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Now To Achieve the Goals





Project Focus was conceived in an attempt to get some impressions of how things were going. It was planned as a forecast study, seeking the perceptions of many people of what community colleges ought to be and of what they were likely to be five to ten years from now. We, wanted their views of the students to be served, the ways they would be served, who would be paying the bills. From these impressions about the future of the colleges themselves, judgments could be made about the purpose, objectives, functions, and organization of the national association serving them. Moreover, perceptions of what ought to be would provide a logical framework for consideration of kinds of structures of governance, administrative styles, support patterns, and community relationships.





The basic question, of course, was: What kinds of students should the community college serve? Resolution of virtually all other issues derives from the answer to that question. And it was on this basic matter that there was most agreement. This institution should provide educational opportunity to those who have not had it before. But then the divisions began and the frustrations surfaced. Current developments may be on a collision course with what was generally perceived to be central to the institutional mission: providing educational opportunity where it did not exist before.





However, to recognize a problem is the first step toward solution. I want to report conflicts between purposes and means as I heard them. I believe if these discrepancies are recognized, they can be dealt with. It is my view that community colleges can do more than respond to change�they can influence the direction of change in our society by the priorities they establish. Nothing impressed me more in my visits to community colleges and in my conversations with persons in state capitols than the call for the college "to be there," a kind of people's college, an educational resource center for the community, a liberating means for people in a society where opportunity for education means opportunity to live as a person.





Who Should Be Served?





More students and greater variety, those are the prospects. The impressive and sometimes, confusing picture of persons now served by community colleges likely will diversify even more. No educational institution will confront a broader range of human talent, not even the comprehensive high school. The community college cuts across many high school districts and reaches an older population which brings another dimension of difference.





I Students voice concern about the assortment of enrollees and especially the absence of a cohesive quality. This is disturbing, for a major problem in working with students who are the first in their families to experience college opportunity is a psychological one, the student's self�concept. This involves a sense of identity and his place in the group.





Large numbers of students say they don't know why they are at the college. Many would welcome an alternative to college�going. Finance often appears to be a factor. Many recent high school graduates are in these institutions because they don't know what else to do. The community colleges may be viewed by these students as an opportunity to defer decision making at low cost��cost in terms of dollars and ego shock.





The kinds of people who make up the college and the quality of their relationships are of critical importance to those who want to be recognized as persons. The attitudes and values expressed in interpersonal relationships will have a great deal to do with a sense of inclusion or alienation.





Increasingly, cries are heard for leaders with the capacity to listen, to understand, and to respond. Clearly there is need to seek ways to conserve the values of the person in an institutional structure that tends to be more complex and ponderous as its tasks multiply. More attention has been given to examination of college functions and purposes in order to plan buildings than to construct suitable forms of organization and administration. Insistent, probing, and sometimes aggravating questions from architects have forced educational planners to think about what the college is to do so that buildings would be appropriate to facilitate the functions. Functions precede structures is an old cliche but it has not as often been applied to matters of educational organization.  So the old structures persist in arrangements of students and professional personnel.





On one side of the campus there is the academic-transfer, ivy�covered curriculum with departmental or divisional organization. On the other side of the campus, there is the utilitarian, practical, clock�hour, eight�hour�a�day program of the vocational�technical students and faculty. And there is the evening college with its smorgasbord for all, its philosophy of tailoring programs to the interests of the students.





Examining Organizational Forms and Structures





If we assume that educational opportunities are needed that contribute to such goals as self�help, personal development, occupational training, and development of the intellect, are the commonly found organizational forms and structures suitable? The response must be that in general they are not. Rather they represent a past which was different in its expectations and demands.





For example, in former years one could find the open door concept, but there was not the same apparent feeling of social responsibility to deal effectively with all students, Now there are changed attitudes toward the revolving  door. This is no longer socially acceptable. There are pressures for people to leave community colleges as successes. How is success defined? If it is a dishonorable discharge, it is not success. How does the college organize to reflect the worth of its various activities and relate them in order to achieve the educational goals of the greatest number of enrollees?





Students have some views about this. They call for a stop to "dead end curriculum planning." They ask whether it is not possible to integrate occupational programs with enough of the academic so that if things change for the student he can move to the university. They object to finding in the community college the two or three track programs that they experienced in high school.





The Sorting Out of Students





Pressures are insistently strong to sort out students along conventional lines��transfer and terminal���with all of the assumed characteristics appertaining, thereto, This classification process has its most graphic illustration in the demarcation between academic and vocational education which persists from the United States Office of Education through the state administrative levels into the colleges.





It should be pointed out that in several states the concept of housing vocational�technical programs and the academic in the same institution, the community college, is still relatively new, And the search is on for effective arrangements. On both sides vested interests now give some evidence of joining forces. But the point is, if the student and the learning process are looked to as the reference points, a fresh approach is needed in organization of resources and personnel.





Approaches have seldom been taken that blend, mix, and stimulate the interaction of the college people. Rather. the ways of lower�division college and those of the vocational and technical schools seem to have been transferred to this new institution They are now under one roof� There is little evidence of a curriculum design that gets at common interests and concerns, cuts across subject matter, and seeks to utilize diversity for enrichment, motivation, and excitement.





Organization appropriate to the goals of these institutions is essential. Fears of anonymity, helplessness in the grip of the system, and other anxieties are reported not only by students, but by faculty, administrators, and board members. These concerns are not indigenous to the community college. However, students coming to community colleges now are particularly vulnerable to those fears. And they come to the college seeking something else. If they are able to achieve a sense of personal worth, if the institution can be flexible enough to accept and encourage them, and if it can establish a sense of community among those it serves, then the community college will be an agent of change in directions we tend to associate with democratic ideas.





Mounting numbers of minority group students are enrolling in community colleges. More are entering these institutions by far than other colleges and universities. Thirty per cent of the full�time enrollees in our national sample of institutions were other than Caucasian in race. A steep increase has occurred during the past two years. These figures are encouraging, but there remains a real question as to whether change is taking place as rapidly as circumstances require.





Improving Educational Opportunity





After many hours of listening to thoughtful, serious and sometimes angry minority personnel�students, faculty, administrators, Board members, people in various communities�I am convinced that improvement of opportunities for minority personnel must become a matter of first priority in America's community colleges. In some, places gaining access to educational opportunities was a pressing problem. In others, access had been gained and the crucial matters were the holding power of the institution and the provision of supportive services so that the student could complete his program.





In a few places there appeared new attitudes which may be profoundly significant as a forecast of what the future can be. In some institutions student morale is high and the community college is first choice. Minority leadership, substantial numbers of minority students, programs directly related to interests and backgrounds, and new attractive facilities appear to be among the elements in this recent and dynamic reshaping of the image of. the community college for some minority personnel.





For community colleges to serve minority students well there must be ethnic minority representation on the faculty, administration, and board. Faculty members must be sensitive to the special needs of minority students and committed to the philosophy that all are to be served and that all are capable of learning. Financial aid and other supportive services must be structured to meet actual needs. A complete service, from pre�enrollment counseling, university transfer or job placement, must be offered to complement the classroom and other learning experiences.





All of this can be done if persons within the colleges and within the communities that support them realize that the extension of such services is not only legitimate activity for community colleges, it is central to their reason for existence. Such services are the means for giving life to the philosophy of extending higher educational opportunity to all.





The Faculty





Community college faculty have little to do, as they see it, with the educational philosophy of their institutions. The signals appear to be called elsewhere�sometimes in a legislative mandate, or perhaps in a state master plan for education, or by some administrative directive with the effect that faculty are to implement the institutional task as defined by somebody else. A sense of minimum involvement in formulation of institutional purposes and goals ripens into perplexity and frustration when the student population appears not to fit traditional collegiate patterns and presents social and educational needs new to the teacher and beyond the scope of his training.





To say that there is a high degree of frustration evident among faculty members in community colleges would not be an overstatement. Some of it stems from uncertainties or differences of opinion with respect to the mission of the college. Frustration is also evident among those who accept the great diversity of students as appropriate, to the role of the college. Here the problem seems to be "How do we do it?"





There are other difficulties. A sense of collegiality is difficult to achieve. It is not easy to develop mechanisms for common approaches to institutional philosophy. However, the level of frustration is rising high enough to insist that, even in the face of extreme pressures, problems long existent but deferred be dealt with now. Many conscientious faculty members appear to be wondering whether they can teach at all, and as someone has said: "They now have got to fix it." To "fix it" may well require a special kind of teacher, one who is different from the conventional teacher in a senior college or university. My impression is that many faculty members are deeply concerned that their skills do not match this challenging, most complex, educational assignment.    





Two factors accentuate the need for faculty who can identify with and understand the student in a social environment, the emerging concept of the community college as a community�oriented I institution, and the diversity of student needs which requires a diagnostic, individual response. The reference point becomes the student in the community rather than the academic discipline.





A base of common experience can facilitate teacher�student communication. There is need to talk a common language. The teacher may know the student language as a result of his own early experiences, although he can forget and may need reminding. Or, if he has the capacity, he can learn to be bilingual and bi� or multi�cultural. For people who would teach in community colleges today, I heard many say, these cross cultural skills are equal in importance to competence in economics, political science, mathematics, or electronics.





Questions are asked: If they have never known failure, if their experience has been limited to the academic world, can they deal with a diversity of talent? Will they have a feeling for students? The career ladder for a teacher often consists of a series of academic experiences. He has mastered the system, that system. What appreciation does he have for a large number of community college students who come from a different world, who have mastered other systems, but initially are ill at ease and "not at home" in the college setting? Community college students are calling for teachers who have had a variety of experiences, who know the world, who have experienced more than an academic life. To qualify for a teaching post in the technical colleges and institutes of Wisconsin requires work experience beyond teaching whether your responsibilities are in technical or academic fields. There is broad support for the idea that teachers are better in their jobs as a result.





Adequate Teacher Preparation





Critical of graduate schools because of programs that did not relate to the actual requirements of community college teaching, faculty are equally critical of their own institutions for providing little opportunity to rectify those deficiencies. They ask for specialists to be brought in to work with them.





Clusters of community colleges are stepping up in-service training under provisions of the Education Professions Development Act. A few colleges offer faculty fellowship programs which encourage developmental work toward improving learning experiences. Some provide college funds and released time. Notable national leadership has been demonstrated by the State of Florida in directing toward staff development 5 per cent of the money provided by the state for instructional budgets. This is an excellent arrangement and should be available in other states. Alternatives may be needed, however, to formal graduate programs, alternatives that relate directly to the nature of the community college teaching task.





Presidents





Occasionally I had the impression that presidents were figuratively being drawn and quartered by divergent forces. For, in addition to faculty and student insistence upon being heard, seen, and involved, boards of trustees show increased desire to exercise the "review and evaluation" function. How can their interests be expressed, they ask, without the president feeling that they want to take over the institution? They, too, call for more trust and they ask for better, more evaluative, information. And there is the state legislature. An increasing number of decisions that bear upon the colleges are made in the state capitols.





Through all of this the note is repeatedly sounded: "There needs to be leadership at the top. I mean by the president. You have to get people to feel that they are on the same team. Only the president can do that."





What is it that only the president can do? I can make a strong case for this: to provide leadership for those involved in the work of the institution so that common goals are identified and accepted. That is a paramount responsibility.





Goals of the community college are seldom set entirely within the institution and by the local participants alone. Few matters, however, are more important than for participants to have common understanding with respect to what it is they are to do together. And it is for leadership of this kind that I heard the greatest desire expressed.





Another major challenge to leadership is the assurance of a process by which the college evaluates the effectiveness of resources and program in achieving established goals. The increasing demands at state and federal levels for "accountability" leave no doubt�unless those engaged in the learning process develop the will and means for continuous assessment of the individual's progress in learning and the institution's productiveness in terms of resources utilized, agencies outside the institution will do it, with the danger that yardsticks may be applied which are not appropriate to institutional goals.





Local boards, state�level agencies, and the federal Congress show dissatisfaction with the quality of data reported by institutions of higher education. The colleges collect a great deal of information but appear to store it rather than use it for managerial purposes. It is seldom used to measure effectiveness. However, a kind of economic determinism is bringing to an end any casual attitudes which might exist among educators with respect to institutional evaluation and accountability.





In the setting of goals, assembling of resources, and in evaluation, the major role of the president is to set free the potential of the participants in the enterprise and to cultivate an environment which encourages and supports, The college functions as a learning institution, so the president plays his role most appropriately when he is a manager of learning. He joins with others in accomplishment of goals which represent mutual interests.





The teacher in the community college is also a manager of learning. In a world exploding with knowledge he cannot expect to serve as a conveyor of information. His role is to provide leadership to the participants in the learning experience as they shape up their objectives, and to assist in tailoring educational programs to achieve the objectives. He helps to make available resources which will be useful to the student. He participates in the process by which evaluation is conducted on a continuing basis so that learners are able to correct errors and identify deficiencies. In short, both president and teacher are, in fact, managers of learning.





Recognizing common responsibilities and a large community of interest helps close the gap which too often exists today between faculty and administration. There is no logical reason for a dichotomy. The artificial divisions which now exist if perpetuated will handicap the college in attaining its goals. It is the span of responsibility rather than the substance of the task which differentiates between the role of chief administrator and the members of the faculty if they hold to the tenets of administration and learning process proposed here. But more is required than a profession of faith. New skills and understandings are needed.





Who Calls the Shots?





More of the decisions affecting the goals and priorities of community colleges, in all likelihood, will be made in the state capitols. The state legislature the governor's office, and state agencies will play an increasing part in shaping the future of these community�oriented institutions. The move toward greater state�level power comes at the same time as a rising demand at the local level for the college to be more quickly responsive to community needs as well as to broaden opportunities for participation by faculty, students, and community representatives in goal setting, and program development. The result is tension and struggle for decision�making authority among parties on the local scene and between those on local and state levels. Dominant among the state�level forces, in the eyes of most interviewees, will be the state legislature which shows not only increased interest inn educational matters but a new consciousness of its own role and responsibilities.





State�Level Funding





As enrollments rise and costs go up, the search for funds leads increasingly to the state level. The state wants to know what it is getting for its money. The legislature has little desire to deal with dozens of community colleges. It will look to a state agency as its point of contact. The quality of that agency will be of critical importance in maintaining a constructive tension between local and state forces. State�level leadership is required which has high respect for the capacity of the local institution to identify and respond to community needs, a leadership which exercises its authority more through persuasion than through regulation and seeks full discussion and involvement by those who will be affected by policy determinations.





Developments in state capitols may hold implications for future local board policy determinations. What I see happening, though, even in the face of possible limitation of power, is more active exercise of local board authority than previously has been the case. Actually, the community college board member is a relative newcomer to a field of activity long occupied by public school boards of education and the regents and trustees of the college and university world. In a number of states the identity of the community college board member has been established within the last five years. Add the fact that two to three hundred new institutions have been established during that same period of time, and the result is several hundred new trustees seeking to determine the suitable role of the community college board as well as their responsibilities as members. At the same time that this has happened, another new entity has emerged, the state�level community college board. Now there is the problem in several states of sorting out respective responsibilities and authority between local and state levels.





The legal responsibilities placed upon boards of trustees which function in an environment of rapid, sometimes revolutionary change, will require them to be more involved in the conduct of the institutions than generally has been true in the past. But the need is not for boards to do the president's work, rather to insist upon exercise of its own full legislative authority with the support of an executive who is equally clear as to his role.





Looking to the future, I found general agreement that the faculty of community colleges should be more involved in those decisions that affect them and their work, and that such participation is likely occur. The nature of that participation is of crucial importance in fulfillment of college purposes. Will the organized power of faculty, which is taking a variety of forms throughout the nation, be utilized predominantly to make secure the place of the faculty member within the institution? Or will it have broader reach toward institutional goals? If the latter, it will not be enough to develop a deeper understanding of respective roles of faculty, board, and administration, nor to achieve greater skills in relationships. New patterns of organization may be required which are more suitable to the specified ends.





Although there are a growing number of community colleges where student participation exists, I found that student desire for a voice in the operations of the college was often perceived by the, board and sometimes by administration as protest or disruptive dissent. On the other hand there was acknowledgment that the right to vote at age 18 represented a recognition of maturity which suggests appropriate involvement and consultation with students.





To what extent will students "call the shots" in community colleges? The answer will vary according to the social and political makeup of the area in which the college serves. Most important though is whether the community college is viewed as an institution designed to process academic products or whether an important goal of the college is involvement of faculty, administrators, and students in a learning process not limited to the classroom --which encourages participation, interaction, and shared responsibility. If this is the case, then goals of learning, such as self�management, ability to relate effectively to others, capacity to exercise initiative and to assume social responsibility can be realized by exploiting the learning opportunities implicit in the total operation of the college.





Who Pays the Bill?





"Property tax has had it." That was the message that came through to me in the early months of 1971. The states were in a serious financial plight. Although other social needs vied for attention, education still took a big part of the public budget and local property tax revenues were the main source of support. I had the feeling that the balloon was about to burst. The financial needs of the schools, an inflationary setting, and public resistance to the traditional tax ways were interacting and the atmosphere was heating up. In late 1971 the California Supreme Court knocked down the state's reliance on local property tax for schools. Serrano vs. Priest resulted in a ruling that the use of local property taxes as the major source of funds for public education was unconstitutional. The court held that the property tax system discriminated against the children who happened to live in poor districts with meager property tax resources. Somewhat similar rulings followed in Minnesota, Texas, and New Jersey. In those states where community colleges receive part of their support from these local sources, they are bound to be greatly affected by the change in support patterns to be required as a result of court actions. And in those states where the major support has been from the state level, there are to be new questions about the equitable distribution of state�level funds not only among colleges and universities but among the schools as well. Now who is to pay the bill?





Financial planners seem to be saying that in community colleges no more than a minimum financial burden should be placed upon the student. Tuition should be kept as low as possible and when society perceives education beyond the high school as a right then the cost of such education should be considered a public responsibility.





The Student's Share





It is possible that a substantial difference will exist between what should be and what is likely to be, however. Perhaps the easiest element to deal with in the college income mix is that of tuition. Up to the present, property owners and the state legislature appear to be much better organized in advocating their points of view with regard to contributions toward the cost of college, than the students. With property owners crying for relief from taxes and the legislature besieged by many interests, each convinced of the supreme value of his cause, the student may seem the lesser of the evils to be dealt with. There is much evidence that despite professions to the contrary, the student's share of the cost is increasing. Community colleges may be pricing themselves out of the market they should be serving.





The community college, largely dependent upon local tax support in the past, now looks, toward the state for the major share of its financial means. What the state is willing to pay for will have a lot to do with the kinds of services offered by the institutions.





There are now numerous examples of financial support patterns that impede rather than encourage movement toward the generally perceived goals of the community college. Procedures and definitions used in the apportionment of state funds can, have the effect of restricting flexibility and adaptation of the institutions to new knowledge.





We must highlight an essential principle. In order to determine suitable means for financial support of community colleges, it must be ascertained what it is these institutions are to do within the state system of education. Present financing patterns often are not expressly designed to facilitate the achievement of institutional goals.





The community college affects other educational institutions within the state and, in turn, is affected by them.





It is time to acknowledge the reality of the interrelatedness of institutions and the need for a "systems" approach to statewide educational planning. There is urgent need to define the scope and mission of the many institutions that represent resources for educational tasks. I see growing emphasis upon the importance of having a state system of education which does everything. Comprehensiveness is achieved through effective relationships among all the elements in the system. In effect, the state's many institutions are so interconnected, public and private, in their services and reciprocal in their relationships that they provide a "university without walls."





Some educational planners are now taking an honest look at the potential service area of the college and drawing clues for the kinds of college services and programs from that examination. This is a dramatic shift of view from a starting point of traditional ideas of what a college is and does. It is a turnabout in reference from "higher" education as a body of knowledge and processes to the sociology, the economics, and the psychology of the people who are to be served. Who are these people? What educational services are unmet? This basic and most essential shift in orientation is beginning to take place. An obvious reason for this, of course, is the insistent pressure of the social environment.





An Agent of Social Change





Should the community college be viewed as an agent for social, change? Those who question the definition of the college as a change agent are often concerned that this means advocacy as it relates to a political or partisan position.





But the community college, by its very nature, is an advocate of a value position. It declares that educational opportunity should be available to all. Implied is recognition of the value of each individual to himself and to society. In a society which has established educational institutions as a means to mobility, the very existence of the publicly�supported community college with its open�door policies clearly demonstrates a view with regard to the desirable directions of social change.





The variety of programs offered by the college also reveals its value orientation. Some of these are now under question and examination. Do these show a preoccupation with the world of work? Do they reveal enough concern for other aspects of human life, such as self�knowledge, family relationships, civic participation and obligations, lifelong learning, and creative expression? The role of leadership of the college is to encourage .such questions, their discussion, and the illumination of issues through accessibility to experiences of other people and other times, and assistance in projecting the probable results of values selected and positions taken. The college programs will appropriately change to relate to social needs.





Racial and Cultural Interaction


In another way the college serves as change agent. The first genuine interaction among the, various racial and cultural groups takes place in some cities when the student reaches community college. This is due to the ethnic geography of the district. The community college can transcend the housing patterns that have limited elementary and secondary education. Much the same thing can be said about age distribution as is said about racial and cultural differences. The colleges are responding to both ends of the age spectrum, day care centers on one hand and services to the elderly, on the other. Interaction of age groups may have much more social significance than is commonly recognized at this time,





Equal opportunity. human rights, quality of life, the values of cultural difference, so many elements considered implicit in America's social fabric are being challenged and questioned. Consequences of social and economic policies have become painfully apparent in unlivable cities, smoggy skies, and dirty water. It is clearly a time for a new focus upon the value of the person, his place in the group, and the importance of interrelationships of people. These conditions are calling for an educational institution on the scene since the turn of the century as a junior member of the higher education establishment, to take on its own role, to reshape its priorities and purposes, and to provide educational opportunity to those who have riot had it before.





Some  are saying we are taking, on an almost impossible task. These are tasks for which many of us have not been suitably prepared. There are discrepancies between our professions and performance. The professions are commendatory, the goals are worthy, the discrepancies must be acknowledged. They become our program of work��our plan of development.





We built the colleges. The millions came. Now we must make good on that promise. To achieve our goals! That's our job now.


