaret W heatley desepbes a newer model of well-ordered orgamzons i
Leadership and the New Saence. "NWe alse creaie oider when we unate conlbas
and contradicttons to nse 1o the suitace. when we search them oui. lighhyght
them, even allowmy, thent o erow large and wormsome We need to support
peeple mihe hunt for unsetthing or disconbimmimg, mtormation, and provide
thent with the resources of time, colleagues, and opportumuies lor progesaimy
the information. We can encourage Vil orgamzavonal ambiguny with
plans that are open, visions that inspire bat do not descrhe. and by the
circouragement of questions that ask Why™ many tumes over” (192 p J o

Phocinx Caolleae. ke mo-t Targe oreamzations, struggles with the ongao-
g teed lor commumcation mthe wmdst ol the danget ol mlormation over -
foad The president. consiatent with the college and distiar caltire . which
iche- heavilv on ity nal c-mards sends tegudar “Campus Updates waliof the
collewe facaly and st thiotgh c-manl and invites questons and conimenirs
m response Collere Licalty and sttt are alsomvted severdl tmes cadhiveas 1o

(lJ
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open campus discussions on strategie topics such as enrollment. dinversiy: or
major fachity project development.

These campus discussions and the information gathered from them are
part of the college plannmg processes that emerged threugh collaborauon of
the college planning counal and the faculiy senate. The college strategic obyec-
nves. faahnes development. budget developmeni. and deparimental planning
are Al part of these plinming processes. The North Central Associauon Evalu-
anon feam in s 1996 visin reported, “There 1s no attempt to keep anvtbing,
sectet on the campus. and PChas used all the waols available 1o keep s con-
sttuencies formed atall umes” (Commission on Institutions of Higher Edu-
canon of the North Central Associaten of Colleges and Schools, 1996, p 390,

The work of Process Improvement Teams to study imporiant issues and
urnits of the colleze has athrmed the benehit of partapatony processes We
Know that the ot w s to buld ownership 1s o aive over the creative pracess
o those who will be charged with s implemeniaiion It doesnt work o
st sk people to e on when they haven't been imvelved m the design
process witen the haventeaperienced the plan s a lving, breathine thing”
Mheatley, 1992 p o6

At Phoenin College. Process Improvement Teaims have ~tudied arcas s
Jdnere ae Custedial semvices. Finanerad Ard instrucnenal support services. and
the mugranon trom a Center for Teachung and Loarmng to 2 Technology and
Development Pepartment o cach case the Team was composed of Llaculty and
staft from acros~ the campues who had mierest i the wopae and who wanred o
partapate. inddudng the mvoheed departiment. The president meets with each
team at s st meeting, 1o discuss ihe general parameters and charge, What
Processes ocer? How do they interact™ What 1~ working well? What nught he
mproved” Teams have a lacliaror and select therr own ream feader M the con-
Juston of the dehiberagon<, generally teo t lour months, the president meets
aean wath the team o discuss imdings and recommenduanoms

Recommendanons from the Costodial services Team resehied in custodial
~talt beme induded o the hiome commatees for costodians and mea chanee
te the contract under which somie custadhal services were pertormed The
Froanoad Ad Teams 1ecommendanions will result i amagon remodehny of the
Ditancial Ard Qlbee m 1997 The Instrucaonal support leans tecommenda-
nons provided the framework lor a major reargamization in instruction and
vasth improved colleae provesses. The almost year-long process that resulied
i the creanton of a4 new Technology and Developmient Departinent was, asas
not incommon. ey pantul actmes and consomed a great amount of faculey
and ~all energy and tme The cutcome has been an maovatve and very acuve
support department lor the college paricuiay with wehsological suppont for
the Loy aned <ttt Addimonndiy there are collegewade discussior groups
abor technelows and s cltedt on teadhing and fearme mlonmimy: the devel-
epient of 3 college technology plan

'rogiant deselopment s an impottant chatacterisie of the moge open, Jess
sk verse environient Cortficae and dogiee programes e inoanons saes
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of development i areas as diverse as Tribal Court Advocacy, Therapeutic Mas-
stae. and Goll Cowrse Operations. Significant program renovation 15 oceurring
m other arcas such as Emergency Medical Technician, Food Service Opera-
nons, and Computer Informaton Systems  Each of these new or revised pro-
grams responds to Phoemix College’s parucular community needs. sevving the
very dhiverse sectal needs and preparing students for work in a technological
oCIeTy

The Future

some faculty discussions have centered on the necessiy for increased respon-
ability and accountability as partcipation in deciston-making pracesses
increase. Faculty have commiented on “how much work this is!™ There are. of
course. those amonyg the faculiv and stalt who are not pleased with the diree-
non of the college or whao choose not to parncipate i the open planning and
decision-makang processes. However, the benelns of the infusion of principles
of complexnty theory and seli-orgamzatton uie the college culiure and chimate
are both miternal and external. A more creative, mnovative chimate fosters pro-
gram development and communiny outreach that {ulhills the communny col-
lege nussiont toward those dual forees of the technological society and urban
suciclal needs Thus. the very dilemimas that Phoenix College 1s faced with has
hecame a source of porenual, The diverse population and the necessary aceess
b mlormation that tie technological world reguires and allovds become an
asset to the imeractive orgamzanon that Phoenty College seeks to hecome

Formudable challenges sull exist for the college now and in the luture
Mamtuning a \'\[L‘.ld‘\' enralbment in the nudst of a VCEY SLrong cconomy In the
urhan sctung reguires concentrated ellort and continual program develapment.
A recent conumumiy assesstiient mdicates that local business awareness of col-
lese-provided traming, programs must be strengthened . A the same tme, mter-
hal “turl battdes™ and compennon for resouices hetween departmenis could
mmpede program development Perhaps the mast promient internal need s
lor ongomg. encrgetic commumeation to Lacihae dennfymg and afllivnung
common college poals and direcuen and strengtheming, trust within the orga-
mzanen The college commuument to open processes. collegeswide forums and
discussions, and partictpatary processes such as Process fmprovement Teams
will Wl assist Phocmis College i mectng its Jutuie successtully and serving ies
wrhan comuntinte .
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Community colleges can senve as agents of change to mprove women’s
condition if thewr leaders desire. Current literature on organizational
change and leadership o the community college 1s examined from
thiee fenunist perspecives ds one means (o assess this desire,

A Feminist Critique of Organizational
Change in the Community College

Barbara K. Townscnd, Susan B. Tiwombly

Feminsts believe that argantzanenal change 15 central wo improving, the con-
diton of women. Without change. womens social. polincal. and cconomic
conditons will contimue to be uncqual to mens. and women will not have s
significant voiee in the power structures that dnive society. Moreover, beeause
traditionally organizations have been fed and dominated by men tand com-
munity colleges e no eaception). orgamizauonal change will not occur unless
11 spectfically planned and suppaorted by orgamizational leaders.

The kind of change that feminisis envision 1s not mere unkenng but
requures a paradhigmatic shilt, a breaking oue of the mold of patrarchal thunk-
ing. Levy and Merrys (1986 disuncnon between first-order and sceond-order
changes i organizations hefps us understand the kind of change femnsts
consider necessary: First-order changes are those relain ely mumor adjustmenis
that leave the organizations core essentially miact and that occur naturally as
a svstem grows and matures. In contrast. second-order changes are “muludi-
mensional. mulu-level qualitatve, discontmuons. radeal orgamzational
change[s] mvolving a paradigmane shit” (p 3% The assumption underlying
this concept of second-order change is that organizations. as snaal svsiems.
have a worldview consisting of high-level abstract bebiets that shape organiza-
nonal purposc. pohetes. structure. and practices vpo B Thus, marder 1o
cltcet second-order or fundamental change in orgamzations. ws worldview—
the arganizational philosophy behels, values, siracture. policies, operations,
and often unconsaous presuppositions—must change

Levy and Menys pesspective s consistent with that of Gaieth Morgan
ciaBer who argues that the smage o the metaphor wsed w desathe orgaim-
sattones shapes how we Took at them One of the mctaphuots he uses. that of the
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psvechic prison, s particularly relevant for this chapter 10we see orgamzatons
as creattons of the pavche. argues Morgan, we run the ask of becommg impns-
oned or confined by the very mmages. ideas. and thoughts that create the orga-
mzaton. Fepnmsis view organizations as creations of a patriarchal psyche,
which eperates as a concepinal prison. producing and reproducing organica-
nonal purpose. polictes. structures. and pracuees that give dommanee 1o male
values. Psvchie prisons canry the possitalities of thetr own transformaton and
change through-sell-reflection and a search tor hidden meamng, a1 form of orga-
mzatcnal psychotherapy. However, iransformaton becomes mare diflicult
when it n the mierests of groups o promote ene patiern of belief rather than
another (p 230

The concepts of pavehie prisons and second-order. rooadigmatie change
are a far erv from the vision of rattonal. planned change trequently advecated
for hngher educanon instnations. These more complex understandings ol orga-
nezatans and of change seli are necessary in order o bnng about the kinds
ol changes advocated by termmists Without leaders atiempunyg paradhgmanc
shults ko alter the cuhure and practices of orgamizations, most femimsts believe
that change will not occur in male-domimated orgamzanons Certanlhy the
expericnee of the pase two decades suggests that metely increasing the num-
ber of womenan leadership poaimons does not by isel! bring about insun-
tiond  hanee

In this chapier we will examuine same current £ 1990:Y thinking abow
organtzavoenal change and leaderstup i commumty colleges to determine 1o
what extent the thinking addresses the need lor the commumty college w be
anagent of change for the women it Siee there e vaving, posiions about
what needs o he dore to alier gender relations, the hterarure vali also be
assossed tor wluch et perspectives e reflecied i

Possible Feminist Agendas for the Community College

Whercas all femiists agree on the necessity of change bedatse orgamzanons
are inherentdy patnarchal and beneht men more than wome: - severad diflerent
approadchies o change can be dennbicd e contemiporany femmism The
approaches differ m the extent o wiach thes reflect sccond-onder or paadig-
matic changes considered necesany 1o restruciure orgamizations lor the hene-
It ol women From among a variets of fenmmist perspeatives, we have selected
thice magor ones hiberal, sociabist. and citural femmisme At the nsk ol over-
simplibimg, we wiil outlue vers brielly some of the differences among these
three perspedtives

Liberal Feminists, The kiveral fenmmst agenda has as s mam objedine
~ectmg equal oppartiemiogs tor wemen and men Generalls <peaking, hberal
leminists desne towdently and remose barners o women’s equal particpation
and achievement These barners tendd 1o have three conceprual bases equal
oppottunities o lack thereold, sexole socalization, and ~ex stereoty ping and
~ex discrmmraton Acken, 1994 Much of the hugher cducation teratae wni-

o
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ten about women has taken a iberal enumist approach. strategies for change
usvally focus on the socalization process, antempt o change auitudes. and use
larmal policies and legal channels (Acker. 1994). Thus advocates for change
i the community callege might include the following i their agenda: equal
pay for equal work. equal access 1o high-level posiiions, altirmative action in
hiring, establishment and enforcement of sexual harassmemt policies. provi-
ston ol child care tacilines. estabhshmenm and wse of a genderinclusive lan-
guage pohey. and estabhshment of pad maternity and other family leave
policies. Most of the tems on the hiberal femmist agenda have weceived at least
sOMe atention i many communny colleges. panty because the nanonal mood
of the country during the 19703 and T980s was scusitive o such 1ssucs as sex-
wal harassment. salary inequities, and family leave pohcies

Liberal fenmumists helped bring to the general publick consciousness the patri-
archal thinking and behavior that necessitated a hberal fennist agenda Rearet-
tably, the achievement of imost tems on thewrr agenda has not ed o second-order
vrganizatonal chanye. Rather, theral fermnsesy” proposed changes can be viewed
as bastcally first-order changes adjustments that may sull leave imdact an organi-
catons patniarchal core,

Cultural Feminists. We have chosen cultural femmism. as opposed to
racheal o post-soructural feminism, as the second femimist lens because of s
mtluence on communny college leaders m paraculir Drawing rom the work
of Carol Gathgans Ina Different Vowe (19821 and Belenky, Chinchy: Goldherger,
and Tartles Womens Wavs of Knowing (19863, cultural feminists behieve tha
women learn, communicate, and lead dileremdy than men. Cultural femnusts
advocate sirategpes such as mcorporating femmist pedagogy in the cssroon,
maplementing womens stuches programs. emphasizing wonen’s wavs ol know-
g, advocaung spectlic leadership training programe for women. wnd chang-
ing the operation and naere of the ercanizavon w be more accommaodaung
to womens leadership learming. and commumeation stvles By thewr valuing
of the essenual diflerences betieen men and women, these strategies reflect a
parachgmane shilt from liberal femimsm. which basically advocates changes
that will enable women o compete more effectively in a patnarchal seciety

H all the riems on the cabiural feminists” agenda were iplemented m edu-
cational organizations, second-order change nught mdecd reselt. However. the
extent of community colleges” atienuon 1w wems on the cultaral femmmst
agendd i not known. The limited evidence i3 primanily about women’s stud-
tes and leadership banimg programs for women. As ol TO96, womens studies
progrins exizt w only ilteen two-vear «chools (Peterson’s Guide 1o Twa-Year
~choals, 1997 Alsol over three thowsand women adnmunistrators i the com-
muny colfeges have paruapated m the Nanonal nstiute for Leadership
Development. which espouses gender dtlerences m leadetstup

Sacialist Feminists. Foousing on capriabism as the root cause ol megial-
es. sockalisl fermmists have an agenda ihat cdeanly Jeads to second-order
e, The Tong-term goal 1s 1o climinate pender oppresston. the immedate

task 1 1o By bare the process by which oppression works which s capiahism
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tAcker, 1994) Most socialist feminists focus on treproduction of class, race.
and gender inequittes and on the wle ol nsttunons such as schools in this
reproducton. This approach talthough not with a femimist orientation) has
been o popular one among critics of the community college (such as
Dougherty, 1995; Karahel, 1972; Pincus, 1980: Zwerling, 19760 Focusing on
class rather than gender, these authors have demonstrated how communny
colleges, rather than leading o massive upward mobility lor lower-class sta-
denis. have essenuially reinforced the existing soctal class structure inherent
capitalism

After laving bare the oppression caused by a capuahistic society, socilist
fennists hope to achieve o diflerent econamic order that would result i fun-
damental structural change at all levels Pagt ot this change would mddude
ranstormed gender refations so that wemen would no longer be cconomically,
sactallvand pohicatly disadvantaged or oppressed. Having sociafiem vather
than capitalism as the undergirding worldview lor orgamzations dearly con-
stitutes second-order change, Howevers society wself would have 1o andergo
this same second-order change before 1t would become arealy i colleges

Current Thinking About Organizational
Change and Leadership

Levin 11994 notes how the cammunuy colleype change lrerature more olien
foctses on how soaetal and ceononue changes have mdluenced the manuoons
than on how commumiy colleges have changed society We {ound that mast
ol the works we cxanuned did not propose paradigmatic insumational change
¢ TGPIOVE WOMens or minontics” positon i society: Rather. they tended 1o
focus on change per se For example, Rosman (19941 urges leadets to be
proactive tather than reactive mn the change process Why? Because “those whoe
du nat direct a planned process aof change imay become enmeshed i changes
they have not chosen™ (p 23 Other anthors. such s Kesler, Pevry, and Shay
1996 and Brenman. Mugleston, and Perdue (1996 wate abow why people
rests change and Tiow o overcome that resistance: Tmphat m these works e
the assumpnons thar planned dhange s desiable and Teaders plan change

some of the change Iiterature focuses on dhange o improve the posinon
of the commuainty college i the markeplace Thus Allred and Carter (19963
urge conunumty college leaders to stop tmkermy” and commt to “funda-
menital change™ ¢p 10 The impetus for this change s the need o teman
competiive i the pustsecondary market.

Oueastonadly, change s adsocated 1o enhance the communigy collepes role
m mproving, seaety. indudimg vender and race welations Thus Lorenzo and
FeCrov o 199-h arpue for “lundamental change™ i communty colleges <o tha
they may “micet more prectsely the energig expectatons, actitwdes, and con-
drrons of the Informauon Age™ (p. 1Y Noung the countivs pressing, ccononmi
problems and such problems as crime, drugs, and lack of employment. the
atthors bebeve that the community colleges “overalt goal fish to create a

. !
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culture of respon:neness that more clearly relates its comprehensive nission
to these new societal circumstanees™ (p. 6). which include “growing denxands
to culiivate higher quality witeracuons based on race, ethnieny, sex, and class™
. 19). Therelore, Lorenzo and LeCroy wige leaders to insist that the institu-
iton admit and cmploy underrepresented groups.

Rhoad ~ and Valadez (19900 come the closest o presenting a vision o
second-arder change for communuy colleges, although they do not specihi-
cally wre about women students. faculty. and administrators. Thewr visien
welcomes difference m a setting charactenzed by “diflerence, complexity. and
pracess” (p 192). The authors propose critical multicubturahsm and paruci-
patory democracy as “substantive involvenient i organizational decision
making” (p. 1933 for ol miembers of the communny.

Based on case studics of several communiy colleges. Rhoads and Val-
dadez (1996 develop a portrai of a fictonal wdeal and democrate community
college. This ideal college 1s charactenized by mddusionary and collaborative
admimsiratise processes and a cunpas chimate mowhich delate and confhict
are viewed as essenual to an empowered cinzenry, Theve is equality for all, and
1ssues of race, class, gender, and sexual onientation are at center stage. The
authors conclude with principles w guide studems. laculty. and admimstra-
s “concerned with restructuring more democrate and multicultural acade-
mic communties” (p. 2100,

several of these principles are relevant here. Thewr st principle argues
tor promoting “preater collaboration and more participatory: management
processes” (p. 210V The second “requires that communiy college officials cre-
ate opportuntiices for others to assume leadership™ tp. 2100 Third. there should
be a culiurally diverse laculty, staff. and student body painaipatng in orgam-
zattonal decsion makimg (p. 2100 And hnally, one prineple staes that demo-
cratic community colleges embrace change as a way of hile tp, 214

Although Rhoads and Valadez employ the thetoric of democracy amd cru-
wal multiculiurabsm, the place of women m ther viston 1s unddear. Women are
mcluded primandy as part of the current manira of “race, class. and gender.”
Concern for gender thus poteniially takes a back seat 1o ssues of race and eth-
meny or becomes submerged i a trendy nod o concerns of outsider greups.
Addisonally i one aceepis the wdea that women are fess hikely 1o thrve in highly
conthictual settings. then Rhoads and Valadezs conception of democratic com-
muntty colleges as places thiving on confhet and debate may actually be at
cioss purposes with womens preferences for collahoraion and connection.

Community College Leadership. I the works speailically addressing
communiy college leadershup, the authors typreaily do notspeak ol paradig-
matte shitts o advance a muticudiural, gender-mdustiee organizanon. nsiead.
feaders are wrged o focus thew ellaris on improving the communny colleyes
positien with “customers” and competitors” duough such approachies as lotal
by Management G red and Caner, 1993, Hudgos, Oliver. and Wilhams,
1993y somctimes the locus s on eadership o mprove leatiimyg (Baber ad
Assoctates, 1992 Myran, Zess. and Howdyshell, 19951
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This atteniion to efhciency and effecuveness and 1o processes such as Total
Qualny Management (TQM) appear on the surface 1o be gender newtral. Howe-
ovetsds Bensimon (1993 has shown. the central postulates of TQM—that
qualiy 1s dehined by the customer. that quality is the reduction of vanaiion
and that quahty must be measurable—have patriarchai hases in modernisn.
As aresult. TQM values conformuny ever dilference Frenn this perspective,
TQM and simifar qualiy mitiatives are inherently threatening o efforts 1o make
colleges multiculiural and gender mddusive (p. 608°

Most recent works on community college leadership do advocae chang-
g the aature of governance and deasion making ina way that suggests con-
cepts proposed by Gilligan (1982) and Belenky, Chinchy, Goldberger. and
Faruke (F9R6D about womens navwe. For example, Baker and Associates
(1YY argue that “a holstic, cubtural appreach o feadimy and managig com-
muruy colleges 1s necessary™ (p Y According, o Baker and Associates, “lead-
ers shape behavior mothers by coaching, reaching, and roke modeling ™ p
N na bter beok Baker (1994 outhnes the ta % of twenv-hirst-contury tead-
ershup as iollows "1 boundary spannmg. not defending, (2) empowering
people. not contralhing them, O3 working cooperatively. not competinvely ()
locusing on piocess, nat produce. 03 argamzanional flestbiny, not produact,
(Y gualiny. not quantity: (7Y shaiing information, not guardimg e and 8 cre-
Aty or ntution . ot primarly raconaliy” (poawy

Alithough these tasks are potentially gender mclusne, advocacy of them

witihout reference to gender ssues suygests that men have approprined these
new way s b orgarzonyg, without acknowiedging or perhaps understanding tha
these are “womens was s 7 3o itngung that feminist perspectines have pos-
sthly wtinenced thought abeut communiy eollege leadershup but frustraung
it and when thes mluence 1 not acknow ledged

I B stuedy of the feadersinp agendas of Inve women communiy college
mresidents, Aot (1997 views feminast teadership as both paocess and comtent
ipp. SA=-5D0 Tmplian i ac femmist leadershp process 15 shanng of poveer
trough suce anivtes as dolleciive deciston making. “pubhc vather than pni-
vate problem ol and “open comwmication” ep. 31 A {enumst leader-
ship agenda would include content or issues that addeess womens needs as
wellas mens with ancunderstanding that womens needs miay be dilferent from
mens, For example. women students may be more concerned about an insti-
ttions resources for chila care and physial safety on campus than are men
ASudents As mdicated above it s now Lishionable 1o encourage a leadershup
stvle that indledes many ot the dusensions of adlemmist leadership process dor
examyprle. Baker and Associates T9O20 Wi Mot hwelps us see s that o temi-
N Pracess s nat cnough to mprose wonen's sitiatton m the conmunity col-
lege I leadenstup v o mprove womens Condition in the communuy collepe.
the feadar-hap must have @ coment or agenda thar indude~ attention o
wornei's tssues and needs

Fike Mot Burgos-Sas-cer 998 ducct and toseelul i her espoasal of
siganeatonal change o aprov - the posiion ol women ol wanonnes:
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Imiplicnly. she inclades both fermmist process and content in the fourneen
approaches 1o brin about the necessary change. Some approaches reflect the
content of a liberal feminist agenda. for example, ehmmauon ol salary
inequitics hetween men and women and development of policies thar deal
with fanuly needs. Other approaches suggest a culiural fenunist perspective.
{or example. seminars on work style differences Her vision has elememus of
second-order change in its insistence on the mphcit value and waorth of
women and minontes W organizations

fraces of this visiony are also seen v the monograph Beyond the Vision
ciimpson and others, 1993) which 1eports on grani-funded projects wo diver-
sitv commuaniy college leadership in ten mstitunions. The two reports whose
ntles indicate a focus on change Simpson, 19930 Hunter, 1993 reflect a hb-
cral. femust agenda. Ssimpson (1993 writes about ellorts to recrut women and
people of color mto leadership positions Hunter (19933 mentions the larmnyg ot
ane woman as mereasing the diversity ol the leadership team. She also notes
that a halt-day session on sexuad harassment was held lor admimistrators and
protessional staff Two other reports i this monograph reflect a cultral fenu-
mst perspective. they speak o warkshops on gender team bulding {Grosshach.
1993V and gender diflerences (Nanke. 1993). Each of these workshops was con-
ducted by Carelyn Desjardins, executive direciar of the National Instituie for
Leadership Development, which espouses gender ditferences n leadership

Conclusion

We draw several conclustons from our review ol current mamstream hterature
on community college orgamzanional change and leadersiup At the most basic
level, the Inermure refledis lide atention o fenimst concerns. Although some
zaing have been made tor women i communny colleges and i the broader
saciely, womens issues have ceased 1o receive the attenton that they did i the
19705 and 19805 Twombly 1993

Next. it s unhikely that any femst perspective other than hberal {(em-
mest or culteral feommism wall be adoped at . st commumty colleges. When
we view curent writings about comimunity college organization |l change and
feadershup through the vanous lemimist agendas deserthed above, we see lew
reflecting major paradigmane shifts or second-order changes. Certainly. none
rellect a soctalist femmist perspective. That 1s, none critique the commuuty
colleae s role i perpetuating gender meguittes and the conseguent need to
resiree twre the mstitution dramatically to avoud this perpetuanion. The lack ol
A sociuist fenumist perspective s not surptising. Those who are comnnued o
leadership i the commumiy college and viess themy as mamstream organa-
trons imphcly accept them as agents of capatalisin and do not fook o alter
thewr veonomie lunctinn or tole. Some works do rellect @ hiberal feminust per-
speane oi dcombimation of hberal lenmsm and calivral femmusm Add-
tnonally, ome people sspouse whiat conld be descrthed as a caliaal feminist
avie o leadersbip bue not necessanly the miplementanion of a feamst agend.s

]
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Finally. our revicw of the current, high-profile orgaizauonal change and
leadership literature suggests two major rationales for organizational change
change 1o make commumty colleges more efficient and effective organizauons,
and change for democracy and crivcal muluculiuralism. Although the two
ratlonales are chiferent. cach seems to use the same appraach to change. Both
talk of changing the decision-making process to make it more inclusive and
collaborative. In 1ts adeption of inclusionary maodels of leadership for change.
the change and leadership literature incorporates aspects of leadeship pro-
moted widely by femnists such as Cross and Ravekes 11990V Regreuably from
a fermunist perspective, this same literature ofters few analyses of how women
are affected by change and stitl fewer recommendations for even liberal refoims
sach as child care o help women students.
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Like most comtemporany orgamzatioms, commorty calfeges are fuced
witlt the frunsiion to a new pmlmnda'm CH, Negunning clear mussion o
match diffuse boundirics and greater thoughtjulness abor grow thand
meetstremend (o maich new Challenves of oreantzateonal fraememation
and incomisicnay

The Postimodern Challenge: Changing
Our Community Colleges

William Bergquist

The shaft from a modern 1o a postmodern socal structure s founded on tech-
nolopy and informanon {0rucker, 1989, Jameson. 19911 Many contemporiary
organizations aic going thiough major rranslormanons, becomeg imcreasimgly
complex and vartable systems that must respend o an unprodictable and war-
budent enviionment and economy (Bergguust. 19933

The challenge Tor contempor iy commuaity calleges 1s one ol under-
standimg and fully appicciating bei Ve probiems and potentials assocnated
with shilts both Trom premadern to moc —nand from maodein to postimodern
w our communuties: natton. ad world, so nsigle Amerncan ligher educa-
tonal mstiutons mgeneral and comtiumt, Meges e parncular have olien
chosen o remam rather ignorant of these pro. - soaetal changes (Bloland.
LV BN

The Premode.n World: Stmplicity and Tradition

M may be cseetiag o postmadern eras but car siehit s as iuch backward as
s fovward Yoo ok back with acdistorted and olten nostatgie perspective on
awarld of stony communuy college leaders who could deasively salve
straightforward pre dems ad of facuhy adnmmistrators, and stall who lound
prithicatonin the work they petformed and the commumiy they served Top-
rally o colieges weer established i comminties that had andennity ar a
least homogeneiy regat ling values, culture. or sodeecenonne =Litus Lven m
tmlvan SCLBEDES, ot vembeunily LU“C}F“L"\ were olten credted tosenve adishimg!
COMRIIUNITY grotp or Becd
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Caven the pressures under which we tive in our postmodern world. it s
quite understandable that we mmight wish for a simpler place and ume. Yet
there is also realism in our search for the premodern world. First, the pre-
madern still exists m owr soctety. A dun veneer of moderiisar covers the lun-
damental and deeply vooted premadernism of virtually all societies. This is a
cenitral message n posimadermsme a successiul postmodern organization will
inevitably meorporate diverse clements from many times and places. The pie-
maodern world is also of great relevance because it holds a feast partial answers
for our emerging postmodern wotld. The premaodern wotld can help us set the
agendator our colleges wath regard 1o reemerging values 1t also provides us
with imporant msights about the human enterprise. Community colleges st
wated i an emerging postmuadern world are Tikely to he successtul. in pact, i
they borrow from hoth the premodern and modern worlds while alse mveni-
ue new o and tormulanng new perspectives that e nather premodein
nor modern

The Modern World: Giants and Managers

Large organizanons represent the pinnadde of modernism i most sogieties
Modern organizatons speak 4 common anguase They look ahike and oper-
ate in the same manner. A human service execuove m France can understand
the hinancdial statement of a Tawanese hosputal, just as the manager of mar-
keting i a South Amencan company can understand the strategics used by a
corporate plinnet m India The languages F natons may difler, but the Lan-
guage of modern orgamizations s wversal Instead of the distinetive vernae-
ular (rtwal. stortes, customsy of premodern organizanons, we ive with the
universality of modermsim,

The primary objechive of modern orgamzatons 15 1o become and stay
Imge Whereas premadern orgamzations concentrated on orgamzanonal con-
ptaty and tradion owhich usoally required very gadual growth, modern
organizatons emphasize raped growth As modern orgamzanons expand i =ize
and add more units and levels of organizanonal structure to accommodate
therr growth:, organizattons hecome more dillicult to control Although the pre-
modern culture of an orgamzation provides some integraton thiough its cus-
tams, dress. nual, and stories of great mumphs and defeats, this premodern
ghue s often diparaged v most modern organizanons Furthermore, this cul-
ture does not ofter suthicient miegration for veny large orgamzations . As orga-
nizations grow moie complex in the madern world. mceasing attention must
be given to those activities that enhanee coordination and cooperation among,
the ditlerentianted lunctions of the oraamization

As orgamzattons beconie larger or older, they also requue clearer bound-
aies so ihat leaders can mamian conual Francal momtonng and audnmy,
lunctions are added  Personnel afhces ensure vimformuty of iy practices as
well as coordmanng tammg ellongs Newsleters profiletate. as do ollice man-
aers, purchasmy agents. and depatmental admimstrators These offices, rales,
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and management lunctions are devoied to the integrative lunctions of ihe orea-
nization. As the orgamzanon grows larger and older. an mereasingly large pro-
porunon of the resources of the orgamzation must be devoted to these
mtegrative functions (Berggrust, 19933, As a result, modern erganizations that
are Large o7 old are Tikely 1o become less efficient. Unless they control the mar-
ketplace. these farger or older organizations may be wable to compote with
those that are smaller or younger

There 15 decreasing clanty and consisteney m the nussion and purpose of
modern organizatons. In general, mission staiements have been created pin-
mariy for public image and marketing. or.m the case of private instiutions,
the nusston 1 ditected simply 1o the “bottom hne ™ In comrast with the visi-
ble and clear boundares of modern organizanons, misson staiements Jdo ot
provide much claray or gudance tor those who work 1in or evaluaie these insu-
itons. Whereas the premodern world 1s bult on land and reputanen, with a
strang narallel emphuasis on service and communuy: the maodern world is buih
ot a different {form of capnal money [ a modern world thar values democ-
i ideals and tosters the expectauen or mivth of upward seoal moebthiy, new
wealth and a more transient bourgeoisie are dominant

I essenee. the modern world has produced ashift from duect sourees of
personal meaning w hic through one’s work and one’s fanuh 1o direct
sotrees. such as weadih and consumpuion The premodern man or woman
takes pride in the cultvanon of crops or production of cratts: and m the rass-
tng of a lanily and provision of food and shelter to members of diwe finuby By
o stomodern workers are often abienated trom the producs of ther work
ana rront ownership {or the means of production Jameson, 1991 Alienanon
from the direct sources ol meamng i our work s jomed with the alienanon
that cames from the loss of personal voree and miluence, and with the loss ol
micrdependency among people who onee worked together m premodern com-
M

The Postmodern World: Fragmentation and Complexity

As we enter the postmadern era. it appears tha the miegrative services ol the
mudern cra—oeven il extensive—olten are not sufficient 1o holbd the orgamza-
pon together Even with greater attention given to orgamzatienal culture and
to creating a strong, fechng of soldanty, contempoer ay organizations are expe-
nenang penvasive ragmentation, chaos, and inconsistency One patt ol the
organization does not know or care what the other parts are downs Growaing,
frustration s foutded on trequent and counterproductin e reorgamzations
Conglomerations of diffenng straciures always seent to be “my planning ™ Div-
sions fatl 1o coordimate therr elorts with other divisions Clearly established
orpanizationwide prionties are nowhere to he found A general sense ol lore-
hading or panic. postmodern “edguness.” pervades the argamzation.
Increa-ingly, two magor questions must be asked by feaders with regard
10 these postmodern conditons. Fust. what s the oight size lor this parucular
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urgantzatien o tas partcclar wn of the orgaization? The integraton of fune-
tions i large-scale orgamzaiions mav noe longer be possible. ai 1f 1t 1s possi-
hle it requires much oo large a proparion of the iotal 1esources ol the
arganization for this orgamzaton w sunive Admisiraive costs tend to nse,
ot {all wath expangion my the <ize and complexity of collegite orgamzations
cLoshe and Rhoades, 1995 p 195 Eliccive postinodern leaders speak abow
appropriate size rather than indiscrmunate growth,

The ~ccond aagor queston thar postmaodern feaders must ask concens
the nature of the micgration that does occur: Tradionallv inegration has been
equntted wily control. We beep organizanons rom fiving apart by ensuning that
Al operattons of the orgamization e tghih controlled Incthe modern world.
thes mcans that argamzations will be structurdd erarchically waih cach per-
~on fecenvmg, orders from someone sitiated unimedately abose him or herin
this hicrarchy A aiterinatne way 1o think of integraion emphasizes mlluenee
in-tead of contiob, Rather than asing the formal huerarchy of the orgamizanon.
stceesstul postmeadern teaders use more informal and powertul channels ai
cammunicatien wid leadeiship by eaample cHelewz, 1994 Kanter, 1983,
Wheailev, 1992 Rather than lookine te the hicrardhs to sain control. they
ok e the tenwork and the web to exert mtlactice Key people and groups
located at nodal pomits obien plav oomuch greater role 1w bongimg about nie-
craticn than do those at the ep ol the orgamizaton

M are dhiscenerimg that bath the size and the shape of most modem ona-
mzations [t pooriyv with the emerging postmodern conditions of our saciety
Fhe tadiional sermcal structure ol modern organizations s called mito gies-
tuon MWiath the intoduction of high-speed interconnecing conamunication
technolowmes there < ne Jonaer the need lorinckle -down commumication: The
new knowledyee workers are no longer willing to work lor 2 boss who closely
meniors and supervises thetr work: Reengineerinz has aagshi us that modern
aduinistrators oo often remandge processes that bave already been enga ed
A tower level ol the organizauon I the near luture commuaity colleges will,
fike other postmoderin oszanizations, mosve awas trom verticad comrol o cros--
fun onal teams atd - osmiplex reporting relationskips - Johoson 1997 Myran
s and Howdyshedl Toaes

Acknowledging Fragmentation and Inconsistency

Contemporars community colleees esemble other postmedern onsamzatons
i that thes are olton hoth comples and agimens od Premode i, modern and
pastmodern et ites processes.and proceduses mthese colleges internan-
Ae We hind premodern elements o the celebranons cereme mies and retreats
that brine members ol 4 commtnty colleae together for reconttion and reflec-
tnon Hhe powerlud role praved by these clemens ol orramez vonal caliage s
sebepow Tally apprecaied amome communis collee leaders thensguest.
Pl Johnson, 970 Esamples of the mtermimehng of modern and post-
modern ate Genomote prevalon Mo connmnmn coileses eust s both inde-
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pendent. autenomous institutions that are characteristically modern, and as
interdependent collaborating members of complex consorida and pattnerships
that are notably postmodern (Roueche, Taber, and Roueche, 19930, These new
organizational forms are created 1o altow for the expansion of resources
through interinstitutional cooperanion vather than the mdependent growth of
cach individual instituuon (Bergquist. Betwee, and Meuel, 19930,

Hollow organizat.ons are created 10 bring together autonomous instiu-
tions and agenctes to provide educanonai services over a relanvely long dura-
ton These orgamzations have litde centralized conirol. relving instead on a
clear mission and carelully cralted cooperauve agreements. The services pro-
vided by a hollow orgamzanon are not typically independenily available to any
one communiy colfege. The League for Innovanon has heen bringing together
commurny colleges for many vears 1o share resowces. The feague recently
estabhished partnerships between community colleges and corporations o
sponsor conlerences, disseminate mlormaton, and conduct special projects.
thereby harther broadening the scope of this cooperative ventare. The Nanonal
Workforce Development Study oflers anothier example of a hollow pestmod-
ern alliance (Zeiss and Assoc.. 1997 This national studh 1s a product of coop-
craion hetween several national assockitions and brings wgether informuiion
lor worklorce trmning and development from both communny coltege admin-
istrators and emiplovers ol communiiy college graduates.

Vituad organizations are sinubarly formed among several community col-
leges to respond to short-term student or cosnmuniy needs that cannot be met
by any one college. Vrtual organizations are more nkely than hollow organi-
zauens w be coordmated by a single ageney or insttution, and they typreally
serve one speatlic function and dishand when the need no fonger exists. Many
distance educauon prograns funciron as virual orgamzatens, with one col-
lege serving as the central - dmmmistrigor lor a distnibuted set of courses and
learminyg sites (American Associagon of Community Colleges, 1997 Virtual
organiza’ ohs are ikely to hecome even more common with the movement of
many governmenial lunds from nanonal o loal levels siiwveve (1996), for
example. prechers that recent reforms o wellare, healih care, and workloree
cevelopment are likely to Jead comnrumiy colleges to consolidate sevvices and
cstablsh virtual parinerships wach other communny agencies. They will torm
these athances to obtam block grants based in state or communmny rather than
lederal fTunding, Communuy colleges are wetl pesttioned for these mare locally
focused funds, provided they work i conjunetion with other mstitiions and
agencies i the communiy

fhe complexuy of postmodern community colleges s abso evident inade
the orgamzaton. Ad hoc task forees et i many - ontemporary colleges along-
<ide mecdern bureancracies Small project teams are ntegated with fornal, ier-
archically orpanized departiments Umque ieentive programs and  joint
wnon-management probleme-solving groups huld on. yet alse challenge . tradi-
tanal orgamzanional pohaies and procedues. Manicopa Communiy € ollegies
CAnzona) creae ntensive ad hoe planming groups 1o design and waplement
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many of thew new programs, making use, for example. ol a think tank w dmve
therr Quantum Quahty  mitatives (Assar. 19931

Appreciating Scope and Measurement

The new problems facing contemporary camumunity colleges result in pant
from their sheer size and the confhamg demands of various constituencies
served by these organtzatons. Virtually all medium- 1o large-sized organiza-
tons m North Amenca now ind # hard o measure anything of importance.
discover either the extent or scope of the probicms they lace. or deternune
whether o not the problem has even been solved (Gleick. 1987; Wheatley:
19921 The larger the instnunon, the more diificuli becomes the problem of
measureient and scate.

What about a large educational mstnunon? From one perspective. @ major
conuituniiy college such as Metropolnan w Iictitious insttution 15 a success.
hut lrom another perspecuve 1 1s an impending disaster. Metros balance sheet
and linancial reserves are ympresstve Morale 1s lugh among alumm and excc-
utive stall. Other colleges in the arca look weak and disorganized  Long-term
inancial projections. however, pomnt 1o major losses. Persannel reports at
Metra suggest slow-brewing labor problems. Demaographic analyses reveal
potential drops m student encollments, Shilung communiy support and {und-
mg or a technological breakihrough may change the rules of the game drasu-
catly Which perspective is valid? They are both correct. However, one repont
15 hikely o be sent by the preswdent 1o the Metropolitan Board of Trustees and
another w the execunive ollicers of the college. Which report. il any. do the
umion leaders at Metro recerve? We must learn 1o live with this ambiguiy m
measurement. This s part of the postmodern condition,

I we cannot even measute, let alone evaluate, what 15 happening in the
organization, how can us leaders recogmize current problems or know for cer-
tain that they have solved the organizations problems. let alone planred for us
future? e prednd Guestion has eot gene unnotived by contemporan: cons
muniy college leaders. Some of these feaders respond by moving outside their
HIsts i 1o gai & broader perspective regarding the funcuening of their inst-
tution They turn to one ol the major touls of Total Quality Management—
henchmarking-—to compare their o0 a performance with that of other
communiy colleges and related organizanons (Johnson. 1997). The new tech-
nologies. as well as the flounshing of hollow organizanions and other couper-
alive artangements aimong postmadern mstrewions, make benchmarkimg a
uselul assessment tool for community collepes

Other commumity college leaders have addressed the problenm of mea-
surement by challenging many ol the estabhshed assumptions ahout aseess-
ment ol orgamizatonal guality and cHecineness i educationd insttutions
[raditonal mput-based crtenia ol instinutional qualiny are no tonger adequate
Bergguist, 19951 These mput meastres locs exddusivels on b caent ane!

queahty ol 1esouees 1 the ollege. such e o teovde oo beld b
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faculty, size of hbrary, extent of mstrucnonal technology, and number of build-
mngs. The complexuy ol contemporary colieges and the capacity lor extensive
sharing of resonrees hetween colleges and between the college and the com-
mumiy make e tradional chumeration of stitauonal resourees no longer
appropriate. Measurements must instead be taken of the educatonal oucomes
produced by the college These omput-based eriteria of quality tell us how
chicctively the college makes use of the resources that are avaulable w i This
approach becomes even more potent when hnked directiy to mstinutional pur-
poses and the strategic planming of the college. The kev question s ne longer,
How do we gather more cesources? The key question mstead s How dowe
more cllectively achteve outcomes that maich the purposeis? of our college?
Ohidlands Techiical College, 1997

e pestmodern community college mav even want to move hevond an
cupt- o owcome-based appreach o quabity and tocus instead on the dit-
ference that the college makes i the hife of ws students. This value-added eni-
tetien of gidhinn cphasizes the ole of the communuy college as an agena
for workforce development and communny educauon. This value-added
approach o community college qualiey focuses on leaming rather than teach-
my. atd vt ways i which the college cducates us most disadvantased and at-
r<k” students. as well as extending educavonal services to all members of the
community W Banon, 1990y A coliege that takes prde in s suceesstul
achievement of spectfic outcames may be deluding wsell il these oucomes
ave been achieved through serving only the “best and brightest” legrners o
i these owicomes and the anderlymg purposes of the college we not respon-
sive o the most fundamental needs ot the communuy this college serves

Articulating a Clear and Compelling Mission

The xsue of nusston s mtensthicd i the postmodern world becawse the bot-
tom hine and continung growth are no longer adeguate erieria ol pedformance
for either puhbe or privaie mstitutions s Dracker, 198 Postmodern orgam-
zanons need clear direction. given the ammguity of therr boundares and the
wrbulence of the environments iy which they operate (Bergquust. 19930 Pot-
modern orgamizations are vstally the inverse ol modern organizations with
regand o mission and boundanies. They may have uncicar or changing bound-
artes They must have aciear and consistent nussion. Such an inversion tends
to counter our normal wav of thinking. We e often ichined o construct lirm
boundartes when the world around us s tarbulent and unpredictable.

Many community colleges will survive only of they operate from clearly
articulated statements of mission that relate directly tothe elleas that the wst-
ot has on the hves of 1ts students and other key stakeholders: A commu-
ity college that defines a spealic produat or service as something needed by
a speailic constituency s more ikely o be suceesslul inow chaotic, post-
modern world than a college that ties o appeal fo a much broader audenee
with 4 vanety ol products ot serviees that do not hold together i a coherent
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fashion. Furthermare, community codeges that have clearly defined and
enacted missions, coupled with a compelling. shared vision, wili tend w atiract
atention and commitment (Myran, Zess. and Howdyshell. 1996). Organiza-
tional misston and viston become strange attractors (Gleick, 1987 that {ocus
the resources and energy of people working wside the orgamzation, as well as
those who support the organization

In recent years. the emphasis on mission m community colleges has taken
on even greater import and a specific focus with the intreduction of conunu-
ous qualuy timprovement (CQD inwiatves, an emphasis on the learning orgu-
mzdtion (Senge. 1990 and other related strategic approaches to institutional
mprovement, Although CQI and the learning orgamzation have not hved up
to thetr mitial proniise. the coneepts of quality and conunuous learning are
now deeply embedded m the suategie thinking of numerous commumity col-
fege adiministrators and facutty members. With regard 1o the emphasts on gual-
iy, we are hkety to find even greater support {or this notion with the
introduction of the new Malcolm Baldndge critena for judging instuitutional
quahty in higher educanon aleolm Baldndge Nauonal Quahiy Award. 1993;
sevmour, 1994 Similady, the nation of organizational learming s hkely to gain
iereasing momeniam not only with the introducuen of the Baldndge stan-
dards inte communuy colleges but also with the new emphasis on leaimng
comminities and fearnmg college<an our two-vear mstitunions (OBamon, 1996,
1997y

Contemporary communty colleges can choose 1o work from their nus-
sion and toster both learning and continuous improvement as a central feature
in their culiwre In adopting this strategy: a contemporary conmuniy collepe
positons wsell or a posumodern world in which orgamzations become mereas-
ingly fAexable with regard to boundaries. These postmodern colleges can estab-
lish their own market mehes and shift with the changing nature of the markel
while preserving a disunctive deninty and purpose. They are ikely to e much
mare open to changes m chientele and move across previously restnctive
boundanes, such as product ot service areas or even regional or natonal
houndaries. In dropping thetr baundances. postmodern colleges are hkely to
e more {ully responsive to changing wechnelogies. changing student and com-
mumiy necds. and changing sources of revenues

The diffusion of boundaries in our postmudern world s found hoth
hepween and within organizations. o the modern waorld, wmternal houndanes
are clearly preserved. Employvees communicate by memao or letier o sapeivi-
sors and subordinates. In the postmodern organization, there 1s much less con-
sistency e the How ol wmlormaton throaghowt the organizauon. The
postmudern world has returned o a premodern emphasis o imformaliy
tBerpepust. 1993 Rapid communication devices make the writieny word passe
The fas machine and e-mail aie replacing memoranda and “snal™ mal

Boundaries between mstiteuons have also hecome difluse, Digarahzed
cducation has produced & revalution in the paei decade that has fed many
cotmunty colleges to distnibute educational programs over many medha,
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cluding the Internet. “Virtual” colleges make use of courses created by
nste actors from many dilferent kinds of organizations throughowt the world
(G ss, 19930 All 107 community colleges in Calilornia are presently upgrad-
ing thewr instructional technology in order 1o link with one another through a
high-speed network ("On Line.” 1997). With Internet videoconferencing,
where does one of these colleges leave off and anather one begin? How are the
distinctive features of an mdividual Califorma community college difterenti-
ated from the overall commuanity college sysiem mn this state? And what 1s the
community coliege rale in international education? Nigel Pame (19961 poses
the critical question: “Where does a community college it in when a commu-
pity 15 virtual and almost infinue?”

Even without electronie media, this is becoming an era in which wads-
tronal boundaries are shatered on a routine basis. College campuses are na
longer sanctuartes for ruellectual pursuits or isolated enclaves {for middle-class
white students (Bloland. 1995 Crnime does not stop at the edge of campus.
nor 1s a community college 1mumune from the other social tis of ws commu-
NI Some vistonaries have suggested that community colleges should position
themselves as “commumiy building”™ institutions that link their own planning
cllorts with those of the community m which they reside (Harlacher and Gol-
Fuscheck, 1996}, Community colleges have also heen exposed lor many years
1o the shattering of the boundares between work and learming. Students com-
mute o ihe campus, combming work and learning in thenr complex hves
some community colleges have pushed even further by integraung the work
and learning expericnce more fully, in some cases through new stae and led-
el legislanon (Bragg and Hamm. 1995). The communny colleges in Ahin-
nesota merge with the Tour-vear mstitutions and techmeal colleges (Healy.
1996Y. Throughowt the Unned States and Canada new afliliions are formed
herwern community colleges and four-ycar universities that vield mnovative
Nesw career prepardtion programs o sich diverse arcas as weehnology manage-
ment and health care admmistranon.

Interpersonal boundaries have also been shatered. Oral. face-to-face com-
munication is onee again domant with the emergence of short-term task
lorces and five-minute mectings. Many coptemporary orgintzations provide 2
vartety of permanent and tempoerary systems, viclding complex, mixed modes
af organizatonal communication.

As a result of the pervasive diffusion of houndaries. we face confusion and
complexity m our personal and professional lives as well as i our arganmiza-
tions (Anderson, 1990, Gergen, 1991 In many situations, we do not know 1l
we are incide or outside the orgamization Are we at work, at home, ar on the
roadd. piven the pralileration of car phones. home computers, e-mail and home-
based fax machines? Is the edginess of the commumity college mstuuctor o
dean i part a contmuing conlusion aboat what 1s work, what 1s home, and
what s leisure? 1s the tme we save with our wonderlul new deviees time that
we Like away {rom our own hives and the lives ol people with whon we do not
work, such as our lnends and family?

-
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Managing the Intersect

We find that the difusion ot boundariesas particukarty notable m the prohier-
ation ol intersec vrganizations (Boulding, 1973 These new arganizations
Blend features of hoth public and private inqtituttons and nu help solve long-
standing probiems m eur socieny: Yet these imtersedt organizations are alsa sith-
jeet to troubling ambiguity Many contemporary communiy colleges exemplily
the intersect orgamization. These orginzatons operate on hehali of the pubhc
and receve tax revenues from local. state. and even federal sources. However,
these revenues are now m dechme (Commiunity College Times, 19971 With sig-
niticant reductions m tax revenues, community colleges must now operate like
lor-profit busmesses. The pereentage of revenues that come from sales, service.,
private gils, and contracts 1s mereasing, while the pereentage from federal and
state government is decreasing dnstitute for Rescarch on Higher Fducaton,
[N

The prestdent ol @ communuy college m western Canada reeently
reporied that less that 45 percan of the revenues a hus mstivion now come
Iram provincial appropriations. Majgor research universitics have been running,
tus way for many years. Commumty colleges are now joining them. To offsc
dechming s revenues. public commurnity colleges charge igher tuon ¢tHealy
and Schmde, 1997 They also seck ot donations, voluntuy services, and
other forms of pinfanthropic suppont, wsuadly through formation of a nenprofu
loundation alfiuated with the college. Our Canadian president. like many ol
his entreprencurtal colleagues at other communmity colleges, also actively mar-
kets awide range ol profuable services—{rom corporate traning to autemo-
nve reparr—and obtans additgtonal funds through leasing various college
facilities. What 1s the status of this Canadian community callege? Is it public
or private? How can we call o pubiic when more than 30 pereent of ns rev-
enues come from sourees other than tax dollars?

At the heant of the matter 15 2 wroubling question: “Whe Owns Higher
Education?” (Lazerson, F997). T01s no longer a struggle between the tustees,
admupnstration, and faculty: It now alse concerns many other stakeholders—
mcluding large multinational coarporations that are not even prenarily
heholden to any particalar national interests (Bloland, 1995). Why should the
publicly clected or appointed board of thustees of a community callege be the
primary governing body when it represents less than S0 percent of the ol
reventes?

An even more hasie question should be asked. How does one lead an
intersect organization while contending with several constiiuencies and com-
oty vatues and visions for the organization? Interseet leaders must bald o
CONSCNsUs Tegtding nuission among their diverse constituencies and govern-
ing boards. They need medianen and negonatnon skifls. These leaders wilt
rarely be able to make use of vaditional decision-making or problem-solving
processes of a ratonal or lincar nature. Intersect leaders must he able 1o nego-
tiate across traditonal boundanes, as well as live with considerable ambiguity.
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Coenclusions

The chalfenges for contemporary conumuniy colleges operaiing in postimod-
e umes are exeeptional. On the one hand, change -nd novelty can he moti-
vitors. New conditions for e peaple to think in new ways and break ow of old
thought panerns. On the other hand, change and the unigue are (nghening
Pestmadern condittons require thar we histen o the “other™—those who have
resided owtside the comlortable conlines of our collegiate matitutions (Bloland,
[guay,

Given that our colleges ave deeply embedded i the values, structures, and
vocabulary of modern lile. we are particularty vulnerable to the eritiques of
postmadernism and o the threats of vadical change in an emerging postmaod-
crnsorld (Bloland. 1993 AW become fughtened when the old struetures fall
anay and we are left standing alone. withowt asustamng traditton and with-
cew predictabality.

Our colleges must condront the new with wisdom, courage. and viston 1f
they are to thrive wan emergig postmaodern erd Leaders of these instuuons
kst i turn be able o understand. appreciate, and hve with the roubling
ambiguiy of this emenang condition.
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MHARS

Sources and Information on
Organizational Change in the
Community College

Elizabeth Foote

Change m communty collepe orgamization s ievitable: as noted carher i this
volume, communuy colleges are predisposed to transtormation. They con-
stantly make and remake themselves i response 1o social, eccononue, and gov-
crnmental transtormations. However. change can be controlled and managed.,
as e following documents illustrate )

The munerials reviewed in this artele reflect the current ERIC hierature
on organizational change. These atations offer mlormanon on practeal mod-
cls tor managimyg organizational change and case studies of community colleges
that have undergene change.

Most ERIC dacuments tpublicanons with ED numbers) can he viewed
on microfiche at approximately mne hundred libranes worldwide. In
addinon. most may be ordered on nucrofliche or on paper copy from the
LRIC Document Repraduction Service (EDRSY at (8000 44 3-FRIC. Cita-
tions preceded by an asterisk (7Y refer 1o journal articles that are not avail-
able friom EDRS Journal artucles may be acquired through regular hbrary
channels or purchased from one of the following article reproduction ser-
vices.

Carl Uncover hupwww carl org/uncover/, uncoverdecarl org,
(BOM7RT-7I71

UNML orderstilostore.com, (800 248-0300

FSE ima@isimet com, (BA0) 52341850
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Geaeral Articles

“Adfred. Rechard Loand Carter, Patncia Ot of the Bov strategies for Bunld-
g High-Performimyg Colleges 7 Conperiny Calicee fonenal, 1997 07 (3,
144

Che authors ague that current Changes e the educatonal chimaie 1equire
ttslonmatnons m communtiy colleye orgnuzaion They discuss operaiional,
lnear and framebreaking approaches o change that se imporiant n making
thie transformanion w hrgh-perdomumg mstitutions or that manage boih imere-
mental and revelutionary change

Harns, Zelema Mo Instnutionad banstormuton 7 Paper presened acthe 101
Wil Mecung of the Nonth Centtal Assoctanion of Colleges and Universiuies.
Clucago, Mar 232200 19000 22 pp (FD 405 Q420

Althouch ol and conflicn have long plagued communiiy colleges
and ather cducstiona! mstitntions, 1ecent budeet dechnes have made this sie-
wanon more cnocal e mportant that the mstinwons be vansformed and
that cvabiny, carmg. amd respect he mitsed inte the orgamzaton Speahcaliy,
tradwonal smeular feaderstup shonkd be veplaced v colleetive leadership, with
tadiional nuddle managers bemg replaced by management teams, and ellons

should be made o mdude the vaices of women. mmonies, and other tradi-
tonativ stenced group~ m the orgeanzatenal didogue. Although deep stime-

turdl transtormation tikes e the ellowmy nne nonlnea ~stases ol the
tanstormation process have beennidenubied DV understandimg the oaniza-
onal structure, o2 gnculating the msntaions vision. 3 deating an ema-
ronment of truste by easig the threar of change, Y using mdonmation o
translorm nsntutions 00 moving awan from hierarciieal modeks o manage-
ment, GO providing oppormunees lor laculiy and sl developmene. o33 cre-
anng i snchasne epvironment. and (2 evaluating managess” persaanal values

Models

Madels can etfer gerdelmes lor adnmistrators Lacing orgamnzational Change
the follosamg are asample of recenthy devised models

Frank. Debraand Rocks, Walham “Faplowng nstabihiny A Medel for Man-
amng Orgamzatonal Change ™ o The Olvmpics of eadendnp Overcenung Obata-
dess Balaneong Skalis Takong Risks Proceedimgs of the Sth Amnaal lnternanional
Conlerence of the Natonal Commumity College Chan Academy, Phocii,
Anc Ueh =170 1990 Phoemy Naoonal ©ommuniy College Cha Acad-
ey, 1886 8 pp B 3aE S A

I response todecicased levels of tunding and dedhining, coroltments,
e teascd competinon, and magor technolegieal advanees, Allegany ¢ ommu-
iy College e Mavland has developed o maodel for managmg orgam:— onal
change The model incorporates the followimg lowr components dor elicctive
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tansion and change conceptuabizanon, communication, commitment, and
contie] systems. Conceptudhzation i olves undesisndinge that the differem
parts of the orgamization are integrated into a whale and recogmzing that
hange perceived as negative tor one arca may actually be postive for the col-
lege Cross-college represeniation on most committees and task forees provides
mndividuats with the opportunity to view change from others” perspectives The
second companent, actine. two-way communcition. s a powerful adpmet 1o
tradhiional communicauon and can help make change happen. Eflective com-
MUNGUON 5.1 prereguisite o changing atinudes and behavier and s vital to
fundamental organizatonal change. The third componeni. the comnutnent ol
Al personnel o strategie planning and their input m that process. 1s an inte-
gral part of orgamzational growth and development. Any hope of commitment
to change. however, must begim with frank discussion of possible catses of
reststance and change Finally, management systems and support services that
are dedicated to managing change and monitorng progress 1 the change
provess st he created. Orgamizanenal leaders should be senaimve 1o manag-
i change and deplovimg resouwiees and expertise o assistan transinons,

Levin, Bernard H L and others “Strategse Phannmyg o a Decentralized Enw-
ronment The Death of Lincavity ™ Paper presented an the 24th Annual Con-
Jerence ol the Southeastern Assocaion ler Community College Research,
Asheville, NoU L Aug. 6-9. 199530 pp_ LD 385 308

Althaugh privace industry has been decennnalizing for the past decade,
community colleges have been slow 1o lollow For those colleges that have
decentralized, nadimtenal structured planning methodologies do net apply
Although a dormal moded for plannmg i a decentralized institution wourld
mhubi change and be counterproductive. the following wdeas can be taken mie
comaideration: ¢ an imstinon must analyre sts own adentiry and funclions.
rather than rely toe heavily on ideas from the corporate sector. 12) 1outine
processes otght o be reenginecered only when approprate. 3 mstitunons
must buy inte the noton of wideseale collaboration, (4 evolaton 1s normal
and s the owtcome of decentralized sirategic plannimg. (3) colicge members
must be willing to vield to broader concerns even as they recognize that msti-
witional mterests somenines conllict with their own (6) an ongoing planning
provess s desirable and necessarys (7Y there must be a large and wadely shared
nformaton base (8 planners should avoud hmitung recommendations based
on pereeptions of the resources likely to become avatlabie. and (9 barriers
within the existing structure should be razed Smee TORO. Virainias Blue Ridye
Communmty College has expermented with a decenrahzed approach. and the
hrst decentralized straegae plan was published m 991

Mellow, Gl O The Role ol the Communny College Chan i Orgamzanienal
Change Chaos. Teadership and the ©hallenge of Compleany ™ Paper presented
atthe 2 Anmuab Mhd-Adanue Communuy College Chan/Dean Conlerence,
Blue icll Pa Oae 2-4=2350 1996 25 pp (ED 301 47
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The hierarchical organizational structures that exist at community collepes
and ether istittions of higher education reflect the Lare Industrial Era; as
orgaiizations make the transinon to the Early Information Era, however, these
ngid structures ean hinder institunons” efforts to effectively atilize information
and respond to changing conditions, What is needed is a system that merges
the process of faculty decision making with a bureaucratic system of studem
registration and admissions. One possible maodel of tas strucare is the learn-
Mg organization, or a siructure that allows for learning and change at the orga-
mzational level, enables stablity in dynamic environments. generates abundant
mlormation, and processes itormaton raptdly: v workmg toward this model.
acadenie chairs must be able o ispire ther aculiy o change. imagine the

and cncourage dindogue. Another coneept useful m considermg structural
change s coevolution, or the ahility of two systems o interact and grow over
e, Key e coevolution is communcatton: acadenne adnmuistrators need to
find wavs to mcrease commumicaton to achieve a rich dualogue and encour-
age svstems 1o mutually evolve,

Parsons, Michact Ho Gales Diblening: Crtiead Reflecton. Technology and the
Creation of a Learning Culiure.” Paper presented at the 10ty Annual Conler-
cnce of the Lastern Regronal Competeney-Based Education Consortium,
Charleston, S.C O Mar 1214, 199712 pp  (ED 405 919)

Crinedd reflection relers to an adaptation of civic Ineraey theory by educators
seekimg to promote the development of learming communities, @aking an analyt-
ical approach to educational nstitutions, Critical rellection 1s bewg conhined
with the praxis approach. which siresses mvestigating 1ssues, actinig on the basis
of lndlings. subjecting outcomes 10 personal reflection, and reapplying the cycle.
to develop a lemning culture e which teachers act as gudes and assessors As
compelling as learming culture theory is. however, it will hawve lite effect with-
out a destgn for systemic change that involves the lollowing live key mstational
syslems: communications, professiona development, nission redelinition, edu-
vational delvery, and sell-correction. Further, a live-stage madel has been devel
oped for involving all constituents m the process ol designing a learning culiure
that includes telling stakeholders of henetits, selting the vision, testing the new
vision and nussion staements, consulting with stakeholders, and co-creating the
new misston with stakeholders. The change process must be able to adapt coher-
enth to unpredictable enviconmental condivions, cope with complex systems
andd hmited fundhng:, and develop fiexible response systems

Spanbauet, Stanley | Reengmeenng Fducatton sith Qualiy. Using Quality Con-
cepts, Technigques, and Toods to tmprove Education. Indianapohis, ind.: USA Group
Navenal Quahty Academy, 1990, 175 pp. (ED 397 915 not avalable fiom
EDRs. order from UsA Group Nanonal Quality Academy, N6135 Communica-
ton Drive, Swite 2A. Appleton. W1ES4Q15-8593 {or $21 plus $3.93 shipping
and handhing)

o

-t
dit




SOLRCES AN INTOoRMATION (O3

Designed o assist educators i formulating Total Quality Improvemem
(TQD plans, this book examines the processes of TQL which allow for the
review of college administrauon, student services, eaching, and institutional
cutture. and it provides informanon on ws implementation at two-year col-
teges. Chapter 1 describes background to edncanonal reform in general and
provides a ranonale for introducing TQI tnio educational settings. Next,
chapter 2 suggests that the key element of TQI in education is a focus on
the customer and describes the following key componenis of TQL: leader-
ship, team problem solving. the collection of meaningful data, the use of
scientilic methods and iools, and the [ocus on training [or development.
Leadership and the use of weams are discussed in chapter 3, and chapter 4
explores the use of TQI to improve teaching, The pivotal role of community
service i TQE systems ts outhned in chapter 5. and chapter 6 provides an
overview of assessment methods under TQIL providing an assessment model
contammg multiple measures of progress and a leedback methods matrix.
In chapter 7. briel profiles are presented of eleven two-year instiutions that
have successiully implemented TQIL Fmally, chapter 8 discusses the main-
tenance of TQU svstems. The book contins twenty-une endnotes and a
subject ndex

Wanwood. Bt and wthers. “Managing Organizational Change.™ In Walking the
Tightrope: The Balance Between Innovanon and Leadership. Proceedings ol the 6th
Annual nternational Conlerence of the Char Academy. Reno. New, Feb,
12-15.1997 8 pp. (ED 407 017

Based on studies companng icadesship in two rural commumity colleges
undergomg change and examuning the management of change at Maryland's
Allegany College. this paper presents a coneepiual ramework and maodel for
managing organizational change. The [ramework points to two expected out-
comes ol leadership strategies: institutional 1novation and constituent saus-
factton. Next, unplications of the framework are described, stressing the
important roles of both presidents and chars i dealing with change. the
importance of staff development, and the need to balance instructional and
admurustrauve duties of chairs. Finally, a model for managing orgamzational
change is provided. including the following four components: conceprualiza-
von, o recognizmg the ditlerent parts ol a system as a whole, which may best
be accomplished through crosscollege representation on commitlees: active,
nwo-way cammunication; commitment by leaders to orgamzational goals ta
gamn the commutment of stakeholders: and the creation ol management sys-
tems and support services dedicated to managing change and menitoring
progress im the change process.

Case Studies

The followmg case studies ate examples of how communny colleges have
coped with orgamzanonal change

-t
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*Cooper, Joanne, and Kempner. Ken. “Lord of the Flies Community College:
A Case Study of Orgamizational Dismtegraton.” Review of Hicher Bducation,
1993 16 (Y 19437 (1] 469 059)

An miterpreuve case study examines the orgamizational disitegration of
avammunity college that experienced a sudden loss ol teadership, locuging
on liow 11s cultare both connbuied 1o and prevented organizanonal chaos,
I addresses how leaders can honor the caliure and mission of educational
arganizattions and simulianeously wark to transtorm them.

Fonte. Richard “Roles and Responsibiitics—Single College Onentation ™ Paper
presented an the 771 Annual Convenuon ol the Amencan Association of Com-
munity Colleges, Anahenm, Cabif Apr 12=14, 1997, 11 pp. (FD 408 00 )
Austi Communty Caollege (ACO) 15 undergoimg reorganization 1 an
ditempt W create a smgle college” organizatonal structure to replace its cur-
rent “campus with Iive competmg colleges” model. By domg so, ACC hopes Lo
create an atmosphiere e wheeh short- and long-range planning, ctforts are
ammed at the overall goed of the organization. The three principles of the reor-
ganizaiton are responding to student. faculty, and adminstrator coneerns,
hecomimg moie responsive w the local business commumty with workforee
cducation, and empowering facilty decision making ACC has restructured
the admuustration, adding two vice presidents and replacing, depastment chairs
with seven deans and ninteen or twenty assistant deans drawn {rom the full-
tie factdiv o addmon. cighieen mstrucuonal task lorces will have nuygor aca-
demic programming responsibilities and will act as a link between the deans
and the facubhy Three provosts will oversee multiple colleges. witly one over-
seetng the three geographically close campuses in the central Ausun area,
another coordmatmg the growth of two developmg campuses, and a thind hink-
ing the progriams ol AUCS extension operation with a comprehensive campus.

Gould. Timothy D “Development of a strategy {or Transiton for State Com-
munty College from a State Agency 1o an tndependent College.™ 1id D
Practicum, Nova Southeastern University, 140 pp. (ED 00 UG3)

In preparation lor a 1996 restructurmg at State Communuy College, in
iinos, from a state agency to an independent community college. a project
was undertaken to develop a strategic plan to guide the transition. Specifically,
the project sought to determinge the necessary elements of and funcuens and
activities required by the plan, appropraie peaple to be mcluded on transition
teamis, necessary changes in college operations, and required mservice tram-
g tor facuhy and stalf. First, a review was undertaken of hteraure related 1o
admimstranve change and planning and a transition management (e was
appomted. Once committees were developed on the team. strategic plans
developed at other colleges that had made simitlar ransiions were reviewed
and a plan was developed and revised The project found that essental ele-
ments ol the plan weie a revitalized mission statement, a set of planning
asstmptions. issignment of responsibilities. and proceduwes lor evaluation and

Lty




SO RS asG Intomsivios 105

assessaient With respect o changes i college operanons, twas deternuned
that the new orgamizanonal strucetire would iepresem 50 percent reducoen
m stall and Lacubiy and a reduction i admonstrative positions. The work con-
Lans seventy-lour references. Appendixes provide attansition management
team agencda sheer, the college’s mssion and viston statement and orgamza-
tondl structiee, ansihon management wam presentation documents, an isi-
tutonal sell-assessment inctrument, and s<ues and strategies wdenulicd by the
Proded

Levin, John S Presidential Successton and Orgamizational ¢ haoge wi the Com-
muity College ASHE Annual Mecung Paper.” Paper presented at the 21t
Annual Mecung of the Assocauon for the stady of Highes Fducation. Mem-
phis. fennc Oct 3T=Nov 301890 30 pp (B 402 848

Hhes qualitanve study exaguned the perceved eliects of the president on
vrgamzanonal change ar e commumiy colleges in one state, and s part of a
mudtiple case study that s addressmy, organmzational clange m conmanty col-
feges. The methodology lor the study was based on the literature of orgamiza-
tonal change. swhiclh suggests four constriets change in the organizanonal
patadigm. i wiich undetiving, assumptions ol partiapants have changed:
change m organezatonal misston and purpose: change m organizanonat cal-
tne, and change i lunctional processes such as organizational structures,
managenial practices.: hnology deaison making, and commumeations Data
collection and analysis ivolved interviews with presidents. admnustrators,
facutly, and support sl gquestionnaures; group mecimgs. and docaments: The
stdy Jound that communny college presidents were seen to “make a dilfer-
ence.” with the greatest influence bang percerved durmg, penods o leadership
successton. Chganizatienal changes atributed o presidents are stammanzed i
two tables. the st covers data obtamed during mtersiews and the second
stmnianzes data obtined from the questionnaires.

sie Sandford Fleming College Reposttioning Strategies Repart Peterborough,
Ontario st Sandlord Flenmng College, 199672 pp (ED 399 978)

This report descnbes iepostoning strategees undentaken by S Sandiond
Fiemnig Collepe, m Ontarto, to respond to changing student demographies,
educational demands. and reduced bunding. Following openmg remarks by
the college president providing, an overview of the sirategies and the use of all-
sl mectngs 1o venerate responses from the campus community, ieposition-
mg, strategres are detaled m the areas o (1 academic redesign. meludimg the
suspensions and modifications ol programs and new techingues lor program
dedivery, 23 finanerl strateenes 1o reduce program and nonsaluy costs and 1o
e Tease revenue, (3 space consolidation by vacatng oll-campus faalities dur-
my, swimmers, 5 human resources strategies, including an carly retirement
plan for sl and hivmg freezes, and +3) a new o amzational structute
destgned 1o make the collepe learner-centered, exiote, and customer-focused.
The report provides an overview ol orgamzanonal attribates under the new
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structure, key features of the structure. including six centers ol speaahzauon
andl & learmimg, resonree center. and a discussion of betielus o students. Finathy
appendines provide a descripuon of desired orgamizational aunbutes and
design principles puiding the new structure, organizational chans of the cal-
fege and divisions, a summary of resulis from a survey of stadent sauslaction,
and 1 discission ol the role of feadership and weams m e new centers of spe-
alization

Erizape i Foodl s the user services coordinator at the ERIC Clearmghouse for
Communiy Colleges. .
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Whiile change is a defining characteristic of the communiy college.
change alone is usually ncither revolutonary nor deep enough to chal-

lenge the values of the organization’s members or consutuents. The
community college acts and changes in accord with its identity, and
organizational changes claborate that identity. The a tions of the com-
munity college indicate its goals, both as a vehicle {or soctal movement

and as an individual institution.

We are nat then expericneing a sea change, but perhaps we are
developing a clearer picture of the community college the kind of
istitution it is—nontraditional, sccral, and educanonal—and s fore-
most characteristics—adaptability, dynanmism, and mallcabibity Asalin-
ing system, the community college acts and changes it order e express

its nature and survive
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