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ABSTRACT :

The general purpose of this study was to examine a model for professional
development designed to meet the nceds of administrators who work within the
community college segment of higher education. Specifically, the research project was
structured as a formative evaluation of the California community college administrative
development program entitled Administration 101 offered through the state’s primary
professional association for administrators, the Association of California Community
College Administrators (ACCCA).

The study employed a mixed research methodology that included quantitative and
qualitative approaches to assess:

1. The usefulness of the concepts presented in Administration 101 based on the

perceptions of participants and presenters,

2. The need for other program topics that should be incorporated in future sessions,

3. Program curricular elements that should be expanded, deleted or modified.

4. Ways in which the formats and delivery strategies utilized in Administration 101

could be changed to facilitate participant leaming.

The results of the study pointed out the need for 1) improved integration and
coherence of curriculum elements, 2) the need for expanded use of interactive and
application-oriented case studies in the delivery of the program. and 3) a cumculum
development direction for the program.

The findings of the study also substantiated the significance of the Administration 101
practitioner-based program model in meeting the unique professional development needs
of California community college administrators.

iii
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Leadership Development Program 1

INTRODUCTION
The purpose of this study is to examine a model for administrative professional
development that is designed to meét the needs of practitioners who work within the
community college segment of higher education. Specifically, this study is designed as a
formative evaluation for the community college administrative development program entitled
Administration 101 offered through the state’s primary professional association for
administrators, the Association of California Community College Administrators (ACCCA).
As such, this study extends the current research on the subject of administrative icadership
development, especially as the concepts apply to the unique California community college
environment.
Background of Study
Community colleges nationwide enroll one-half of all first year students entering
institutions of higher education (Kent, 1996). Within this major segment of higher cducation,
California Community Colleges comprise the single largest system. with 108 collcges
statewide that enroll 1.6 million students. It is therefore not sarprising given the magnitude of
the enterprise, that community college administration has come into its own as a ““collegial
profession “(Garavalia, 1996). Accompanying the growth of community colleges as a segment

in higher education has been the concomitant growth in the scope and complexity of the
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8]

community college mission. In California, the community college mission has been well
defined within the state Educational Master Plan for Higher Education to include general
education/transfer preparation, vocational/technical career education, basic skills
development, and a number of community learning programs and activities. Community
college administrative roles and responsibilities have likewise grown increasingly complex in
order to fulfill these multiple objectives and mandates.

Unfortunately, professional training and development programs have not kept pace
with the challenge. Nationwide there exist only five doctoral programs that specialize in
community college administration and leadership—none in California. Typically, colleges and
universities offer support for community college specialties only as options within existing
educational administration or leadership programs; frequently, there is a lack of curriculum
designed specifically to explore community college topics. The recent advent of the
Community College Leadership Development Initiative (CCLDI) reflects a statewide
recognition of the need for specialized professional development.

It is within this context that the significance of the ACCCA professional development
program, Administration 101, is best understood. In response to the expressed needs of the
field—and in an attempt to address the lack of professional development opportunities
available to California community college administrators-- the Association undertook the
design and implementation of a specialized, intensive training program targeting this
population. The Administration 101 curriculum presents an overview of the topics and issues
considered to be central for effective administrative functioning in the field, such as
governance, the regulatory environment, selected instructional and student service issues and

other key subjects. The five-day program was first offered in summer 2001 at the University
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Leadership Development Program 3

of California, Los Angeles Sunset Center. The need now exists to evaluate the effectiveness of
the program from the perspectives of both participants (consumers) and presenters
(providers). The proposed evaluation will be conducted on behalf of the Association’s
Management Development Commission (MDC) that is charged with conducting the program.
As a formative evaluation, to paraphrase Patton, the main purpose of the project is to provide
feedback to program organizers that can be used for on-going program development and
improvement (1980).
Need for Community College Training Programs

1t is instructive to survey the historical development of community colleges over the
past few decades to fully appreciate the need for well-trained administrators within the
community college system. The decade of the 1970’s were characterized by growing
enrollments but declining funding and rising costs; a consequent value was placed on good
managers who could be effective and efficient. The 1980’s introduced a preoccupation with
issues of quality and institutional effectiveness. Policy papers from this era stress the need for
improvement of undergraduate education that translated into a concern for quality. standards
and performance accountability. The challenges of the 1990’s and the first decade of the
millennium include concerns over increasingly diverse student populations who require
innovative delivery systems and improved access. Just as critical has been the rise in
competition among colleges and private sector providers for students. funding resources and
federal dollars. For community colleges there exist continuing pressures to address workplace
training needs in addition to those of transfer preparation as part of the community college

mission. (Green, 1988).
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Leadership Development Program 4

Rouche (1996) and Baker (1992) emphasize that community college administration
. will never again be like it was in the opening decades of the 60’s and 70’s. In these

entrepreneurial times, community college administration was a patchwork of structures led by
“faculty types” managing small enrollments, budgets and facilities in loosely defined
environments. The explosion of enrollments as well as the development of the comprehensive
community college mission has necessitated the creation of a distinct professional niche for
administrators who lead this segment in conjunction with faculty colleagues. Baker (1992)
has comparatively catalogued the challenges of today over those of 25 years ago. In his view,
the American community college is characterized by:

Volatile enroliments, alarming attrition rates, shrinking economic resources, increasing

controls by state governments. ..rising pressures placed on curricula by expanding and

changing technologies, new challenges related to increased diversity in the workforce

and among students, and the challenges of under prepared students (1992, p.1).

In California, a unique set of environmental factors likewise contributes to community
college organizational complexity and leadership challenges. First, milestone legislation
passed in 1987, AB 1725, created structural divides between faculty and administration; t! €
law also formalized “shared governance™ processes for a number of specified professional
activities. Second, community colleges must function within a densely regulated system—
namely the detailed State Education Code and Community College Title 5 administrative
provisions that govern every facet of community college educational operations. Collective
bargaining agreements in place throughout California community colleges further limit and
restrict administrative prerogatives. Increasingly, legal issues such as American Disability Act

compliance and questions such as those of sexual harassment and violence in the workplace
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Leadership Development Program 5

have emerged as administrative concerns. Finally, in 1999, a statewide performance-based
funding mechanism entitled Partnership for Excellence was implemented to ensure
accountability for system wide outcomes. It is clear, therefore, that unigue factors within the
California community college environment parallel those at the national level and create
requirements for effective and efficient administrative leadership in order to cope with and
address such challenges.
Background of Administration 101 Project

Specific background information regarding the need for an ACCCA Administration
101 program within the state is presented in order to highlight the significance of the program-
-and by extension the need for this evaluation study. Further, a general overview of the
evolution of the program within the context of the California higher education environment
may be helpful in understanding the genesis and nature of the ACCCA response.
Administration 101 is best understood as a kind of “first response” to the current need for
administrative professional leadership development within the state. While it is not the only
response, the ACCCA program does represent a unique, field-driven approach to meeting the
professional development needs of its constituency. As such, the program model is worth
examining at this point in its development, especially in view of the fact that ACCCA intends
to continue to offer the program on an on-going basis. The purpose of this study.is to provide
the organizatior with the feedback necessary to strengthen, improve and build upon the first
effort.

In order to function effectively in the California community college environment—

highlighted earlier—administrators must possess a knowledge base of specific regulatory

codes, finance, governance and legal aspects. The literature suggests that there needs to be
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Leadership Development Program ¢

collaboration between scholars and practitioners to design optimal professional development
programs (Walker, 1979; Cohen,1986). Programs are needed that incorporate
academic/theoretical content as well as applied understanding of administrative work.

The challenge of developing leadership in California community colleges has long
been recognized. The Report of the Joint Committee of the California State University and the
California Community Colleges on Leadership Programs (1987) described a number of policy
studies, including the work of the Coramission for the Review of the Master Plan for Higher
Education and the California Postsecondary Education Commission (CPEC). An inventory of
existing leadership programs is included in the work of the Commission. Emphasis is placed
on formal doctoral programs in education. One noted gap in this survey is the absence of
community college field input.

Further evidence of the growing awareness of the need to develop community college
leadership is the creation in Spring, 2000 of the California Chancellor’s Office Task Force on
Community College Leadership. Chaired by Brice Harris, Chancellor of the Los Rios
Community College District, the group has been charged with exploring two questions: 1)
What programs or initiatives to develop new leaders and support existing leaders (including
administrative, faculty, staff, and students) should the California Community College system
initiate, sponsor, and/or recognize? And 2) Should the system seek funding to support these
programs or initiatives?

The report draft prepared by the Task Force (2001) documents the dearth of leadership
training programs designed specifically to meet the needs of the community college system as

follows:
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Leadership Development Program 7

One clearly troubling trend in California is the declining number of formal degree
programs aimed specifically at community college leaders. Programs at universities in
California that were once dedicated exclusively to the training of community college
leaders have been weakened...There continues to be a wealth of Ph.D. programs in
California in specific subject areas, but these are not necessarily pathways to
leadership in community colleges...No California programs appear on lists of the most
recognized community college leadership programs in the nation, even through the
state has the largest system of community colleges in existence.

More recently, in April, 2000, the Community College Leadership Institute (CCLDT)
marked the creation of a partnership between the California community college system and
the Claremont Graduate School. This was a milestone development as it specifically focused
on community college administration. The CCLDI model typifies the traditional education
administration approach; it envisions the creation of a formal doctoral program of study to be
offered through existing public and private universities in the state. The innovative aspect of
CCLDI is the formalized linkage between the California community college system and
university providers. For the first time in many years, community college practitioners have
the opportunity of providing input into program design and curriculum.

Another approach to meeting California community college administrative leadership
training needs has been through the work of the state’s two primary professional associations:
the Community College League of California (CCLC) and the Association of California
Community College Administrators (ACCCA). As evidenced by their conference programs

and on-going activities since 1998, the development of administrative professionals equipped
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Leadership Development Program 8

to deal with the changing needs and new demographics of California community colleges is a
major statewide priority.

Specifically representing the administrative constituency, ACCCA in 1999 identified
its new organizational priority to be the implementation of a leadership development program.
Its Commission for Management Development was charged with identifying core
content/knowledge elements ru,nired for effective California community college
administration. The group examined a number of existing community college leadership
training programs and institutes available nationwide, such as the national Department Chair
Academy located in Phoenix, Arizona . The ACCCA Board and membership rejected such
models, however, on the basis that these provided “generic leadership topics™ that failed to
address the specific training needs of California community college administrators (Blue,
1999). The ACCCA Board therefore created a curriculum advisory board drawn from the
ranks of administrative practitioners within the California community college system. The
charge to the group was to structure the model curriculum for a professional development
program designed to prepare and support administrators to function successfully within the
state community college system. The project was entitled Administration 101.

Through a number of channels, including the use of focus groups conducted at the
Association’s annual spring conference as well as the state’s Chief Instructional Officers
Conference, a number of special issues and topics were identified by the field as cssential for
administrators to understand in order to work effectively in community colleges. While some
topics are similar to those that appear on many national community college association
agendas, such as those of the American Association of Community Colleges (AACC) and the

national Department Chair Academy, the following list describes and defines the topics within
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Leadership Development Program 9

the context of California’s unique regulatory, fiscal and governance environment. Examples
of topics include but are not limited to the following:

e California Community College Governance—understanding the mission and goals of
California Community Colleges; community college governmental relations; the role
of the system’s Board of Governors as well as the governance structure at local levels;
and the principle of consultative/participative governance as defined in AB 1725.

o Instruction and Student Services—the community college curriculum development
process; matriculation and assessment requirements; enrollment management; and
selected aspects of unique instructional delivery modes such as Distance Education
and leaming support services.

¢ Institutional Dynamics/Strategic Planning and Administrative Roles—tools for
undersianding institutional culture and politics; exploring collaboration,
communication and linkages with the community for purposes of educational and
economic development.

¢ Human Resources- Education Code and Title 5 requirements for recruitment.
selection, hiring and the tenure process for community college faculty as well as
understanding collective bargaining and various legal aspects of human resource
management.

(See appendix A-Administration 101 Curriculum)

In summer, 2001, ACCCA conducted the first Administration 101 program. Originally
planned for a maximum of 50 participants, the program was immediately oversubscribed, and
registration had to be limited to 65. Administration 10/ had obviously “hit a nerve.”

Applicants—or their home institutions-- were willing to underwrite costs and spend five
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intensive days of study at the UCLA Sunset Confererice Center. Program presenters included
recognized leaders within the state system and represented a wide variety of specializations
and professicnal roles/positions. Participants were drawn from every region of the state, from
every type of institution (single and multi-college districts) and from every professional level
(faculty coordinators and directors through the ranks of deans, vice presidents and even one
new president). Based on this initial overwhelming response from the field and given the
evident training needs expressed by participants, the ACCCA Board determined to continue
Administration 101 and build upon the model.
Statement of Problem

Given the direction of the ACCCA Board, members of the Association’s Management
Development Commission organized to continue Administration 101. A sub-committee was
formed and charged with planning for future sessions, continuing to implement the program,
and developing and proposing refinements and revisions to program curriculum in order to
maintain program currency and ensure the incorporation of new topics or changing field
requirements for California community college administrators. Changes to program
curriculum are ultimately reviewed and approved by the Management Development
Commission and the ACCCA Board. Central to this endeavor is the need of program
organizers to evaluate what is working well within the program and to identify Whut needs
revision. It became clear that a formative evaluation of Administration 101 was necessary in
order to provide the information needed for on-going program development an+ improvement.
This then is the problem addressed in this study.

Since its initial and only session, there has been no follow-up evaluation regarding the

usefulness of the core content nor any subsequent identification of additional training needs
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Leadership Development Program 11

that may exist. What other learning needs, if any, may be identified among community college
participants of Administration 101? Are there specific aspects of the program that participants
would have preferred to see expanded, enhanced, or de-emphasized? Are there other topics
relevant to community college administrative leadership that participants would have liked to
see introduced? Secondly, a need exists to examine the delivery formats used in the program..
Because the program is not static but will evolve over time, an opportunity exists to build
upon first year experiences of Administration 101 participants with follow up evaluation
activities conducted during the second session that took place in July and August, 2002.
While the general goals of the program are well understood, the program curriculum
design and the delivery formats must be evaluated ‘..vith an eye to refining and improving the
program if it is to flourish. Program organizers are only too aware of the challenge of
translating a “model California community college administrative training curriculum” into an
actual quality training experience. Presenters, topics, learning activities, and general program
organization must be assessed as it actually occurs in order to provide the basis for program
improvement. While initial enrollments in this program have been strong— even cxceeding
or'ginal projections—the program can only persist and grow if participant expectations are
successfully met. After all, initial program enrollments could have been a reflection of the
level of need for a professional administrative training program for California community
college administrators. An unsatisfying or poor quality program could result in participant
dissatisfaction, and by extension, lead to negative word of mouth that in tumn could weaken

future enrollments in the program.
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Purpose of the Study
The purpose of this study is to evaluate the first two sessions of ACCCA’s
Administration 101 program. As such, this constitutes a formative evaluation to be used by
the ACCCA Management Development Cor..  ;sion (MDC) to improve the program. The
evaluation is based on the perspectives of two populations: the program presenters and the
program participants (consumers). The goal is to present a coherent picture that merges
these two perspectives regarding the content, format and delivery of the program. It is
therefore anticipated that evaluation results will point to possible new directions or topics
as well as revised formats and delivery strategies for the program.
Research Questions
1. Based on participant and presenter responses, how does the program content meet
the goals of Administration 101?
¢ In what ways do these two groups perceive the usefulness of the concepts
presented in Administration 101 (content)?
e Are there other topics that should be incorporated in future sessions?
e Are there Administration 101 curriculum content elements that should be
expanded or deleted or modified?
2. What are participant and presenter reactions to the format and delivery of
Administration 101?
e Are there ways in which delivery strategies could be changed to facilitate

participant learning?
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Significance of thé Study

1t is anticipated that the proposed study will extend in a modest way the current
research and literature on community college administrative leadership development and
needed administrative leadership skills, especially as these concepts apply to California
community colleges. Specifically, the study will address identified gaps in the literature by
focusing on 1) California community college administrative leadership skill requirements, and
2) practitioner-based definitions of needed competencies and skill sets, and 3) the organization
and delivery of these skills.

Findings will be shared with the Management Development Commission of ACCCA
in order to improve program quality, particularly in areas dealing with curriculum design and
delivery. On a broader level, it is anticipated that the study will contribute to further
understanding of administration leadership development needs in California community
colleges. The study will rely on practitioner input to articulate perceived administrative
leadership development needs.

Because there exist such few programs and opportunities for administrative
professional development that specifically target California community college
administrators, the ACCCA Administration 101 program model promises to be especially
valuable for other potential educational providers. For instance. in January 2002, state funding
was approved for the State Chancellor’s Office to implement the establishment of the
Community College Leadership Institute (CCLDI) at Claremont Graduate University. The
ACCCA program model may well serve as a point of departure for the development of a
graduate curriculum. The CCLDI is to be a collaborative effort between community college

practitioners and graduate level academicians and scholars. This study offers a channel for the
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voices of significant numbers of community college administrators as to the topics, issues, and
delivery formats preferred by the target population. Additionally, other potential higher
education providers such as the University of California (UC) and the California State
University and College (CSUC) systems or other in-state private institutions may find the
results of the evaluation useful in developing curriculum designed to meet the needs of
community college administrators within the context of existing educational administration or
leadership programs.

Theoretical Assumptions, Conceptual Framework, and Methods

For purposes of this introductory chapter, the theoretical underpinnings and conceptual
framework used for this evaluation are described only in general terms. Chapter 2 presents a
review of the literature and theoretical assumptions and conceptual framework used in this
study. Suffice to say at this point that there exists a wide array of theoretical approaches and
ways of conceptualizing evaluations. This study is designed as a formative evaluation study
that is driven by a utilization focus, as described in Patton’s work (1997).

Generally speaking, this evaluation study could loosely be characterized as a type of
action research. This research form has as its primary goal the intent of addressing a stated
problem or improving an established system or practice. The purpose of this study is precisely
that: to provide assistance to the Association of California Community College Administrators
(ACCCA) in its efforts to address the professional development needs of California
community college administrators and to strengthen the Administration 10/ program.

Action research is widely used in educational settings. It offers a method to improve
practice through a cycle of observing, reflecting, and acting. Information is gathered through

multiple means, often including both quantitative and qualitative approaches. During
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reflection or analysis, the data are interpreted and multiple viewpoints are shared and
synthesized, often by the very stakeholders within an organization. An assumption is made
“that those who have previously been designated as subjects should participate directly in
research processes and that those processes should be applied in ways that benefit all
participants directly “(Stringer cited in Glessne, 1998). Action Research typically leads to a
subsequent cycle of planning and implementation based on the data gathered in the research
phase. Such an activity goes beyond the purpose of this study. Nonetheless, action research
protocols (participant-based data gathering) and its central “bias for action” characterize this
study.

This study may be classified as one of program evaluation; specifically, it is
conceptualized as a formative evaluation that incorporates a mixed methodology of qualitative
and quantitative techniques. It has a process focus--rather than that of outcomes, impact, costs,
or cost benefits. The goal is to provide the “consumers” of the study with information needed
to make changes in the ways that the ACCCA Administration 101 program is being offered.

Patton (1997) stresses that program evaluation is:

The systematic collection of information about the activities, characteristics and

outcomes of programs to make judgments about the program, improve program

effectiveness, and/or inform decisions about future programming. Utilizz;xion-focused
program evaluation (as opposed to program evaluation in general) is evaluation done

for and with specific intended primary users for specific, intended uses (p. 23).

This definition emphasizes systematic data collection rather than applying social
science methods. Patton stresses that program evaluation differs from traditional forms of

research in the purpose of data collection and standards for judging quality. The goal of
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scientific research, in his estimation, is to “discover new knowledge, test theories, establish
truth, and generalize across time and space.” In contrast, program evaluation is undertaken to
“inform decisions, clarify options, identify improvements and provide information about
programs and policies within contextual boundaries of time, place, values and politics” (1997,
p. 24). The critical distinction between research and evaluation, according to Cronbach and
Suppes as cited in Patton (1997), is the difference between conclusion-oriented and decision-
oriented inquiry.

In terms of theoretical outcomes, this study does not purport to create new
frameworks—simply to provide new interpretations based on practitioner perspectives. At
best, “empirical generalizations™ at low levels of abstraction as defined by Glasser and Strauss
(1967) will result. My purpose is to use research findings from this study as well as those of
related studies to raise new questions about the best approaches for developing and training
California community college administrators for today’s educational environments.

In order to answer the research questions, a mixed research methodology that included
both quantitative and qualitative approaches was designed for purposes of this formative
evaluation. Research methods included the following: 1) An analysis of participant written
evaluations from both the 2001 and the 2002 sessions was used to assess program content and
delivery. 2) Focus group interviews were conducted with selected participants of the summer
2002 session to assess content and program delivery. 3) Follow up surveys were sent to all
members of the second cohort to query them on the value and usefulness of Admintstration
101. They were asked to describe in what specific ways, if any, they had applied
Administration 101 program concepts and strategies in their work. 4) To incorporate the

presenters’ perspectives, phone interviews were conducted individuaily with those retuming
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for the second summer session; again, the focus of the interviews was on program content and
delivery questions. Presenters had the opportunity to provide impressions of what worked and
to identify challenges they experienced in effectively presenting assigned topics. By
describing and analyzing the perspectives of both presenters and participants and triangulating
the data and results of the various methods, an in-process assessment or formative evatuation
of the Administration 101 program emerges.

Limitations of the Study

In terms of methodology, the study utilized the written evaluations completed by
participants of ACCCA’s Administration 101 programs. A clear limitation of the study is that
the design and focus of these evaluations were not established with the idea of answering
broader research questions regarding professional development needs of community college
administrators. Therefore, analysis of the written evaluations was supplemented by follow-up
surveying of participants of the summer 2001 Administration 101 session. In this way, broader
questions of the value and utility of the program curriculum were explored.

As a formative evaluation, the study had the further limitation that it is aimed at
making improvements in program implementation. The study does not include an
experimental design wherein “treatment”—namely the Administration 101 programs-- for
session I (summer 2001) participants is compared to that of session [ (summer 2002). Rather,
the focus was on identifying methods of improving the program, be it in terms of content
definition or delivery formats. It was anticipated that as the program evolved, certain minor
modifications would take place in the program structure. Although the curriculum and cven

the composition of presenters remained generally the same, inevitable changes took place
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between the 2001 and 2002 sessions. This evaluation study required taking these adjustments
into consideration.

A broader limitation of the study is that it focuses on a very specific administrative
leadership development program within the state; therefore evaluation findings may not be
generalized to other state community college systems. The very nature of the intense institute
format also means that results may not be generalized to other types of programs, such as
programs of graduate study in educational administration or leadership.

The role of the researcher in this study posed another potential limiting factor. Glessne
(1998) and others have observed that when one is familiar with a culture or group, one’s angle
of vision is narrowed by personal bias. In short, one brings assumptions about what is going
on. This proposed study constitutes a kind of “backyard research.” As a working community
college Vice President of Instruction, I have clearly developed certain views and assumptions
about the roles and responsibilities of community college administrators, and I have
established perspectives on the nature of the California community college environment.
Thus, there are caveats related to performing “backyard research” that I will address about
being in the role of researcher. As discussed in the foregoing section, I have selected several
approaches with an eye to balancing or addressing my own researcher bias.

In what ways does my role as an instructional administrator affect my effectiveness as
aresearcher? Glessne indicates that in Action Research, the researcher works within the
organization to “make projects better.” My familiarity with California community college
administration and with the actual community college field of 108 institutions equips me with
an understanding of participant experiences. Access to data and to respondents themselves is

facilitated by my current position and by my membership in ACCCA.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 19

Beyond the overarching advantage described above, however, there are specific
aspects of this study which served, by design, to buffer my involvement in the study and
served to minimize any possible “conflict of interest” as I worked with administrator
participants:

1. This evaluation study and activity took place outside of my own institution. Indeed, I
enjoyed a certain anonymity as I undertook the project as a volunteer in a professional
association.

2. The report was prepared for use by an external agency, ACCCA, outside the structures
of any community college in the state. This also contributed to the validity of
participant responses.

3. Participants selected for interview in this study did not have a formal linkage or a
reporting relationship with me in any way.

4. The focus of this study fell outside of my own day-to-day responsibilities as a college
administrator. Thus, there existed significant emotional and even “cognitive” distance
from the subject of the study. That is, results do not reflect on either my own or my
College’s functions. I could afford to be “objective” or “neutral” about findings and
recommendations.

5. This study did not uncover what is termed “dangerous knowledge.”

On the whole, I believe that my professional experiences constituted an overwhelming
advantage in conducting this study. My own commitment to quality professional standards
for community college administrators provided me with the motivation to undertake the
work. In conducting an evaluation of the Adminstration 101 program and its curriculum,

in my estimation, it proved to be an advantage for the researcher to be informed and well
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versed on the issues, principles and environmental realities of administrators who work
within California community colleges.

Finally, a key check on researcher bias is the fact that study findings will be
submitted to the ACCCA Commission for Management Development, a group composed
of peer administrators drawn from diverse community colleges across the state. Members
represent every type of administrative position—from Director levels to Chief Executive
Officer-- and from every unit, including but not limited to Instruction, Student Services,
Human Resources, Business Services, and categorical programs such as Disabled
Students’ Program Services. This group is well equipped to identify and factor out narrow
or biased assessments.

Overview of the Study

The following describes the organization and contents of this study.

Chapter 2, Review of the Literature and Theoretical and Conceptual Framework,
explores three specific bodies of literature that have relevance to this study: 1) the
professional competencies required fro effective community college administration; 2) the
means or professional development avenues available for acquisition of the skills needed
for effective community college administration; and 3) the nature of the emergent
leadership challenge—and by extension, the “new skills” needed to meet thése challenges.
Special attention has been focused on the unique administrative leadership issues within
California.

The theoretical underpinnings of this study are also explored in Chapter 2. A
comparison and contrast of diverse theoretical approaches and models is presented,

including a discussion of objective and values oriented studies. Since this evaluation may
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be placed in the latter category, theoretical approaches and various methods for
conducting these type of studies are described in that chapter. The discussion includes, but
is not limited, to an assessment of responsive evaluation, the CIPP model (incorporating
components for context evaluation, input evaluation, process evaluation and product
evaluation), and the Formative-Summative approach as developed by Scriven.

Chapter 3, Research Methods, describes the methods utilized in this study and
the procedural logistics involved in collecting the data. Approaches to sampling strategies
and data analysis are also discussed.

Chapter 4, Results and Discussion, presents a description of the population of
the study and data handling procedures. The central focus is on the presentation
of results based on the data collection strategies, including 1) analysis of participant
evaluation questionnaires, 2) participant focus group discussions, 3) follow-up survey of
2002 program participants, and 4) presenter interviews. Analysis of results and
preliminary findings are presented within each section.

Chapter 5, Findings, Recommendations, Implications, and Conclusions.
presents a synthesis of the findings related to the research questions. Recommendations
related to program content, delivery formats, and possible future curriculum directions are
presented. The implications of study findings in relation to the literature pertaining to
community college administrative professional development are also discusscd.
Limitations of the study are described, and future directions for research are detailed.
Finally, conclusions regarding Administration 101 program outcomes and their
implications for further development of professional development programs for scrving

California community college administrators are highlighted.
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CHAPTER 2: REVIEW OF THE LITERATURE AND THEORETICAL CONCEPTUAL
FRAMEWORK

The purpose of this chapter is twofold: 1) Present a review of the research literature;

and 2) discuss the theoretical/methodological framework of the study.
Review of the Research Literature

Three bodies of literature have particular relevance to this study. These areas of
scholarship include research on the following topics: 1) the professional competencies
required for effective community college administration; 2) community college professional
development avenues for acquisition of skills needed for effective community college
administration; and 3) the emergent administrative leadership challenges within community
colleges today—and by extension, the “new” skills needed to meet these challenges. Special
attention has been focused on the unique administrative/ leadership challenges within
California.

Rather than providing an exhaustive review of the literature, this chapter focuses more
selectively on the strands of research that informed this study and that provide background for
understanding the goals and program curriculum of the ACCCA Administration 10] institute.
Gaps in the literature will be suggested that highlight the need for further work, particularly in

the area of practitioner-based research.
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Administrative Skills and Competencies

A preliminary exploration of the literature on skills and competencies required for
administrative leadership in community colleges indicates that there is no lack of studies
conducted over the past 25 years. The results of existing research could usefully be ranged
along a continuum from those that emphasize “leadership” to those that focus on
“management” frameworks. Indeed, several scholars comment on the “overly segmented
approaches” to the topic that overstate distinctions (Garavalia, p. 6). Walker even emphasizes
that the distinction between practicality and theory is not one of rigor or effort but of
perspective and emphasis (1981, p. x). A guiding principle used in this review of the literature
is that conceptual frameworks and long-term views should illuminate the realities of
administrative leadership, and works were selected that underscore that linkage. Because the
literature on this topic is extensive, it is useful to classify works in terms of conceptual
frameworks including managerial, charismatic, transactional and transformational.

One category of studies could be described as emphasizing managenal frameworks—
that is, those that stress the importance of technical skills such as planning, budgeting, and
supervision. Leading authorities within this school such as Drucker (1974) define critical
managerial/administrative functions to include planning, organizing, staffing, delegating and
controlling and decision-making.

As applied to community college administration, several studies make usc of the
managerial approach. Murray and Hammons (1995) conducted a study designed to identify a
core set of criteria considered essential in assessing the managerial effectiveness of
community college administrators. Through an exhaustive review of the literaturc, a list of 70

management audit assessment criteria was presented to a panel of experts. It was concluded
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that many business management methods and applications could be useful in enhancing
administrative effectiveness in community colleges. Indeed, the authors concluded that “In
varying degrees, business managers and college administrators, whether they are aware of it
or not, perform the basic management functions of planning, organizing, controlling, directing
or leading, staffing, communicating and decision making” (Murray and Hammons, p. 210).

The literature also indicates that community college administrators, by and large, are
not familiar with basic management concepts for the simple reason
that many lack formal business management education. Rouche (1996) found that the
community college administrative segment during the 60’s, 70s, and 80’s was primarily
drawn from “faculty types.” This cadre by definition emerged from academic departments of
various kinds and was not professionally trained for management roles.

In another key study, Townsend and Bassoppo-Moyo (1997) pointed to a number of
studies that identified essential competencies that are clearly managerial (Stolcap and Wilson,
Stodgill, Hammons and Keller, and Vaughn). In these studies, administrators in two-year
colleges reported primary functions to include: a) planning, b) organizing, c) staffing, d)
directing, and €) controlling. Key competencies include delegation, personnel selection. and
decision-making.

Townsend (1997) provides an excellent bridging study between
managerial/professional competencies and leadership skills. By surveying a sample of
cor imunity college senior administrators on what they considered to be necessary knowledge
and skills, a “baseline subject content™ was derived for higher education administration
programs (Townsend, p. 41). The study results identified six professional competencies.

including conceptual, technical, contextual, interpersonal, communication. integrative and
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adaptive. It is evident from the description on the catégories that skills are required beyond
those needed to perform narrowly defined administrative/managerial functions.

Another major study by Brown and Rodriguez (1989) focused on the creation of a
performance appraisal instrument for community college administrators. Thirty performance
dimensions were identified and validated by a sample of community college administrators.
Using statistical methods (e.g. Pearson Product Moment Correlation) reliability for the
instrument was established. Twenty-one of the 30 dimensions were validated with 13 of these
having high reliability coefficients. Significant dimensions included the need for managerial
skills in the areas of supervision, academic planning, facility property management, and fiscal
management.

Within California, the Association of California Community College Administrators
(ACCCA), the major statewide administrative professional association, designed the
curriculum for Administration 101 with the goal of addressing the need to develop
administrative skills and competencies specifically required by administrators working within
the state system. Using practitioner focus groups and expert input from senior administrative
consultation groups (e.g. Chief Executive Officers, Chief Instructional Officers, Chief Student
Service Officers, and Chief Business Officers), a number of technical competencies have been
defined. The Association curriculum writers have identified skills/competencies. very specific
to California community college administration (2000). Among the topics that clearly fall
within the definition of managerial skills are enrollment management (related to
efficiency/production management skills), categorical program budget compliance. Title 5 and

Education Code regulation (which relates to controlling/staffing functions) legal issues,
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budget and finance, human resource questions, and various facets of decision making in
community college shared governance environments.

Far and away, the major gap in utilizing management frameworks to solely define
necessary administrative skill competencies, however, is the limited horizon these offer on the
complex nature of organizational leadership. It is evident that it is possible to train competent
managers and yet not produce effective administrative leaders. The problem lies in the very
definition of leadership as organizational effectiveness. In Heifetz’ words *“Again this theory
has the benefit of being generally applicable, but it provides no real guide to determine the
nature or formation of these [organizational] goals “(1998, p.22).

In contrast to managerial conceptual frameworks, charismatic frameworks tend to
focus on characteristics or traits of leaders. There is no lack of studies that utilize approaches
that emphasize such personality traits as courage, trust, integrity, empathy, and high energy.
Great leaders are characterized by larger than life, heroic profiles. Such theories or studies
place great weight on personal or individualistic traits. Often studies define leaders as persons
who are able to develop prominence or influence in organizations or societies.

A number of studies have been conducted that ask community college senior
administrators what they consider to be necessary knowledge and attitudes for academic
administration. By incorporating questions of attributes or characteristics, researchers such as
Townsend and Bassoppo-Moyo, Stolcap and Wilson (cited in Townsend), Hammons and
Kelier (1990), and Vaughn (1986) make use of what could be described as a charismatic
leadership framework.

Townsend and Bassoppo-Moyo (1997) in their bridging study, identify both

professional competencies and attitudes. Charismatic trait dimensions include adaptability,
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professional identity, motivation for continued learning and ethical standards (1997, p. 44).
Interestingly, responses from 160 two-year college academic officers pointed to only three
attitudes that were listed by ten or more respondents in common: open mindedness, flexibility,
and patience (Townsend and Bassoppo-Moyo, p. 50).

Upon comparing definitions of charismatic leadership traits, ethical standards were
listed most frequently as the most significant for a community college administrator. Ethical
leadership is defined as the need for moral leadership. Robles (1998), for example, believes
that leaders must demonstrate high ethical standards in word and deed.

The next most important leadership trait listed for an effective community college
administrator is risk-taking-—sometimes defined in attitude inventories as innovation.
Hammons and Keller define risk-taking “as the ability to make an assessment and take a
chance, including the ability to cope with pressure from within and outside the organization™
(1990, p. 37). Heifetz (1998) also stresses the ability to create “holding environments” that
allow for the emergence of change, a definition that has many similarities to the commonly
used one of risk-taking.

In discussions of current leadership challenges and trends, two traits that are frequently
mentioned are adaptability and sensitivity. Fincher (1998), for instance, highlights the reality
of a growing professionalization and transiency among academic leaders that require such
characteristics.

The strength of the charismatic leadership frameworks lies in the descriptive power of
the studies that make use of the trait/characteristic scheme. Again, Walker (1981) ultimately
drew from the empirical and/or examined experience of administrators in the ficld. Many

leadership studies employ methods that call for surve, ~ of successful leaders. and examples
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of these are frequently defined in terms of positions (e.g. Chief Executive Officers, Chief
Instructional Officers, etc.) or by type of institution (e.g. two-year, four-year, technical, liberal
arts, etc.), regions, or even cohorts. Based on responses, lists of leadership traits in contrast to
skill sets or competencies are presented. The advantage of this approach is that it is rooted in
the “real world” of practitioners and tends to command great face validity. A mirror is held up
to the field, and for that very reason is accepted by it. Indeed, identified traits appear desirable
and are sought after by organizations; efforts are made to identify individuals who possess the
required attributes or characteristics.

Therein lies a potential flaw in this approach. If the basic premise of administrative
leadership development is that leaders can be taught, then a reliance on the existence of
intrinsic personal traits would seem to undermine this assumption. Characteristics such as
high energy, confidence, flexibility, and desire to lead are highly ndividual and cannot be
easily imparted. Thus we are left with a tautology: if it is defined that leaders are those
persons who possess certain traits—as opposed to skills—then it would appear that leaders or
“great men” are born rather than made. In short trait lists are of limited value if the goal of an
educational initiative is to foster leadership development.

An even deeper criticism of charismatic leadership theory and, by extension. studies
based on this perspective, is offered by Heifetz (1998). His contention is that the trait
approach is downright dangerous as it suggests that great leaders may be a type of alpha male,
thought of as bigger than life. The charismatic theory, in Heifetz" view, places a
disproportionate emphasis on the individual independent of the specific situation. Instead of
generating creativity and responsibility, charismatic authority can generate a mindless

following or encourage the emergence of bureaucratic institutions. Indeed, it encourages
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autocratic forms of leadership. Instead, Heifetz would argue that “True creativity is stimulated
by engaging in one’s environment” (1998, p. 66).

Transactional leadership theory, which dominated the literature in the 1960’s, offers a
major corrective to the charismatic approach. This framework stresses, as the term suggests,
the transactions or relationship between leaders and followers and focuses on the exchange
that oceurs between the two parties, such as jobs for votes, positive reinforcement for good
work, etc. Robles (1998) emphasizes that exchange takes place within the established
structure of the organization or system. Thus transactional management is the process of
executing tasks with other individuals to achieve a desired objective. For community college
leaders who must manage scarce resources in highly political environments, transactional
management skills are indispensable.

The literature on community college leadership frequently utilizes transactional
concepts. Bryant (1992) reflects the themes of many researchers who underscore the idea that
shared governance models that characterize community college environments require skill sets
that include the ability to delegate and to communicate effectively. He cites the 1988
Carnegie Foundation survey that points to the need for dynamic leadership models by
revealing that 60 percent of community college faculty rated administrators as “autocratic”
(Bryant. p. 78). Likewise Fincher (1998) identified the persistence of “elitist attitudes™ among
many administrators in higher education. Obviously, an emphasis on the development of
transactional skill building offers a corrective alternative.

Hammons (1990) identifies eight skill areas that are fundamental to transactional
management: planning, decision making, budgeting/finance, controlling, personnel selection,

conflict resolution, knowledge of Total Quality Management, and public relations. Note that
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the approach combines organizational management with aspects of human behavior. Heifetz
(1998) summarizes the transactional process as one based on reciprocity; both leaders and
followers impact each other. In his view, the leader enjoys the benefits of status in exchange
for creating stability for followers. Another dimension of transactional management points to
bargaining and persuasion as the sine qua non of political power. Thus, understanding and
balancing the needs of diverse stakeholders is key.

In the world of community college administration, vital organizational functions
require transactional kinds of administrative competencies: personnel selection, budgeting and
finance, decision making, enroliment management, class scheduling, curriculum development,
program evaluation, and collective bargaining. And this is but a partial list. It is no accident
that in developing Administration 101,the curriculum advisory group for ACCCA focused on
many of these activities. A list of topics for the training program was derived through the use
of focus groups drawn from California community college administrators as well as
recognized leaders and consultants in the field. Key subject areas included specific
applications of above listed functions. These are specifically translated as California
community college participatory governance, statewide curriculum development guidelines
and “good practices,” enroliment management, community partnerships, strategic planning,
the California funding mechanism, budget development, Education Code regulat.ions for
faculty hiring, tenure and evaluation, conflict/grievance resolution, and collective bargaining.
The essence of these activities lies in the inherent reciprocity required to create positive or
productive outcomes. The role of the leader is one of managing dynamic processes and

balancing needs of stakeholders in the name of meeting the community college mission
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The evident strength of the transactional framework is its emphasis on the relationship
between leaders and followers. On its face, an emphasis on managing the dynamics of
leadership is useful. There is no question that in the world of community college
administration it is critical for the practitioner to be able to scan the organization and assess
how constituencies are affected or disaffected.

Despite these advantages, however, Sergiovanni, as cited by Robles (1998) observes
that many experts believe that transactional analysis has run its course due to its {imited view
of human potential. Personal interest is not the sole motivator within organizations. Indeed,
frequently the only way to cut the gorgon’s knot of conflicting interests is to appeal to higher
goals.

Heifetz (1998) comments on a related issue: with its emphasis on relational
dynamics and influence, transactional theory sidesteps the purpose to which influence is put
or the way that purposes within the organization are derived. “‘Leadership as influence
implicitly promotes influence as an orienting value, perpetuating a confusion between means
and ends” (Heifetz, p. 18).

From the 1970’s on, studies have emphasized the use of transformational theory that
extends the limited horizon of transactional theory. Transformational theory converts
followers into leaders by asking them to transcend self-interest for the good of the
organization. James MacGregor Bumns, the predominant theorist of transformational
leadership, suggests that this appeal elevates everyone in the organization to focus on broader
moral values. As Heifetz (1998) notes, it has the benefit of promoting discussion about

orienting values.
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Applied to the world of community college l€adership, transformational goals are
interpreted as the ability of leaders to create a shared vision and to act as agents of change.
Researchers such as Chieffo (1992) identify the ability to create a compelling vision as
critical. Only by doing so, can faculty and staff transcend limits of current thinking and
commit themselves to inspired performance.

Fincher (1998) who focuses on leadership challenges, and Robles (1998) and Bryant
(1992) would argue that transformational leadership competencies include an ability to create
shared vision and a propensity to act as change agents. Skill sub-sets of these abilities include
collaborative skills such as consensus building, team development and empowerment, and
openness to the perceptions of others.

Transformational leadership theory dominates the literature today. Certainly one great
attraction is its recognition of the complexity of organizational environments. Another
strength is its acknowledgement of organizational culture as a significant factor. It de-
emphasizes personality traits of leaders and heightens awareness of situational factors.
Interestingly, it incorporates elements from charismatic theory, particularly the elusive ability
to inspire. Similar to transactional perspectives, it reinforces the notion of leadership as cause
and effect of interactions between leaders and followers.

If there is any gap in this framework, it may be that it is difficult to appraise and
evaluate transformational leadership competencies. To draw again from current work done by
ACCCA (2000), transformational skill sets have been identified to be essential for system
leaders. In its curriculum for Administration 101, topics such as “leading through change™
and “strategic planning” reflect the influence of transformational leadership perspectives.

From a practical perspective, it is difficult to train practitioners in these competencies as the
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specifics of leadership are inextricably tied to situations and organizational environments and
cultures. At best, “students” can be encouraged to develop sensitivities to the undercurrents
and unspoken challenges of organizational life.

A significant problem posed by the selective survey of the literature presented here on
professional competencies required for effective community college administration is a
methodological one. The research is dominated by quantitative, descriptive studies of
community college administrative skill/competency requirements. As described in Chapter 1,
a number of representative works (Murray and Hammons, 1995; Stolcap and Wilson (cited in
Townsend); Hammons and Keller, 1990; Vaughn, 1996; Townsend and Bossoppo-Moyo,
1997; Brown and Rodriguez, 1999) are based on largely quantitative studies. Time and again,
survey methods have been employed in these studies to depict profiles of administrative
leaders and to produce lists of administrative competencies required by practitioners.
However, the competency/skill lists are typically derived by methods that call for forced
choices by selected samples of administrators in the field from proffered menu’s of skills or
competencies. The problem with this approach is that definitions of skill areas or
competencies are frequently lacking or are ambiguous. What do administrators mean by
identifying “communication skills” as essential, for instance? What do *“planning skills”
entail? Often skill sets are found in differing types of analysis. For example, budgeting and
finance competencies are frequently discussed in different contexts and with clearly different
emphases. In certain cases, the negotiating, consensus-building aspects of budget development
functions are stressed while in others, focus is on technical concemns.

Is there a way to clarify such ambiguities—and by extension the ambiguous

implications for administrative professional preparation? A need exists for qualitative analysis
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that would explore richer definitions of skill competencies and their applications to actual
community college organizations. Open-ended surveying of community college senior
administrators or even interview based research approaches may offer promising alternatives
for studying the question. While responses from the field using these kind of approaches
would be relatively more complicated to codify or to administer, results may be produced
which would be clearer on the topic of needed skill/competencies and may prove more useful
for purposes of professional development.

Community College Leadership Development Models

A related body of literature that has particular relevance to the study is research on the
topic of community college leadership development approaches. By examining the
professional development models specifically available to the community college segment,
avenues for the acquisition of needed administrative skills can be explored. What are the
optimal development pathways for acquiring essential administrative skills? A review of the
literature on this topic yields one surprise: until recently there were comparatively few
systematic studies on community college leadership development program models.

Various explanations account for the delayed research focus on professional
administrative development. As late as 1988, Green could note in her study, “Because of the
historic ambivalence regarding leadership, higher education has paid little attention to
leadership development because academia views with suspicion the notion of management™
(p.18). Cohen and March (1986) in their seminal study depicted colleges as organized
anarchies, hopelessly confused about organizational goals. In such environments, how is it
possible to adequately prepare for administrative leadership when neither desired outcomes

nor internal processes are well understood? Walker (1979) described community colleges as
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systems of polycentric authority. Thus leadership becomes a collective practice allowing for
the emergence of a plurality of voices. Again, this definition precludes clear notions of how to
adequately prepare for administrative leadership goals. Finally, several researchers
(Rouche,1996; Garavalia, 1996; and Townsend, 1996) point to the ambiguous genesis of
community college administration as a profession. In their view, the fact that administrative
careers in earlier times, the decades of the 1960’s and the 1970’s, biurred the roles of faculty
and administrators delayed the recognition that administrative duties required distinct skill
sets than those of faculty. There existed a prevailing notion that administrative positions were
undertaken on a temporary basis. Such an idea could not help but delay a commitment to
systematic and on-going administrative leadership development activities.

In general there exists a broad consensus in the literature that administrative leadership
or administrative management supports the central functions of teaching and learning.
Mayhew (1979) carefully differentiates between management and leadership. In his view,
management focuses on bringing relevant information concerning issues, reflecting rationally
on these, and making plans—especially related to resource allocation. Administrative
leadership, by contrast, suggests a presence of vision, an understanding of the big picture, and
of external environmental challenges.

Again, however, Green notes that the “Historic resistance to managemen.l as well as
faculty antipathy to administration have made formal leadership and management training
programs a recent phenomenon” (1988, p.21). Likewise, Gillet-Karam (1999) documents the
lack of formal training provided to mid-level managers in community colleges across the
nation. In California, both leading community college professional associations, the

Community College League of California and the Association of California Community
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College Administrators (ACCCA) identified the issué of leadership development in the late
1990’s to be the major priority on their agendas precisely due to the widespread recognition of
the dearth of professional development opportunities within the state.

In the absence of formal management development programs such as those found in
business, McCauley (1986) found that managers in higher education acquired skills through
three major activities: 1) Learning on-the-job—the more challenging the position, the more
they learned. 2) Learning through other people, especially colleagues. Mentoring and
observing bosses as role models figure prominently as examples. 3) Intermittent and limited
formal training opportunities. In a similar fashion, Eisner (1984) stressed the need to combine
graduate programs with on-the-job training.

In 2000, Bragg asserted the need to prepare community college deans to address
complex environmental challenges such as those noted by Baker. Leading change is identified
as the heart of the “new” administrative work. She stresses that professional development
needs to be timely, continuous and practical. Based on extensive research activitics conducted
at the University of Illinois, six core knowledge areas were deemed critical:

e Mission, philosophy and history,
o Leamer-centered orientation,
e Instructional leadership,
e Informational and educational technologies,
e Institutional accountability and leamer assessment,
e Administrative preparation.
Bragg does note, however, that while elements of a comprehensive professional development

system for community college instructional deans have existed for some time. what is still
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lacking is a concerted effort to link the elements together into a coherent and meaningful
whole.

Gibson-Beninger (1996) explored graduate programs for community college ieaders
and stressed the importance of curriculum on democratic models of leadership. She
emphasizes five training components: 1) understanding of organizations as cultures; 2)
sensitivity to individual differences that allows for all to contribute to decisions and change;
3) commitment to empowering diverse constituents; 4) recognitions of mentoring approaches;
and 5) emphasis on teambuilding through collaborative work.

Professional development opportunities for community college leaders are still widely
scattered and segmented. At the local levels, there are many creative opportunities for
administrative personnel to develop leadership skills. The literature shows many examples
(Ebbers, 2000; Laden, 1995; Palmer and Katsinas, 1997) of innovative institutional programs
of management skill development. Programs are offered in retreat or conference formats. In
turn, professional development on the local level can be coordinated with efforts of state and
national agencies and professional associations. For instance, the American Association of
Community Colleges (AACC) provides targeted professional development options. In Illinois,
the development of future community college leaders is the focus of a series of workshops
sponsored by the [llinois Resident’s Council. Another well known example of professional
development model programs is the Department Chair Academy. Filan (1999) describes this
grassroots movement begun in 1990 in the Maricopa Community College District in Arizona.
Since then, the organization has developed institutes and conferences offered throughout the
country focusing on diverse aspects of mid-management or department chair functions

ranging from methods for effective scheduling, budgeting and staffing to more complex
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leadership activities fostering innovation and staff diversity. Finally, graduate education
provides capstone educational opportunities for professional development.

The American Association of Community and Junior Colleges’ Commission on the
Future of Community Colleges (1988) in a major policy statement similarly recognized that
leaders must have strong management skills, be coalition builders, possess vision, and be able
to revitalize campus communities.

The challenge of developing leadership in California community colleges has long
been recognized. The Report of the Joint Committee of the California State University and the
California Community Colleges on Leadership Programs (1987) described a number of policy
studies, including the work of the Commission for the Review of the Master Plan for Higher
Education and the California Postsecondary Education Commission (CPEC). An inventory of
existing leadership programs is included; emphasis is placed on formal doctoral programs in
education. Still, no studies based on the requirements identified by the field were presented.

Most recently, in April, 2000, the Community College Leadership Development
Initiative (CCLDI) saw the creation of a partnership between the California Community
College system and the Claremont Graduate School. This proved to be a milestone
development as it specifically targeted community college administrators. CCLDI underscores
the growing recognition by the system and administrative practitioners of the need for
formalized leadership development programs.

To summarize, an analysis of the existing literature on community college leadership
development models correlated with the research conducted on administrative
skills/competencies suggests potentially useful directions for further study. It is cicar that

there is an abundance of studies conducted on desirable community college administrative
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skills or competencies. By contrast, research on the Best community college leadership
development approaches lags behind—reflecting an evident traditional resistance in academia
to the need for management or administrative leadership. While there is a plethora of training
programs—Ilocal, state and formal educational opportunities—there is no real consensus on
"best practices” regarding content or curricular design. Nonetheless, there is a variety of
development models that address the full range of needed skill development for community
college administrators, ranging from those that provide information regarding technical
content to those that develop practitioners’ abilities to lead complex organizations and address
change issues. Over the professional lifetime of a community college administrative leader,
on-going development is needed at all levels. The need clearly exists for data-driven
evaluation studies that would shed light on the effectiveness of various administrative
professional development program models.
Emergent Leadership Challenges and Implications for Administrative Development
Programs
Fincher (1998) summarizes the findings of many researchers in his discussion of
changes in administrative roles and responsibilities within institutions of higher education
during the first decade of the 21* century. In his scan of the field, he noted that increasingly
administrators are characterized by a growing diversity in terms of race, ethnicity. origin,
experience and preparation. Four key findings include: 1) administrators will become more
specialized, 2) administrators will become more dependent on professional staff services, such
as information services, 3) administrative career paths will be marked by increased

professionalization and mobility, and 4) despite the growing diversity among administrators,
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an elitist notion of leadership will persist, notwithstariding the predominance of participatory
decision making environments.

Such trends are disturbing yet patently evident in California community colleges. The
literature points first to the changing nature of the community college environment. O”Rourke
(1997) argues that in the opening decade of the 21* century, the qualifications for effective
community college administrators have changed; the administrative skills needed to maintain
and improve the largest single segment within higher education are not the same as those
needed to establish it in earlier decades. Today the system is far more complex with varying
geographic locations, demographics, and governance structures. Cohen (1986) likewise noted
a national community college trend that is even more pronounced in California: a growing
student diversity and the increased complexity of missions. Fincher’s finding regarding the
apparent trend toward increased levels of professionalization among administrators would
appear to be validated.

Looking at another change dimension, the rise in the number of non-traditional
students enrolled in community colleges calls for the creation of specialized instructional
delivery systems. Thus, the diversity of college cultures and organizations creates a demand
for leaders who can fill multiple roles and adapt to a variety of circumstances. Fincher's
findings regarding the persistence of elitist attitudes would suggest a problematical
disconnect.

What are the training and development implications of such changes as applied to
community college administration? As indicated in the foregoing section, Gibson-Beninger
(1996) identified key curricular components needed to address today’s community college

needs. O’Rourke would similarly stress the importance of understanding multiculturalism in
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today’s environments and consequently the need for democratic practices, but he also adds
understanding of the difference between compliance and empowerment—a concept of
particular importance when applied to California’s densely regulated community college
environment.

Still, within the literature there is little that focuses on California’s special
requi. :ments—a serious gap. As suggested earlier, this state poses unique leadership
challenges for community college administrators: a dense regulatory system,; collective
bargaining environments; the prevalence of a strong shared governance culture; and a
democratization of clientele/student populations. If Fincher is correct in his assessments of
changes in administrative roles and responsibilities within institutions of higher education
nationwide, then there would appear to be a mismatch in California between administrative
applicants and environmental conditions. But is this a true picture? No statewide assessment
of employment trends or administrative requirements has been conducted formally. Again, an
analysis of necessary administrative skill competencies required specifically for California
community colleges is yet to be written nor has a complete description of the profile of
emerging California community college administrators emerged from the research

Incidentally, given such critical gaps in the research on the California community
college administrative demographic profile, the importance of the ACCCA Admunustration
101 program is underscored. The program curriculum has emerged on the basis of ficld input
within the state and is reflective of administrative practitioners’ priorities. The “cumcular
prescriptions” of O’Rourke (1997), Hockaday (1988), Gibson-Beninger (1996). and others
find resonance in the curricular recommendations that have emerged from the ACCCA

Curriculum Advisory Committee and practitioner focus groups. For instance. the program
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emphasizes an understanding of the diverse California community college cultures and
institutional dynamics. In summer 2002, sessions were added specifically addressing
successful models of participatory governance and best practices for promoting the retention
of non-traditional students. In short, an evaluation such as this of the Administration 101
professional development program may be useful in addressing a few of the identified gaps in
the research literature.
Theoretical Assumptions and Conceptual Framework

Within the field of educational evaluation there exist diverse theoretical approaches
and ways of conceptualizing these. Shufflebeam and Webster
(1983) loosely define an educational evaluation study as one “that is designed and conducted
to assist some audience to judge and improve the worth of some educational object (p.24).”
That said, however, there are multiple altenatives for designing studies depending on the
purposes, context and needs of those commissioning the study. As stated in Chapter 1, this
program evaluation is conceptualized as a formative evaluation that incorporates a mixed
methodology of qualitative and quantitative techniques. It has a process focus--rather than that
of outcomes, impact, costs, or cost benefits. The goal is to provide the “consumers™ of the
study with information needed to make changes in the ways that the ACCCA Adnunistration
101 program is being offered.

To best understand the theoretical assumptions and design of this evaluation

study, it is useful to survey the array of evaluative models and the reasons for sclecting a
formative evaluation approach—and further, one based on a utilization-focused premise. It is
instructive to examine as well as compare and contrast selected types of evaluation models

that are available. One approach to classifying types of evaluation studies is to distinguish
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between politically oriented evaluations, questions-oriented evaluation and value oriented
studies (Shufflebeam and Webster, 1983, p. 37).

Politically oriented studies, have been labeled “pseudo-evaluations.” Motivations for
these are rooted in the clients’ needs to ensure favorable outcomes designed to guarantee
funding, influence, or other such advantages. Public relations inspired studies also fall into
this category as clients seek a positive image for a district or program. Needless to say, this
type of study fails to meet the field’s standards for accuracy, feasibility or propriety. Still, this
classification is noteworthy for suggesting attention to the purpose and ethics of a study.
Certainly the planned uses and political context of an evaluation study need to be well
considered in order to be sensitized to potential pressures for either validating preconceived
notions or ensuring favorabie outcomes. In the case of this evaluation, ACCCA will utilize the
results for internal, program improvement purposes. The clients, in this case, are not
dependent on “soft monies” for funding Administration 101. Evaluation results will not be
used for either publicity or marketing purposes. Rather, the study is being conducted in order
to inform program planning; results will be used by program organizers to strengthen the
quality of the program and to implement “mid-term” corrections in the way it is being
delivered.

Question-oriented studies are so labeled because they start with a particular question
and then move to the methodology appropriate for answering the queries. The most well
known example of this type of studies are the objective based studies founded in the work of
Ralph Tyler, the so-called “father of educational evaluation “(Madaus, p. 8). In this
conceptualization, evaluation is viewed as a comparison of intended outcomes with actual

ones. The usual purpose of such studies is to determine whether stated objectives have been
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achieved. Such studies are highly prevalent in educational institutions and have a great
common sense appeal. In terms of methods, these typically involve collection and analysis of
performance data relative to specified objectives. Educators are very familiar with the
technologies of behavioral objectives and standardized testing classically used in these
studies. Other types of question-oriented studies include accountability studies, experimental
research studies, testing progi'ams and management information studies. The main advantage
of question oriented studies is that evidence can be provided to assess selected dimensions of
a program or of its implementation. However, information is often so narrowly focused in
scope as to be of little use in improving a program or providing a sound basis for judging its
worth. The ACCCA Management Development Commission-- and specifically its
Administration 101 subcommittee-- is primarily interested in examining process-oriented
questions. Given such goals, questions oriented models would not appear to be the most
appropriate for this evaluation study.

Values-oriented studies are typically undertaken to assess and or improve the value of
some object. In Shufflebeam and Webster’s typology, there is a wide array of such studies:
accreditation/certification, policy studies, decision oriented, consumer oriented, client
centered, and connoisseur studies. In many respects, these kind of studies were developed in
response to a growing realization among professional evaluators in the 1960’s that classically
structured objective based evaluations were not particularly helpful to program organizers nor
responsive to the questions of enhancing program effectiveness. Cronbach (cited in Madaus.
1983) for example, criticized evaluation work that lacked relevance and utility and often relied
on post hoc evidence. He urged re-thinking of evaluation as a process of gathering and

reporting information that could guide program organizers.
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Decision-oriented studies, a sub-type of the values-oriented category, emphasize that
evaluation should be used proactively to help improve a program. Suggested questions
typically include: How should a program or enterprise be planned? How should a given plan
be carried out? How should a program be revised? Answers to these questions are based on
underlying good standards of education. An obvious main advantage of this type of study is
that it encourages educators—or, as in this case, Administration 10] program organizers—to
use evaluation continuously and systematically in their efforts to plan and implement an
administrative training program.

Another sub-type identified by Shufflebeam and Webster are client-centered studies
which are increasingly used today. The purpose of this kind of study is to help people in a
local setting understand the operations of a program, the ways the operations are valued by the
people affected by them, and the ways they are valued by people who are expert in the
program area. Responsive evaluation, a form of client-centered studies, is widely used. As
developed by Stake (2000), it places an emphasis on assisting people responsible for program
implementation to conduct their own evaluations. Stake stresses that responsive evaluation is
a type of “goal-free evaluation™ that focuses not on the preordinate goals of program sponsors
but on the emergent goals of program participants. Of course no evaluation is value free. The
implication here is that responsive evaluation is not based on preconceived ideas about
desirable outcomes and may remain open-ended even in terms of evaluation focus areas.

An educational evaluation is responsive evaluation if it orients more

directly to program activities than to program intents, if it responds to audicnce

requirements for information, and if the different value perspectives of the people at
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i

hand are referred to in reporting the success ahd failure of the program. (Stake,

pg.292)

Responsive evaluation methods stress naturalistic observation. Instead of using objectives as
advanced organizers for evaluation, the emphasis in responsive evaluation is to pay attention
to what is happening in the program and identify emergent issues. In a sense the evaluation
goal may be a moving target as it responds to emergent issues not just established evaluation
questions. The main weakness identified in responsive evaluations is the lack of external
credibility as implementers have a great control over the evaluation study.

In contrast to the responsive evaluation model, there has emerged the comprehensive
and highly structured CIPP model. Corresponding to the letters in the acronym ‘CIPP," this
evaluation framework consists of context evaluation to inform planning decisions. input
evaluation to serve structuring or management decisions, process evaluation to assist with
implementation decisions, and product evaluation to guide recycling decisions. While both
responsive evaluation and CIPP emphasize the improvement function of evaluation, it can be
said that responsive evaluation is geared most directly to serve project staff whercas the CIPP
model is oriented to serving the needs of those charged with planning and administering
projects. It should also be noted that the responsive model is far more focused on strictly
impliementation issues rather than on antecedent questions of program planning and design.
Finally, and perhaps most important, the responsive evaluation approach is morc involved
with collecting data from all persons interested in the project in order to explore questions of
value and relevance, whereas the CIPP model looks more to whether assessed nceds have

been met. Nonetheless, both approaches are sensitive to tailoring evaluation to meet the needs
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of relevant or identified audiences in a way that failed to be addressed in more traditional
objective-based evaluations (Shufflebeam, 1983).

The foregoing should not be viewed an exhaustive survey of evaluation approaches.
Indeed, as the field of program evaluation has developed, many other variations on the above
named themes have emerged. This study may best be classified as a formative evaluation in
which an external evaluator collects and reports data and judgments to assist the development
of a program. Note that in contrast to the responsive evaluation model, the work is done not
by a program participant but by an external evaluator. Given the goals established by
Administration 101 program organizers, this model appears to best respond to the evaluation
needs of the client. The CIPP model best addresses institutional needs and is strongly systems-
oriented whereas the Formative-Summative approach, derived from the work of Michael
Scriven, is more appropriate for an individual study such as this. Scriven (2000) calls for an
independent evaluator to collect and report data and judgments to assist the development of an
object. As described in Chapter 1, a formative evaluation is designed to “collect information
that can be used primarily for on-going program development and improvement’ (Patton,
1980, p.71). Formative evaluations focus on identifying the strengths and weaknesses of a
program and typically involve collecting internal information and processing critical
appraisals made by participants and other concerned stakeholders.

Patton (1997) describes typical formative evaluation questions as follows:

1. What are the program’s key characteristics as perceived by various stakeholders such
as participants and staff?
2. What are the characteristics of program participants and how do these compare to what

was expected?
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3. What’s working as expected? What challengéé and barriers have emerged?
4. What do participants like and dislike? What are their perceptions of what’s working
and not working?
5. What has changed from the original design and why? On what basis are adaptations
from the original design being made?
6. What monitoring system has been established to assess implementation on an on-going
basis and how is it being used?
Given the goals of this study, responses to these kinds of questions are precisely the
information that is needed by Administration 101 program organizers. The study research
questions have been structured to address in-process questions related to content and delivery
formats. Answers to these questions are based in great part on participant and presenter
perceptions and therefore provide data as to consumer levels of satisfaction with the program
and providers’ insights into program challenges.

Patton (1990) notes that formative evaluation approaches are particularly appropriate
for developing innovative programs where the focus is on program improvement. facilitating
more effective implementation, or exploring effects of participants. Such an approuach can be
especially important early in the life of a program or at key points of transition.

At the end of its second year, the ACCCA Administration /0] program is at a critical
point in its development. If the program is to persist as an on-going ACCCA activity, it is
important to refine the program content and delivery in order to ensure that it continucs to
meet the needs of the field. In short, as ACCCA “institutionalizes™ this program. it is
necessary to evaluate what is working and to build upon the originally conceived program

model to maintain and enhance currency.
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Finally, as referenced in the opening section’s description of this study, a utilization
focus has been an overarching consideration in this work. Utilization-focused evaluation is not
a type, model, method or even theory of evaluation. Rather it is a kind of “mind set” or
commitment that the evaluation be useful to the actual intended users—in this case, the
Administration 101 organizers who comprise the program subcommittee and the members of
the ACCCA Management Development Commission.

Above all, a utilization focus means that an evaluation is based on the collaboration of
intended primary users in order to ensure that the products will be of actual use. Conducting
an effective utilization-focused evaluation requires not only identifying the primary
stakeholders but narrowing the list from the general to the specific in order to determine
intended uses for the evaluation. As such, the process is by definition highly personal and
situational, as in this case. The purposes of evaluation must be carefully negotiated to help
determine the type of evaluation needed. Ii no way, however, does the concern about utility
obviate the need to attend to questions of accuracy, feasibility, and propriety as defined by the
Joint Committee on Standards in 1994 (cited in Patton, 1996). A formative evaluation study,
as in this instance, must still be conducted in a systematic fashion using data-based inquiries.

These considerations have shaped how this study has been conducted. Therc exist
many possible stakehoiders for this study, including potential community college
administrative participants and other higher educational providers. However, the primary
stakeholders consist of the immediate Administration 101 organizers and members of the
ACCCA Management Development Commission who are charged with program oversight.
Included in this group are selected ACCCA staff members. These individuals indeed compnse

the group of primary users of this study. It is their responsibility-—as determined by the
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ACCCA Board-- to continue to implement the program and to build upon it. The ACCCA
Board itself is also identified as a key stakeholder—albeit a bit more removed from the
preoccupations of program implementation.

The purpose of this evaluation is to provide feedback as to the value and usefulness of
the curriculum content from the point of view of program presenters (the experts and
providers) and program participants (consumers) and to provide information as to the
appropriateness and effectiveness of delivery formats. It was anticipated—and indeed borne
out—that not only data on these questions would be provided but that emergent program
issues would also be identified. These expectations are wholly in keeping with the

assumptions and theories that drive formative evaluation studies.
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CHAPTER 3: RESEARCH METHODS
Specifically, the research project was designed as a formative evaluation of the
California community college administrative development program entitled Administration
101 offered through the state’s primary professional association, the Association of California
Community College Administrators (ACCCA).
This study attempted to identify which aspects of the Administration 101
content proved useful and which elements of the delivery formats proved effective.
The research questions include:
1. Based on participant and presenter responses, how does the program content meet
the goals of Administration 1017
o In what ways do these two groups perceive the usefulness of the concepts
presented in Administration 101 (content)?
e Are there other topics that should be incorporated in future sessions”
e Are there curriculum elements that should be expanded. deleted. or
modified?
2. What are participant and presenter reactions to the format and delivery of

Administration 101?
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e Are there ways in which delivery étrategies could be changed to facilitate
participant learning?
Methods

This study made use of both “hard” and “soft” data. As noted by Patton (1997), the issue is
never hard versus soft but relevant and appropriate. In this case, the research questions were
designed in order to assist program organizers in making future decisions about the
Administration 10]program curriculum and delivery formats. Two key data
sources(evaluation questionnaires and presenter orientations) were already in place. It was
essential to utilize these untapped sources of information as these were perceived to be highly
valid by program organizers and staff. Two additional evaluative methods (focus group
discussions and participant surveying) were included to provide supplemental data points.
Focus groups provided immediate feedback from program participants as they experienced the
program while participant surveying conducted six months after the program allowed for a
retroactive evaluation as to program usefulness by participants. In this way, the overall
research design aimed at utilizing distinct sources of information in order to answer the
research questions.The figure on the following page provides a graphic representation of

research methods, data collection strategies, and data analysis.
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An Evaluation of Administration 101: A Community
College Administrative Development Program

Figure 1. Research Design

Purpose of the Study Population
Conduct a formative Summer 2001
evaluation of ACCCA’s Participants
Administration 101 Summer 2002
Professional Participants
Development Program Program Presenters

Retuming

2002 Presenters

65

64

15

Research Questions:

1. Based on participant and presenter responses, how does the
program content meet the goals of Administration 1017

2. What are participant and presenter reactions to the format and
delivery of Administration 101?

Mixed Methodology:

Quantitative and Qualitative
Approaches
Methodology

Data Collection Sources:

»Evaluation questionnaires completed by all participants in both the
summer 2001 and 2002 Administration 101 sessions

» Participant focus group input from summer 2002 program participants

» Follow-up surveys administered to summer 2002 participants designed
to assess, in retrospect, the benefit and usefulness of the Administration
101 curriculum elements and experience "

» Presenters input derived from telephone interviews conducted in summer

2002

Triangulate data results of
diverse methods to answer

Data Analysis research questions

Data Analysis:

> Statistical summaries of participant ratings for all program sessions

»Content analysis of evaluations to identify themes related to research
questions

»Summary and content analysis of focus group input

»Svnthesis and content analysis of presenter input
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Sampling Stra:tegy

By definition, utilization-focused evaluation, which may include the type of
formative evaluation conducted here, requires moving from the general and abstract—
that is, possible audiences and potential users——to the real and specific--actual primary
intended users. Patton (1997) stresses that in any evaluation, there are many potential
stakeholders and a wide range of possible applications. The stated purpose of this
evaluation is to provide program organizers with key information relative to the
usefulness of the content and effectiveness of the delivery formats in order to improve the
program. Thus, this study focuses on the participant/presenter population, such as it is.
Given the evaluation goals, it is their perspectives that can best provide the data required
to make useful decisions about how best to improve the program and make mid-point
corrections to meet the needs of actual users.

This study made use of written evaluations completed by all of the participants of
the summer 2001 and 2002 institutes. Again, 65 participants attended the 2001 scssion
and 64 attended the 2002 institute.

All presenters from the first session were contacted to provide input regarding
their impressions of what worked and what did not from their point of view of the first
session in summer 2001. Phone interviews were conducted with returning presenters to
the summer 2002 sesston to further identify aspects of content and delivery that could
have been improved.

Participant selection for focus group sessions scheduled during the summer 2002
program was a critical consideration for this study. In contrast to random sampling

methods used for quantitative research, qualitative methods make use of purposefully
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selected cases. One sampling strategy particularly apbropﬁate to this study is maximum
variation sampling (Patton, 1990). This method cuts across a range of variation and
searches for common patterns. Applied to this study, interviewees were selected on the
basis of diverse professional roles and levels. Thus, the group sampled included upper,
middle and entry level managers/administrators, and individuals drawn from diverse
units, such as Student Services, Instruction, and Human Resources. Participants were
selected from both single and multi-college districts, and were drawn from urban, rural
and suburban institutions. While stratification criteria, such as ethnicity, gender, and
educational attainment are frequently identified as significant in this type of study, given
the specific focus on matters of program content and delivery and the type of research
questions posed, such factors appeared secondary. By design, male and female
respondents as well as ethnically diverse Administration 101 participants were identified
for interview. Sampling on the basis of positions, roles of the respondents, and level of
experience appeared to offer the best avenue for insuring a diversity of perspective.
Data Collection

Central to qualitative research is the concept of using multiple data collection
methods to contribute to the trustworthiness of the study. The practice ofemplqying
multiple methods to enhance validity is termed triangulation. This study makes use of
diverse techniques, principally participant surveying by means of questionnaires
administered at the end of the program sessions, selected participant interviewing. and
follow-up participant surveying. Through these methods, appropriate data relevant to the
research questions was identified. Each of these approaches provides distinct and

complementary advantages. Analysis of the wnitten evaluations completed by the 129
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total participants of Administration 10! and the folloijv-up surveys that were designed as
part of this evaluation project provide breadth of feedback and data for comparative
assessment. Selected participant interviewing, on the other hand, offers depth and
specificity of feedback and contributes to the richaess of description and analysis.

Questionnaires were used and collected for each institute topic during both the
summer 2001 and 2002 sessions. Participants were asked to rate each of the session
presentations for content, presentation format, usefulness, and overall quality.
Respondents checked options of “needs improvement,” “average,” or “excellent” for each
measure. Additionally, respondents were given the opportunity to write comments in an
open-ended way for each session.

Sample: Evaluation Rating Form

Measure Needs Average Excellent
Improvement

Content

Presentation

Usefulness

Overall

The final program evaluation form completed by participants at the conclusion of
the program consisted of a number of open-ended questions. In general, the questions
dealt with overall impressions of the program—favorable and unfavorable—and solicited
suggestions for improvement.

Content analysis of comments was conducted to identify common themes. Since
the purpose of this evaluation is to respond to questions related to the usefulness of

concepts, suggestion for new topics, and input regarding how curriculum topics shouid be
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expanded, deleted or modified, as well as how delivéw formats could be improved, these
questions formed the criteria for highlighting information. Comments related to
perceptions about the quality of individual presenters were not a main emphasis, although
clearly such views had an impact on how the content was perceived. Program organizers
did use such data to determine which presenters were considered effective by participants
and as one factor in determining who would be invited to return. Still, the purpose of this
study is to evaluate feedback relative to program content and delivery formats.

It should be noted as described in previous sections that ACCCA staff and
volunteers had developed the instrument. Rating summaries for each presentation and
comments were compiled and transcribed by staff. Questionnaires were kept confidential;
summaries and comments were transcribed and shared with presenters.

Focus Group Interviews—Summer, 2002

Another major research method used in this study was the use of small group
interviews during the summer, 2002 program session. To provide immediate feedback
regarding program content and delivery formats, small focus groups were formed. The
activity was described during the program orientation conducted at the beginning of the
session by Program Facilitator and this evaluator herself. Individuals were then invited to
participate in 45-60 minute discussions to be conducted at various times during the
institute (some at the end of the day and others at noon or before the day’s session
began). Sign up sheets were circulated to solicit participant volunteers.

Once the focus group participant/volunteers were identified, four small groups
were organized, comprised of 6-8 persons each. There were representatives from diverse

institutions (urban/ suburban/rural; single and multi-college districts; large/small
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colleges), and each group incorporated a diverse set of administrative roles. Each group
included a minimum of one representative from Instruction and Student Services and was
balanced by the inclusion of representatives from Research, Finance, Human Resources,
and typically one of the related areas, such as CalWORKS Manager, Information System
Administrator or Director, Faculty Coordinator, etc. Additionally, ethnic diversity and
years of administrative experience were factors taken into account in mixing groups as
much as possible. The formation of these groups was accomplished by using the
information provided by participants themselves as part of the “Participant Profile™ that
included name, education, previous and current employment, professional interests and
expertise, and personal interests/expertise. (Profile of each group is included in the
appendix).
At each of the four focus group sessions, the following questions were posed:
¢ In your estimation, what are the specific strengths and weaknesses of today’s
topic presentations?
e What are your overall impressions of the usefulness of content and matenals
(transferability to current assignment)?
e What delivery formats did you prefer (example: power point, guided discussion,
case studies, collaborative work groups, etc.)? Why or why not?
o For future Administration 101 programs, do you have any suggestions to add new
topics or delete and topics that have been presented?
Since the questions were open-ended, it was anticipated that discussions would branch
out to issues of individual presenters and other issues. Thus discussions as they actually

occurred were replete with follow-up questions used to clarify and elaborate participant
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points of view on many aspects of the sessions—not jiust the questions posed above. For
instance, participants frequently de-briefed on the quality of specific presenters or the
meeting room venues. By the very structure of focus group scheduling, it was inevitable
that the impressions were cumulative, and the later groups commented more extensively
than the first two groups and had more material and experiences to draw upon. At the
start of each focus group session, a brief description of this evaluation project was given,
and respondents signed consent forms.

As a result of this evaluation activity, it was possible to make in process program
corrections. For instance, on the occasion when participants indicated a need for more
documentation regarding a topic, presenters were informed and were able to subsequently
send additional materials (specifically, handouts based on power point presentations or
technical topic information). The greatest value of this activity, however, was in
providing program planners with immediate feedback-—while it was fresh and immediate
for attendees--on program effectiveness for purposes of subsequent program

improvement.

Follow-up Surveys—2002 Cohort

Follow-up surveys were sent to all members of the second cohort to query them
on the value and usefulness of Administration 101. Three questions were included:
1. Please list up to five topics that you found to be of most use in your
position as a community college administrative staff member. A one-page
program schedule and presenters’ list was appended to be used as a

reference by respondents.
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2. Do you actively employ any of the stfategies or use specific materials
presented in the Administration 101 program? If yes, describe use; if no,
why not?

3. Do you have any suggestions for new topics for Administration 101 that
you think would be of benefit to community college administrators?

Posing these questions gave participants an opportunity to assess in retrospect the impact
of the Administration 101 experience and to suggest new program topics. These follow-
up questionnaires were designed to be brief and open-ended and were administered
electronically.
Interviews with Presenters-Summer 2002
To derive a clear picture of program effectiveness, it was recognized that the
perceptions and experiences of program presenters offered a different and important
dimension. This group was queried in general about their impressions of the
Administration 101 experience. The program was focused on providing a survey of
essential “nuts and bolts” information about California community college governance
and regulation and on presenting exemplary practices related to different aspects of
community college administration (e.g. budgeting, technology planning, etc.). In light of
these program objectives, presenters were asked the following structured, open-ended
questions:
¢ Inpreparing your presentations, what worked or did not work for you in terms of
the topic assignment?
e What challenges did you encounter in presenting the topic to the program

participants?
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e Do you have any suggestions for future progr;un orientations that would be of
assistance in preparing for Administration 101?

e Do you have any recommendations in general to strengthen Administration 101 in
the future (Example: deletion of topics, new presentation activities, referrals of
other presenters, etc.?).

Follow-up questions were used throughout the interviews simply to have presenters
clarify or elaborate upon their answers. The purpose of the phone interviews was not only
to query presenters but to provide support and orientation to them about the upcoming
summer 2002 program and review program goals and objectives as well as give them
information about the participant learning needs.

The method that was used to orient presenters and elicit responses to the points of
inquiry was phone interviewing. Fifteen (15) presenters who comprised the entire faculty
group scheduled for 2002 received phone orientations/interviews. It should be noted that
one of the program faculty members, who was scheduled to present the topic on
Technology Planning, was unable at the last minute to participate in the program and was
replaced by an alternate presenter. Nonetheless, his interview has been included in the
data as he had attended the year before and had fully planned and prepared his topic as
well as accompanying materials in 2002,

Initially, the plan had been to develop focus groups of presenters, but this activity
was eliminated by program organizers in spring of 2002 due to the fact that most of the
presenters were returning to the program and did not require a full day of program
orientation. Instead, during March and April of 2002, program organizers and this

researcher conducted individual orientations/interviews by phone of all presenters. As
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background for the study, ACCCA planning documents for the program were also
studied as well as the actual program curriculum. Presenters’ “syllabi” and handout
materials were examined to understand curriculum (content) and instructional activities
(delivery). Presenter profiles were also reviewed for background information on each
presenter.
Data Analysis

The first goal of formative evaluation is to provide descriptive data of
“what is” not “what should be.” In evaluating Administration 101, attempts were made to
understand the multiple relationships among data sources. As Patton notes, “An inductive
approach to evaluation research means that an understanding of program activities and
outcomes emerges from experiences with the program. Theories about what is happening
in a program are grounded in the program experience “(1980, p. 41).

This study made use of both quantitative and qualitative data, and each of these
required different treatment. As suggested by Patton (1997), quantitative methods strive
for precision by focusing on items that can be counted. Quantitative data facilitates
comparison because all program participants respond to the same questions and
standardized scales within pre-determined categories. Qualitative data on the other hand
offers detailed, rich description that requires a different analytical treatment that calls for
a degree of judgment and is, by its nature, relatively more uncertain. Despite the
differences, Patton (1997) stresses that the Standards on Analysis of Quantitative and
Qualitative Information as established by the Joint Committee on Program Evaluation in

1994 uses identical wording for both:
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[Quantitative and qualitative] information in an evaluation should be
appropriately

and systematically analyzed so that evaluation questions are effectively answered

(. 277).

In this study, analysis of the quantitative data derived from Evaluation
Questionnaires for session I and II (summer 2001 and 2002) is based on simple
statistical summaries (e.g. percentages and response rates) for each topic of each
session. Patton makes the point that evaluation must be accessible to key
stakeholders—in this case, the ACCCA Board and Management Development
Commission. He stresses that findings need to be presented in a simple and
straightforward fashion, avoiding unnecessary statistical information that may
appear overly abstract (Patton, 1997). Simple does not imply simplemindedness,
however. The summaries of results of session I and II questionnaires provide a
picture of what content elements and which presentation formats proved most
effective from the point of view of participants (consumers).

For other data collection activities—including focus group sessions with
2002 participants, follow-up survey results coilected from the 2002 participant
cohort, and phone interviews with presenters—qualitative data analysis
approaches were used. Data analysis involved organizing what was heard and
read in order to make sense of the experiences of participants and presenters.
Analysis depended on a coding, categorizing and theme searching process. The

open nature of the qualitative data (interviews, written comments, focus group
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discussions) required sorting and selecting reéponses. In all cases, the lead
organizers for the process consisted of the research questions themselves.
Interview and focus group material as well as written comments

underwent content analysis that required identifying themes and patterns that gave
sense to the data.. Coding consisted of putting like pieces together in “data
clumps,” as described by Glesne (1999, p. 134). Frequency counts of recurring
ideas or types of responses were used extensively to synthesize the data and
identify key themes. It should be stressed that themes emphasized through
analysis responded to the kinds of questions posed by the primary users of the
evaluation—a practice that is encouraged by evaluators such as Patton and Rubin
(1995). However, this organizing filter was not used exclusively, and on the
occasion when other unexpected themes emerged, these were described also. One
example of this is the theme that emerged from participants’ responses regarding
one of the strengths of Administratibn 101. A number of respondents identified
the UCLA university venue as a strength. This theme did not respond to the
questions dealing with content or delivery, but the frequency of it merited
mention. The following summarizes the analysis used for each evaluation activity:

1. Focus group session of 2002 participants.
Utilizing content analysis, responses to each of the four questions were examined
for common themes, and these have been presented in both narrative and table
form.

2. Follow-up survey results collected from the 2002 participant cohort as to

the usefulness of program content.
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As described earlier, surveys were designed tc; be brief and open-ended. Thus,
data analysis consisted of identifying themes—where such existed—and
presenting descriptive information of program strengths and weakness as viewed
by program *“consumers.”

3. Interviews with presenters.
Results of interviews with presenters were assessed using content analysis to

identify themes.
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CHAPTER 4: RESULTS AND DISCUSSION

The goal of this study was to identify which aspects of the Administration 101
content proved useful and which elements of the delivery formats proved effective. The
research questions also sought to identify what aspects of the content and delivery should
be modified or deleted and what new topics should be incorporated in future sessions of
the program. Questions included: 1) Utilizing participant and presenter responses, how
does the program content meet the goals of Administration 101? 2) What are the
participant and presenter reactions to the format?

As noted in the previous chapter on research methods, this study can be
characterized as a formative evaluation. Nonetheless, the overarching questions-- =1 and
#2—reflect on-going evaluation concemns and could ultimately be used to address
summative questions of overall program effectiveness and value.

This chapter presents the results of the study, and includes: 1) a description of the
population; 2) data handling methods; and 3) the outcomes and results of the evaluation
activities including analysis of the data gathering questionnaires completed by all
participants in both the summer 2001 and 2002 sessions, participant focus group input
from the summer 2002 session, follow-up surveys administered to the summer 2002

cohort, and presenter interviews. The results and analysis for each evaluation strategy 1s
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presented separately and incorporate: 1) a brief description of the activity, 2) resuits,
including response rates, and 3) a brief discussion and analysis of the data.
Population

The population of this study consisted of the participants (consumers) and 2002
presenters (providers) of Administration 101. It should be noted that presenters, for the
most part, were comprised of experts who were returning for a second time to the
program. Approximately 65 participants attended the 2001 session and 64 individuals
attended the 2002 session. In terms of a profile, Administration 101 participants could be
described as a cross section of California community college administrators in general.
Participants were drawn from a diver: ty of community colleges and districts--single and
multi-campus districts as well as urban and rural institutions. The first cohort was drawn
from the full range of community college administrative personnel, including a few
faculty, program directors, instructional and student service administrators at all levels
(chairs, deans and vice presidents), human resource and information system
administrators, business officers of all types (including a Chief Financial Officer). a
Trustee and a Chief Executive Officer (President/Superintendent). In terms of
demographics, the group included 33 males and 32 females and was composed of
representatives drawn from every major ethnic group within the system. Although
ethnicity data were not specifically collected either in the application or as part of the
participant profile information. it was evident, based on attendance and interactive group
discussions, that the following ethnic groups were represented: African Americans.
Latinos (including Mexican American, Central American, Cuban and Puerto Rican).

Native Americans, Asian Americans ( Japanese, Chinese and Pilipino).and Pacific
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Islanders. The single largest group could be categodied as white. Overall, the
Administration 101 population reflects, on its face, the composition of California
Community College administrators statewide, although percentages by ethnicity were not
calculated. Of special note is that the first Administration 101 cohort ranged widely in
terms of years of experience. The range included individuals in their first year of
administrative work to individuals with decades of experience within the system and at
senior levels of community college organizations. There were a few instances of
individuals who were only contemplating entry into administration from faculty ranks
and had selected Administration 101 with the intent of exploring the career move.

The second session cohort was made up of 28 males and 36 females. As in the
case of the first cohort, participants were drawn from every type of college (large and
small; rural, urban and suburban; single college districts and multi-college districts). In
addition, a wide range of administrative positions was represented: Human Resources (2);
Instruction (28); Finance and Business Services (5); Student Development Services (14);
Research and Planning (3); and other related administrative positions, such as special or
grant program administrators (12). The group included multiple levels of administrative
positions: 28 individuals held titles of Dean or above, with several Assistant
Superintendents and Vice Presidents of Student Services and Instruction represented. Of
significance is the fact that 17 participants had more than ten years cxperience in
community college administration. In terms of ethnicity. the second cohort was very
similar to the first.

The general description of the Administration 101 participant population 1s at

some variance with what program organizers anticipated. The ACCCA Board fully
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anticipated drawing from a wide diversity of institutions and from a broad range of
professional positions and levels. However, there also existed a vague expectation that
the program would attract primarily “new California community college administrators.”
An examination of program participants indicates that this expectation was not fulfilled,
and one of the secondary benefits of this evaluation may be to more fully describe the
actual audience and program population for purposes of program development and
marketing.

The 2002 program faculty was comprised of 15 individuals. As noted earlier, the
program faculty was made up of recognized experts in their fields and of heads of key
community college agencies and associations. Eight were returning presenters from the
2001 session.

Data Handling

The various evaluation components called for distinct forms of data handling:

1. Evaluation questionnaires from Session I and II
Questionnaires were collected and compiled. It has been the practice of
ACCCA planners to share prepared summaries of specific presentation results
and comments with the presenters themselves. Beyond this, however,
questionnaire results were kept confidential and were analyzed and compiled
by the researcher in collaboration with members of the planning sub-

committee of the ACCCCA Management Development Commission.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 70

2. Reactions from summer 2002 participantsi
Comments and key points made through focus group discussions held during
the summer 2002 session were recorded, summarized and made available to
participant groups for comment and/or corrections. Summaries were made
immediately available to program organizers.
3. Follow-up surveys collected from the 2002 participant cohort.
Survey responses were kept confidential. Only a summary of participant
responses will be shared with program planners and members of the ACCCA
Management Development Commission. Specific illustrative comments were
quoted within the evaluation without attribution. Original copies of participant
responses will ultimately be forwarded to the ACCCA organization central
offices.
4. Presenter feedback via interviews.
Phone interviews were conducted individually. Notes of phone interviews
were drafted and were made available to presenters for comment and/or
corrections, although none of them, in fact, asked for a copy of these.
Results of Evaluation Strategies
Evaluation Questionnaires
Results are presented by topic. In many cases, it is possible to compare the ratings
and response themes from summer 2001 and 2002 participants, although this evaluation
is not primarily about comparing cohort experiences. The program and curriculum were
the same for the most part for each session, and where there were differences, the distinct

or unique sessions were evaluated separately. Stiil, in instances where comparisons
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appeared to shed light on questions of content and délivery, these are presented. (See

below for comparison of 2001 and 2002 programs.)

Program Schedule
2001 2002
e California Community College Govemance California Community College
CCLC Representative Governance

Representative, CCC Board of Governors

Role of the Board of Trustees in College
Governance

Representative #2, CCLC

e None

¢ Financing Higher Education
Associate Chancellor,
Large urban College District
e Instruction and Student Services: Case Studies
Executive CIO/VPSS,
Large Suburban College
ClO, Large urban College
President, Medium size suburban college
CIO, Large urban college
President, Large urban college
e Budget
Vice President Administrative Services,

Large urban college

Executive VP, Business and Administrative
Services, medium sized suburban college

e Technology
Director, Educational Center
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CCLC Representative
Same

Representative, CCLC
(same as for Governance topic)

Successful Models of Participative
Governance
CEQ, Large urban college

Same

Same
Number of panelists reduced to three

Same

Same
VPSS, Large suburban college
Same
Vice Chancellor,
Business and Fiscal Services,
Large urban college district

Same
Associate Vice
Chancellor, Information Technology
Services, Large urban district
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Research/Strategic Planning None
Executive Director Research and Planning,
Large urban district
Director of Planning, Large urban college

o Institutional Dynamics Same
Chancellor, Large urban district Same

e Human Resources: Problem Solving Scenarios Same
Vice Chancellor Human Resources, Same
Large suburban district.
Vice Chanceilor Human Resources,
Large urban district Vice President Human Resources,
Vice President Human Resources Large urban district
Large urban district
Vice Chancellor Human
Resources, Large suburban district

e None Accreditation
Representative,
Accrediting Commission for
Community and Junior Colleges

¢ Building Community and Balancing Your Student Services and Retention
Life and Leadership Lessons from the Garden Vice Provost,
President , Large suburban college Undergraduate Affairs, East Coast
University

A wide range of response rates exist by topic. The reasons for this difference vary.
Since each session was evaluated separately at its conclusion. not alt participants turned
in evaluations for every session. Program staff and organizers observed various bchaviors
to account for this: participants left the meeting room immediately in order to go to meals
or breaks; some congregated to socialize with peers, despite facilitators’ efforts to keep
participants from leaving before they completed the forms; and it may have been possible
that some participants may simply have experienced “evaluation fatigue.” Another

significant factor in accounting for response rate fluctuations is that not all respondents

rated each measure of “content,” * "o

presentation format,” “usefulness.” and “overall
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rating.” In terms of overall program attrition, there \;/ere only a very few individuals that
left prior to the end of the institute (only one or two in 2001 and two in 2002) due to
personal emergencies.

The following analyses are focused on the evaluation of 13 distinct
topics/presentations that comprise the Administration 10] program; thel4th section
summarizes and discusses the overall program evaluation information as gathered on the
final evaluation instrument distributed to participants at the conclusion of the program.
Particular emphasis is placed on analyzing the measure of “usefulness” for each topic
session as this constituted the overarching element in evaluating the presentation: it
reflects participants’ perceptions about the long term impact of each session. In a sense, it
could be seen as a comment on the “summative” value of the presentations.

While desirable, it is not possible to aggregate the sessions; each session
addressed a different topic, and each utilized a distinct delivery format. Most important,
diverse individuals served as presenters for each session, and this fact had a major cffect
on evaluation results. A major purpose of the analysis is to provide information for
ultimately determining the efficacy of the topic selection and delivery formats.

Session 1. California Community College Governance
Table 1

Topic; California Community College Governance

Summer 2001
Measure Needs Average Excellent N
Improvement % % Yo
Content 3 27 70 33
Presentation 19 44 36 30
Usefulness 3 38 59 34
-~ Overall 3 47 50 34

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 74

Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 0 19 81 48
Presentation 2 25 73 48
Usefulness 6 21 72 47
Overall 6 19 74 47

There was a 55.4% response rate from the 2001 cohort and a 75% response rate
from the 2002 cohort on the topic of California Community College Governance. In
terms of the usefulness of the topic, 59% of the 2001 respondents and 72% of the 2002
respondents assigned this topic the highest or “excellent” rating. Similarly, in ranking the
overall quality of the session, 50% of the 2001 respondents and 74% of those in the 2002
cohort assigned the highest rating. One possible factor for this discrepancy between
cohort [ and II is the change made in presenters between the two program sessions.
During summer 2001, two presenters of highly contrasting skills were scheduled while
only one, the Executive Director of a recognized community college professional
association, returned in 2002.

Excluding comments related to presenters, overall feedback related to the
usefulness of the topic and suggestions for improving the delivery of the material is very
similar from both groups. From the summer 2001 respondent group, 75% or 27
individuals offered written comments, while 58% or 28 respondents wrote comments in
2002.

Related to questions of curriculum/content, one major theme emerged:
information about the historical development of community college governance. the
California community college mission, legislation leading up to the watcrshed AB 1725

Law, and the role of the Board of Governors is highly appropriate and uscful—
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format. Two representative comments made by partic:ipants in 2001 and 2002 articulate
this theme:

e [She] was an effective presenter—and the overview is helpful. But since so
few in the audience are CEQ’s who would literally interact with the Board,
perhaps the overview could’ve been shortened to allow more time for case
studies and questions. It may have helped to pose some scenarios that would
clarify how to [manage board relations]. (2001 respondent)

o The material does not appear to have much relevance, and the presenter does
not seem to have been in the “trenches.” There needs to be more practical
application of the material to make it relevant to participants. Three hours of
lecture about legislation and governance in a freezing cold room definitely
requires coffee. (2002 respondent)

The last comment was made in addition to very positive comments about the
expertise and quality of the presenter by the same respondent. Additionally, others noted:
“Excellent speaker/presenter” (2002 respondent); and “Gives some great insights as to
how local boards fit into district policies” (2002 respondent.)

It is noteworthy that, presenters aside, respondents from both sessions commented
on the need to incorporate more application oriented approaches as well as more
opportunities for small group interaction. While almost unanimously appreciative of
different presenters’ expertise, participants nonetheless differentiated between the high
value of the topic and information about it and the need for a more stimulating delivery.
Failure to provide for more diversity in delivery leads to participant alienation as

reflected in the following representative comment:
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1 do not yet know how I will use much of this:‘ The presentation may have
encouraged my participation in local areas, but in the end it made me feel like a
useless cog in a machine that is pre-programmed. (2002 respondent)
While it is evident from the presenter’s curriculum outline and materials that the goal was
to provide relevant information, this comment makes clear that it is vital to clarify the
presentation objectives for participants.
Session 3: Successful Models of Participatory Governance
Table 3

Topic: Successful Models of Participatory Governance (2002 Program topic only)

Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 0 9 91 46
Presentation 2 4 93 46
Usefulness 0 9 91 44
Overall 0 11 89 45

One programmatic change made between the 2001 and 2002 programs wus the
addition of a session on participatory governance-—partially in response to suggestions
from the first cohort to explore this topic in greater depth. In 2002 there was a 71.8"¢
response rate; 91% of respondents assigned the highest or “excellent” rating to the
measure of “usefulness.” Comments likewise were nearly uniformly positive on both the
value of the topic and the excellence of the presenter: A few examples from 2002
respondents:

e Absolutely superb presentation: packed with useful information—very

inspirational presenter. Engrossing.
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e Excellent information on a person’s role as an administrator—motivated

administrators to consider a higher role in the system.

e Very good overview of identifying your campus environment and culture as a

way to help guide your decision making.

In 2002, 70% of respondents wrote comments about the session, indicating a high
level of involvement with the subject. One evident thread in the many comments was an
appreciation for the concrete applications of the topic made by the presenter. There was
no question that participants recognized the implications of the presentation and the need
for supporting effective participative governance models on their campuses. If anything,
participants called for even more “actual models.”

Session 4: Financing Higher Education
Table 4

Topic: Financing Higher Education

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 0 20 80 40
Presentation 0 37 63 4
Usefulness 0 27 73 41
Overall 0 30 70 37
Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 0 27 73 41
Presentation 33 44 23 3
Usefulness 5 28 67 43
Overall 5 46 49 39

There was a 63% response rate from the 2001 cohort and a 67% responsc rate

from the 2002 cohort on the topic of Financing Higher Education. In terms of the
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usefulness of the topic, 73% of the 2001 respondentsland 67% of the 2002 respondents
assigned this topic the highest or “excellent” rating. The presenter was the same for both
the 2001 and 2002 program sessions. Participants from both sessions expressed concerns
about the presentation format but were overwhelmingly positive about the expertise of
the presenter and the quality of the information. Illustrative comments included:

e This is excellent, vital information. (2001 participant)

e [J’s] content was crucial in trying to group the Byzantine economic process.

Low-key approach helped the high level content.(2001 participant)

e Comprehensive coverage. He had lots of good experience to share! (2002

participant)

* Good. This is a very important topic. It should be given more time to

understand jargon and complexity. (2002 participant)

In spite of strong ratings for the presenter, however, there exists a discrepancy in
the themes that emerged from both cohorts’ commentary despite the fact that the
presenter remained the same. In 2001, 73.1% of respondents offered written comments
and in 2002, 76.5% of respondents added comments. The 2001 respondents not only
valued the material but appeared to be “in tune” with the presenter. By and large, i the
cases when 2001 respondents made suggestions, it was for “more” and “deeper”
treatment of the material. Representative comments included:

e Excellent presenter. Should have gone a bit deeper on (sic) subject matter.

(2001 participant)
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e A critically important area—FTE, FTES, WSCH, State 320 Report. Need
more time spent in this area with clear handouts to help class understand
concepts and how they are used (2001 participant)

In contrast, many 2002 participants expressed a level of frustration in following
the organization and complexity of the presentation. Note representative examples of
comments:

e Good presenter but assumed a level of knowledge that many participants did

not have. (2002 participant)

o Good topic but confusing. Suggest he give us a glossary in unit/revenuc. 1 did
not get any idea of how financing is structured. For this topic, assumc group
knows nothing. (2002 participant)

e 1did not have the background information to follow presentation. Might be
good to have this presenter follow [the session on budget]. (2002 participant)

One possible explanation for the difference in cohort perceptions may lic in the
make-up of the cohorts themselves. It is clear that the 2002 group included a greater
number of entry and mid-level managers and that there appeared to be a wider range in
terms of the years of experience in administrative positions as compared to the 2001
cohort. The focus group discussion conducted in 2002 provided insights and suggestions
on the need to tailor information to the level of participants (and this data is presented in
the section on focus groups). The last comment noted above hints at the need to re-think

the format and sequencing of the topic—and it was not a unique comment.
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Session 5: Instruction and Student Services

Table 5

Topic: Instruction and Student Services: Case Studies

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 2 34 63 41
Presentation 5 20 76 41
Usefulness 3 26 71 38
Qverall 3 22 75 36

College-wide President/CEQ Presenter-Case Study

Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 2 13 85 47
Presentation 2 28 70 47
Usefulness 2 11 87 47
Overall 2 20 78 49

Instruction-CIO Presenter-Case Study

Measure Needs Average Excellent N
Improvement % % Y%

Content 9 42 49 45

Presentation 9 49 42 45

Usefulness 9 38 53 45

Overall 7 46 47 45

Student Services-CSSO Presenter-Case Study

Measure Needs Average Excellent N
Improvement % % Yo

Content 7 27 60 44

Presentation 7 39 54 44

Usefulness 5 37 58 45

Overall 4 40 56 45

There was a 58% response rate from the 2001 cohort and a 76.5% response rate

from the 2002 cohort on the presentation dealing with the topic of Instruction and Student
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Services. In terms of the usefulness of the topic, 71%.of the 2001 respondents and 66% of
the 2002 respondents assigned the topic the highest or “excellent” rating. In 2002, as can
be seen in Table 5, separate evaluation forms were collected for each different
presenter/component of the topic session (e.g CEO, CIO and CSSO perspectives). It
should be noted that 2 interactive, case study approach was used for both sessions and
that the presenters were mostly the same for both sessions with one difference: a panel of
five presenters addressed the topic in 2001 while three panelists presented the topic in
2002. The two panelists for the Instruction portion were returning presenters from 2001,
while the student service representative was new in 2002,

The interactive format used for this presentation proved to be a *‘crowd plcaser”

for both groups as evidenced by comments:

o Terrific! This was an effective blend of lessons leamned from experts:
interactive opportunity to explore our problem solving skills and follow-
up/review of group work to see the big picture, glean and take home ideas and
identify areas that need further work. The speakers opening comments offered
a great balanced perspective...( 2001 participant)

e Need more hands-on such as this. This was very helpful and informative!
Keep this type of session going! (2001 participant)

e Greatly enjoyed the interactivity, immense learning from colleagues. (2002
participant)

e The presenters were accomplished and wonderful. The format was great.

(2002 participant)
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The interactive format was appreciated by boti\ groups as reflected in the fact that
81.6% of 2001 participants rated the presentation format “excellent.” In 2002, program
participants rated each presenter separately, and the ratings varied from a high of 70.2%
“excellent” to 42.2% “excellent” ratings.

Notwithstanding differences in panelists, however, similar concerns were raised
about the delivery strategies by both cohorts—albeit with different levels of intensity.
The issue centered on the use of case studies. While the case study method was
appreciated, participants from both groups commented on the need for more context and
background for the proposed scenarios. Once again, the 2001 cohort appeared to be more
at ease with the complexity of the subjects and more able to absorb voluminous
information. The following are representative comments from both groups:

e [ wanted more context and nuts and bolts. I did not know enough to
effectively participate in the scenarios. The case study of [a specific lurge
urban college] was excellent. (2001 participant)

o The case studies were excellent. For administrators who are not in instruction
and student services, it would be more helpful if the regulations were
presented in the first part of the presentation. (2001 participant)

e While the small group discussions were helpful, I would have liked resource
material. A list and brief description of the categorical programs and a copy of
the program approval handhook would have been useful. (2002 participant)

Both groups also expressed a degree of frustration with the time allotted to this

topic. One 2001 participant expressed a common concern:
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e Need MORE time—content is too much u; cover in ¥ day when 85% of
college functions fall into these units.

One modification made between the 2001 and 2002 sessions was the introduction
in 2002 of small group assignments. Throughout the week-long program, participants
were assigned to small groups in order to provide more opportunity for cooperative
learning, networking and personal interaction. In response to this modification, responses
by the 2002 participant group appeared favorable, and the strategy seemed to support
student learning as reflected in the following representative comments:

o Keep the format of the [small group] presentations because it allowed us to
interact with our colleagues and identify experts in specific areas. We were
also able to learn about activities at other campuses. (2002 participant)

e Keep us in our pre-engineered groups—to insure a variety of expertisc in+.a7»
group (and to save time). J. might want to provide a little more context and
information for the exercises. (2002 participant)

The large number of comments made by participants from both cohorts reflected a

high level of involvement in this session: 81.5% of 2001 respondents offered comments

and a range of 62%-71% of 2002 respondents wrote comments for each presenter.
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Session 6: The Community College Accreditation Process

Table 6

Topic: Accreditation (2002 Program topic only).

Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 9 53 38 45
Presentation 4 62 33 45
Usefulness 11 37 52 46
Overall 7 56 37 43

Another programmatic change made between the 2001 and 2002 session was the
addition of a presentation on the Community College Accreditation Process. There v.as a
response rate of 71.8%; 52% of respondents assigned a rating of excellent on the measure
of “usefulness.” Two major themes emerged from the written comments made by 52.1%
of respondents: 1) an acknowledgement of the value of the topic, and 2) a prevailing view
that more specifics were needed regarding the new accreditation standards, particularly
the incorporation of learning outcomes. A few illustrations support this observation:

e The information was good. Please be specific on the new standards. This
topic could be longer and focused on techniques used in learning outcomes
since this issue is so contentious right now.

While there were many expressions of appreciation for the presenter, a

representative of the Accrediting Commission for Community and Junior Colleges.
several participants requested more instructional materials on both the new standards and

the process of accreditation.
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Session 7: Budget Development

Table 7

Topic: Budget

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 0 25 75 40
Presentation 10 41 49 41
Usefulness 0 24 76 41
Overall 0 29 71 41
Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 0 6 94 48
Presentation 0 10 90 48
Usefulness 0 6 94 49
Overall 0 9 91 47

There was a 63% response rate from the 2001 cohort and a 76.5% response rate
from the 2002 cohort on this session dealing with Budget Development. In terms of the
usefulness of the topic 75.6% of the 2001 respondents and 93.8% of the 2002 respondents
assigned the topic an “excellent” rating on the measure of “usefulness.” A change was
made in presenter assignments between the two sessions, and only one speaker presented
the topic in 2002.

While perceptions about the usefulness of the content were positive from both
groups, there were many concerns expressed in 2001 about the presentation format and
treatment of the subject. While the 2001 presenters were acknowledged as strong experts,
he team-taught presentation did not flow well as reflected in a representative comment:

¢ One presenter would’ve been better. The two did not work all that well due to

— different styles, knowledge, and lack of sync. (2001 participant)
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Participants who wrote comments—87.8% of respondents—were divided on
whether too little or too much ti-ne had been allocated to the subject. The following
comments are representative:

e Need more time because (sic) very helpful! Helped me straighten out

WSCH/FTES formulas! (2001 respondent)

e Too short. Also would have liked more data analysis between student services
and instruction and how budget [has] impact on decision making. (2001
participant)

e Too long. Should have covered the last few slides. Like to hear more of nuts
and bolts. (2001 participant)

Respondents also commented on the need for coordination with other program

topics, namely Finance.

¢ Some overlap with previous day’s material. There should be some pre-
communication between presenters. (2001 participant)

e Too much detail—repeat of prior day’s overview. Recommendation: specific
information about what areas we need to monitor [and] strategies to avoid
budget pitfalls. (2001 participant)

Based on the evaluative feedback from 2002 participants, it is clear that most of
these concerns had been addressed by programmatic changes. The level of participant
satisfaction as expressed by “excellent” ratings on the overall ranking measure was
higher (87.7% in 2002 compared to 70.7% in 2001). With 71.4% of 2002 respondents

offering written comments, no one remarked on the selection of material or details. Still,
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there surfaced a concern regarding the need for coordination of the budget topic wit'h the
one on Finance, as illustrated in the following representative comment:

« [Budget presenter — M.] should be before [Finance presenter —J.]. M’s
concrete followed by J’s abstract. This would be better. (2002 participant)

There were resoundingly high marks for the Finance speaker, and his treatment of

the topic and accompanying materials:

e M. was extremely impressive. Handout is a gem and will be at my desk when
we get back. This was great foundational stuff to prepare for [Finance]
presentation,

The delivery format was similarly praised for its interactive quality:

e Lively presentation of serious subject! Enjoyed that it was interactive and
informative. (2002 participant)

o Useful, well paced, dynamic presentation. Audience questions were good
idea. (2002 participant)

Session 8: Technology Planning
Table 8

Topic: Technology Planning

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 8 30 62 40
Presentation 2 25 73 40
Usefulness 5 33 62 40
Overall 0 33 66 39
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Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 4 50 46 46
Presentation 4 58 38 45
Usefulness 4 56 40 45
Overall 4 59 37 46

There was a 61.5% response rate from 2001 participants and a 71.8% response
rate from the 2002 cohort on the topic of Technology Planning. In terms of usefulness of
the topic, 62.5% of the 2001 respondents and 40% of the 2002 respondents assigned this
topic an “excellent” rating. It bears note that the 2001 presenter, who had been highly
rated and was scheduled to return, had a last-minute personal emergency and could not
attend. A decision was made to provide a substitute, and this undoubtedly impacted
evaluation ratings. Nonetheless, remarks made by participants allow for an assessment of
the content/value of the topic.

In 2001, 77.5% of respondents and 69.5% of 2002 respondents wrote comments,
and both groups offered perceptions about the quality of the content. Representative
comments included:

e Good info (sic)! Good style on presentation and materials. (2001 participant)

e Very informative! Great job on such short notice. (2002 participant)

While many appreciative comments were made on the quality of the presentation,
one major question emerged from both cohorts about the feasibility of incorporating such
a broad topic given the constraints of time and the need to focus on more immediate
administrative/ management matters in Administration 101. Itlustrative comments

included:
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e Good presentation—but we need to use tix.ne for Administrative issues...(2001
participant)

o Fine speaker. Good info (sic)—but so quick! For this and the next session
[Research and Strategic Planning], it may have been more effective to present
one (rather than both) so more time could’ve been available for the session.
There’s no way Admin. 101 can offer all we need in one “class”—some tough
(less is more) decisions needed. (2001 participant)

e Hey it’s BIG, but what can you say about it that we don’t aiways hear. Some
things should be (sic) personal responsibility to follow up. (2001 participant)

Also, a number of comments were made by participants from both cohorts

relative to the need for more time in order to cover the topic adequately. Overall, the
suggestion that emerged from written comments is that there was a need to assess the
inclusion of this topic in the program curriculum.

Session 9: Research and Strategic Planning

Table 9

1Lopic: Research and Strategic Planning (2001 program topic only)

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 19 43 38 37
Presentation 34 39 26 38
Usefulness 29 39 32 38
Overall 33 44 23 39

In 2001, Research and Strategic Planning was included as a program topic. With a
60% response rate, only 30.7% of respondents rated the topic as “excellent” on the

“usefulness” measure. On this basis, program organizers eliminated the topic in 2002. It
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should be noted that written comments indicate an api:reciation for the high quality of the
presentation. Nonetheless, in light of the fact that the topic was eliminated, it does not
appear useful to provide further evaluative comment on this topic.

Session 10: Institutional Dynamics

Table 10

Topic: Institutional Dynamics

Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 3 24 74 34
Presentation 0 31 69 35
Usefulness 6 15 79 34
Overall 3 15 82 33
Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 0 29 71 45
Presentation 4 28 67 46
Usefulness 2 26 72 46
Overall 0 29 71 45

There was a 53.8% response rate from 2001 participants and a 71.8% response
rate from the 2002 cohort on the presentation dealing with Institutional Dynamics. The
presentations were made in the evening for both program sessions. In terms of usefuliiess,
77.1% of the 2001 respondents and 71.7% - the 2002 respondents assigned this topic a
rating of “excellent.” It was particularly difficult to separate the topic from the
charismatic personality of the presenter, the Chancellor of a large urban college district.
The presenter offered a highly personalized view on the subject, and he brought a warm

and personable style. One typical comment refl.cted this idea:
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e [E]is an inspirational, motivational speakér. This topic is crucial, perhaps the
most important for me. The slides were very clear with touches of humor. He
certainly comes across as a real and approachable human being—and that was
his whole point. (2001 participant)

One common perception that emerged from comments made by both groups was

the view that the purpose of the session was to help participants decide if they wished to
advance to higher level positions in their careers. The following example even suggests

that the purpose of the entire Administration 101 program was about professional upward

mobility:
1 didn’t realize this conference was for administrators who wanted to go
higher (foolish of me). This presentation clarified this for me. (2002
participant)
Another noted:

...Gave a good “to do” list to move up the institution. (2002 participant)
One last example illustrates the theme:
[E] really makes one think. Yes, I do still wish to be a president or
chancellor. ] just have a few things to work on. I just love [E} to death. 1
appreciate his desire to look for future leaders on their way in—the Keys
to Dynamic Leadership. (2002 participant)
There was a relatively high rate of respondent commentary—82.8% of
participants in 2001 wrote comments, and 76% of participants did likewise in 2002.
Overall, based on the many favorable comments made about this session, it is clear that

the session proved to be enjoyable and personally affecting for most participants.
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Session 11: Human Resources

Table 11
Human Resources
Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 0 ) 27 73 41
Presentation 33 44 23 43
Usefulness S 28 67 43
Overall S 46 49 39
Human Resources--Presenter #1 Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 2 21 77 48
Presentation 15 33 52 43
Usefulness
2 27 71 48
Overall 0 38 62 47
Human Resources--Presenter #2
Measure Needs Average Excellent N
Improvement % % %
Content 0 21 79 48
Presentation 10 35 54 48
Usefulness 2 19 79 48
Overall 0 36 64 47

There was a 66% response rate from the 2001 cohort and a 75% response rate
from the 2002 cohort on this topic presentation dealing with Human Resource issues. In
terms of the usefulness of the topic, 67% of the 2001 respondents rated the topic
usefulness as “excellent.” In 2002, 71% and 79% of the respon-ents who rated the two
presenters respectively indicated the highest rating level of “excellent.” Although the
topic was retained for both program sessions, the delivery format was refined and

clarified in 2002 in direct response to evaluative comments made in 2001. In the 2001
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session, a panel comprised of four presenters covered the topic. Each was assigned a sub-
topic (e.g. collective bargaining, personnel issues, etc.) and was asked to provide
information and written material and to lead interactive exercises on their subject.
However, the session felt “packed” to participants, and the presenters’ skills were deemed
very uneven. One comment from the 2001session summarized concerns:

o All four are experts. Poor delivery. Suggest: 1-hour overview, case studies
format with real world cases on different topics; limit to a 1-hour session.
Please don’t read Title 5 and Ed. Code. (2001 participant)

By 2002, the presenter panel had been culled down to two expert practitioners,
and the topic was presented in a team-taught fashion using case studies, question/answer
activities, and small group exercises. Overall, the content remained the same.

Participants from the 2002 cohort offered extensive commentary on this
presentation; 79% of respondents wrote comments. There appeared to be a general
consensus that the content was very valuable and appropriate to the leamning needs of the
group. Many participants more time be allocated to the topic. The following are
representative comments:

e Helpful handout. Could use more time, especially because 80% of our jobs
deal with personnel. The small groups were helpful, but we were not given
clear instructions about how to group and what our tasks and timelines were.
(2002 partictpant)

e Good cases but need more time! The time at the end was great! [Questions
and answer] (2002 participant)

o Critical for administrators. (2002 participant)
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One theme that clearly emerged from the com}rlents about presenters was the need
to strengthen what one respondent termed “classroom management skills.” While
participants expressed satisfaction with “real world” applications, some were frustrated
by the lack of preparation provided to participants for case study analysis:

e Negotiation section was not helpful—not enough information given prior (for

those of us who were new to this). Sexual harassment [topic] good (sic), as
was [employee] discipline (sic) and ADA [compliance] (sic). (2002
participant)

Many comments were made suggesting that the case study on collective
bargaining needed re-thinking in contrast to the other sub-topics:

e The use of case studies was very effective for the discrimination issues. I
would suggest not role playing negotiations. Instead, watching them being
role played was far more beneficial, and then spend (sic) more time _.ving
advice on how to conduct negotiations. We could have spent a full day on
these issues. (2002 participant)

e Would have appreciated more on personnel issues and less on collective
bargaining methods. (2002 participant)

Overall, however, participants expressed high levels of satisfaction with the

material, content and presenters:

e Good material with practical applications included. (2002 participant)

s Best event of conference! Add more time to this session. We need at least two

more hours of Human Resources. (2002 participant)
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Session 12: Current Legislation Affecting Community Colleges

Table 12

Current Legislation

Summer 2002
Measure Needs Average Excellent N
Improvement % % Y%
Content 4 47 49 45
Presentation 4 56 40 46
Usefulness 7 40 53 45
Overall 6 47 47 45

Included in both session of Administration 101 was a “Legislative Update”
presented by a professional community college lobbyist. In 2001, the presentation was
made informally as part of the last day’s agenda. In 2002, the decision was made to
continue the briefing and to formalize it as an integral part of the Administration 10
program.

In 2002, there was a 71.8% response rate on the topic of Current Legislation that
affected California Community Colleges, and 53% of respondents gave an “excellent”
rating to this topic on the usefulness measure. Comments and ratings were mixed as to
the deliverv format, but respondents expressed uniformly positive views about the
expertise of the presenter. Note two representative comments:

e Does a good job of translating the complexities in summary form. (2002

participant)

e His expertise in governmental affairs is quite obvious. (2002 participant)

A theme emerged from the comments offered in 2002 that the topic was

potentially of great use but needed more development—either by exploring the question
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of how administrators should get involved with the législative process or delving more
deeply into an analysis of how pending legislation could affect community colleges.
Session 13: Closing Presentations

Table 13

Closing Presentations

Topic: Building Community Summer 2001
Measure Needs Average Excellent N
Improvement % % %
Content 0 0 100 31
Presentation 0 0 100 31
Usefulness 0 13 86 30
Overall 0 3 97 30
Topic: Student Success and Retention Summer 2002
Measure Needs Average Excellent N
Improvement % % %
Content 4 9 87 45
Presentation 4 30 65 46
Usefulness 2 13 85 46
Overall 2 11 86 44

The last presentation in each program session were designed to highlight major
overarching issues related to institutional effectiveness and college leadership. In 2001,
the closing session, presented by nationally recognized exemplary community college
president from a large urban college in Texas, consisted of two presentations entitled
“Building Community and Balancing your Life” and “Leadership Lessons from the
Garden.” The first session was presented in the evening and the second on the following
morning .In 2002, the closing session, “Student Success and Retention” likewise featured
a nationally recognized authority/practitioner, a Vice Provost of Undergraduate Affairs of
an east coast university. Because the topics and materials were so distinct for both

- program sessions, the evaluation data are presented separately for each topic.
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A. Summer 2001-Building Community/ Leadership 'Lessons
There was a 48% response rate from the summer 2001 cohort on the topic of
“Building Community.” Fully 84% of respondents rated this topic “excellent” in terms of
usefulness. For the first session on “Building Community,” participants expressed high
satisfaction along all measures reported on the rating form. The presentation format
included a video, kinesthetic activities, and lecture. Respondents appeared highly
involved with the presentation as reflected in the fact that 94% of all respondents wrote
comments. Both of the related session topics were appreciated as integrative of many
Administration 101 concepts and subjects. The following are a few representative
comments:
e Very refreshing, inspirational approach to wholeness in education. Creative
use of a variety of media and activity. (2001 participant)
e [ think his ideas would add to the overall week. I liked the combination of
theory and personal wisdom. This wasn’t silly but it all made a point. (2001
participant)
The second session on “Leadership Lessons” was likewise very well received.
Fully 90% of respondents wrote comments expressing uniformly positive reactions about
this presentation. Representative comments included:
® A very nice ending to an intense, very worthwhile week! I am not a *‘touchy
feely” but I’'m convinced community is truly important. (2001 participant)
¢ Reminded us of the importance of balance. [I] appreciated the inclusion of this
topic along with other technical information presented prior (sic). (2001

participant)
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B. Student Success and Retention

There was a 71.8% response rate for the 2002 presentation dealing with Student
Success and Retention; 85% of respondents rated the session “excellent” in terms of
usefulness. As in the previous year, the topic was perceived as central to the work of
community college administrators. The speaker was generally praised for his expertise
and articulate speech. A few représentative examples follow:

e This was one of the best presentations! We could have spent the entire
workshop on this topic and develop (sic) strategies to implement these ideas
when we return. (2002 participant)

e The tone and content should be the foundation of Administration 101. He is
really giving us pertinent and important information that is relevant to our
success. It is a shame he came at the end when people are tired. ( 2002
participant)

Despite many favorable comments, there was a theme of frustration expressed
about the volume of information. Likewise, participants pointed to the need for better
quality and session-appropriate handouts—particularly the need for handouts of the
power point presentation. On the last day, as hinted in the previous comment example,
participants were taxed by a presentation that demanded a high-energy synthesis of
extensive and detailed information. Nonetheless, respondents appreciated the importance
of the topic as suggested in the following representative comments:

* Recommend he give the power point handouts to us. Case studies for each

exercise would be great. Great presentation! Good color code handouts. This
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101

is a great presentation to wrap up the event; we just need more time. (2002

participant)

¢ Please invite him for Administration 202. Wonderful opening for “the last

morning.” Content relative (sic) to our administrative lives. Timely topic.

Articulate in speech. Thank you. Excellent interactive presentation on

Decision making, How’s and Why’s.‘(2002 participant)

Overall evaluation questions for Administration 101:

The final program evaluation form completed by participants at the conclusion of

the program consisted of a number of open-ended questions. While the focus of the

questions was similar for the most part, significant revisions were made in the items

between 2001 and 2002:

2001 Final Evaluation Questions

What did you like best about
Administration 1017

What did you like least about
Administration 101?
Any suggestions about how the

program could be improved?

If you were going to recommend the
program to a colleague what would you

say?

Any additional comments?
No analogous question

2002 Final Evaluation Questions

What did you like best about
Administration 1017

No analogous question

What if any portion of Administration
101 would you recommend
improvement?

Which topics did you find the most
beneficial?

No analogous question
Were you satisfied with the location
and overall accommodations of UCLA?

The revision eliminated redundant responses regarding program strengths: that is,

the question “What did you like best?” elicited the same kind of answers as “If you were

going to recommend the program, what would you say?”
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Content analysis of responses for each major éuestion yielded a number of
themes. Respondents frequently identified a number of themes in a single comment;
responses were therefore tallied separately for each theme. The following summarizes
responses for the first question from the final evaluation questionnaire:

What did you like best about Administration 101?

2001 Cohort 2002 Cohort
THEMES Number of responses Number of responses
A. Array and variety of presentations 15 20
B. Networking 14 24
C. Conference Organization 12 5
D. Accommodations /meals /venue 9 3
E. Instructional materials 8 8
F. Presenters 7 10
G. Practical application of concepts 3 0
Total # Responses 48 49

There were large numbers of individual responses that were unique. Most
frequently, these were comments indicating a special preference for a session or activity,
such as a social event or group dinner. There was no consistent thread to such
observations, and consequently these are not reported in the results.

In 2001, the question was posed: “What did you like least about Administration
101? In contrast to the question regarding “best likes” only a few common themes
emerged.

What did you like least about Administration 101?

Themes 2001 Cohort
A. Lack of interaction in selected 8
presentations
B. Lack of variety of formats/activities 3
within a single presentation
C. Lack of visuals in selected presentations 2
D. Physical exhaustion from sitting too 5
long in presentations

- Total # responses 36

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 103

The single most articulated theme that emeréed was the concern regarding the
lack of interactive sessions. Note the following criticism:

e Almost all of the presenters were non-interactive. We preach about being a
learning centered institution, and yet the presenters used the traditional lecture
approach—ugh! (sic)

Many of the unique comments made by respondénts about various matters relate
tangentially to this issue. For instance, one respondent complained, “Did not like sitting
for such a long period of time (vary program).”

Still, several participants responded that there was “nothing” that they disliked
about the program. There was a distinct awareness about what the intensive format of the
program entailed in terms of topics and materials, and on the whole participants were
eager to retain the comprehensive curriculum and the short time frame. Nonetheless,
presentation format emerged as a key area of focus.

In 2002, the question was asked “Which topics did you find the most beneficiai?”
Despite the fact that there was a 73.4% response rate on this item (47 responses), no clear
theme emerges. Virtually every respondent enumerated multiple workshops; many
indicated that “all” were of value. The two presentations that received the highest
mention are Budget Development (22) and Participative Governance (15). Yet these two
workshops were often singled out due to the humor and wit of the presenters rather than
to the “beneficial” quality of the topics. There is a clear recognition that the entire
curriculum is “beneficial” and that different presentations address distinct aspects of

administrative functions. Here is a typical comment:
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e I am glad to say that I have no preferenceg—they were all beneficial. The
Student Learning outcomes talk (accreditation) was especially relevant to my
work.

Beyond the two workshops mentioned above, there emerged no clear hierarchy of
favorite or “most beneficial” workshops.

The last major item of the evaluation questionnaire deals with suggestions or

recommended improvements. The following chart summarizes responscs according to

themes that emerged based on the content analysis of comments offered by both cohorts:

2001 2002
Suggestions for Improvement: # of Responses  # of Responses
e Need for more interaction 13 7
e More use of teams 3
¢ More need for Question/answer sessions 2
o Need for more use of applications 4
o Need for more use of case studies 3
e Improve accommodations 2
e Modify scheduling to provide for more “down 10
time.”
e Re-organize curriculum—fewer sessions but 2 3
more in depth
¢ Provide handout that parallel all power point 9 4
presentations.

It is not possible to provide a response rate for this question as the comments were
transcribed in a way that did not allow for differentiating respondents. Thus, while 64
comments were listed for the 2001 cohort and 36 were listed for 2002, it is not clear for
either cohort if a given respondent made more than one comment on any given factor or
aspect of the program.

One unexpected difference that emerged in responses between the 2001 and 2002
cohorts is the fact that in the first year, respondents tended to comment more frequently

on programmatic aspects and presentation formats. Respondents frequently expressed
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concerns about the need for more opportunities to intéract with peers outside the
workshops as well as within workshops—that is, requesting more interactive delivery
formats. There surfaced more preoccupation with the need to incorporate more case
studies and opportunities for application. In 2002, responses appeared more diffused.
While there was no consensus about the amount of materials—some requested more and
others less—there appeared to be a strong thread of commentary requesting that materials
be better coordinated with presentation and that the notebooks of resources material be
sent earlier than two weeks before the start of the session.

A final analysis of the comparison of top rated sessions by each of the cohorts
suggests a few additional insights. Using the measure of “Overall” ratings assigned for
the sessions, the following chart summarizes the rankings awarded each session in
priority order by the two cohorts and the percentage of respondents from each group that
assigned an “excellent” rating to the session:

Comparison of Session Presentations in Order of Priority Rankings by Cohort Group

2001 Cohort Session Ratings % of 2002 Cohort Session Ratings % of
(Based on “overall” measure)  “Excellent” (Based on “overall” measure) “Excellent”
Responses Responses

1. Building Community 97 1. Budget Development 91

2. Institutional Dynamics 82 2. Successful Participative 89
Governance Models

3. Instruction/Student Services 75 3. Studert Retention 86

4. Budget Development 71 4. Governance 74

5. Financing 70 5. Institutional Dynamics 71

6. Technology Planning 66 6. Role of Bd. of Trustees 70

7. Role of Bd. of Trustees 60 7. Human Resources 62

8. Governance 50 8. Instruction/Student Services 60*

9. Human Resources 49 9. Finance 49

10. Research/Planning 23 10. Legislative Update 47
11. Accreditation and Technology 37

Planning (Both sessions received
- same ratings)
* Ratings were averaged for three presenters
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A comparison of the top five rated sessions sﬁow that two were selected in
common by both cohorts: Budget Development and Institutional Dynamics. It is difficult
to attribute any of the ratings solely to “content” or “usefulness” measures as there was
no clear pattern that emerged from a comparative analysis of these measures. Rather, the
factor that seems most obvious is the quality of the presenter/presentation itself. It is no
accident that in 2002 both the Budget Development session and the one dealing with
Participative Governance were given by two exceptionally articulate, witty and effective
communicators. Similarly, in 2001, the presenter for the Building Community topic was a
nationally renowned speaker who had a well established reputation for giving funny,
stimulating, and effective presentations. As already mentioned, the Chancellor who
presented the topic of Institutional Dynamics at both program sessions is a personable
and highly approachable individual who extends himself very effectively to the audience.
The conclusion could be drawn that the human factor—that is, the presenter
himself/herself—greatly impacts how the session will be perceived and assessed
regardless of the value of content or usefulness of the topic.

Focus Group Interviews

The following section summarizes the qualitative data derived from focus group
discussions. Responses are organized by question. Content analysis of group responses
resulted in identifying emergent themes; the number of groups that identified each theme

is identified in the following summaries..
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Strengths anr weakness of topic presentations:

1. Strengths—Discussion of program strengths was not extensive in most groups—only
one specifically spent a significant portion of time on this item. Rather, most groups
appeared to accept the topics and formats as givens and spent the greater portion of
time discussing ways of improving or strengthening presentations. Insofar as
comments régarding strengths were explicn, the following common themes emerged
from the focus groups:

o Expertise of presenters ( 1 group)

e Excellent resource materials (3 groups)

s Presenters who are good role models and address heart of leadership
challenges (2 groups)

e “Real-world” case studies and applications (4 groups)

2. Weaknesses—It may be a reflection of the human condition to focus more
extensively on perceived program weaknesses, and groups tended to elaborate in a
more detailed fashion on these. It became apparent as discussion progressed that
weakness were inextricably linked with recommendations and strategies for
addressing these. The following therefore summarizes perceived weaknesses and
recommendations for improvement:

e The perceived redundancy of presentations on the history of the system vis-a-
vis governance, finance and budget topics emerged as a theme.
‘While historical information was found to be useful in understanding *“why
things are the way they are,” two groups felt strongly that historical treatments

repeated in various session took “too much time.” Commented one
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participant, “It seemed that as soon as weﬂwere beginning to get into the
current issues, we ran out of time.”

Recommendation: Coordinate treatment of historical topics in budget, finance,
and governance sessions so that the overview is presented once. This would
allow presenters, in the words of one focus group participant to “Keep the
focus on the here and now.” Optionally, one group suggested that historical
summaries be provided in written form as part of the Administration 101
notebook material.

e The disjointed nature of the Finance and Budget sessions surfaced as another
theme; improved coordination between presenters is needed to avoid overlap
of topic material and to better provide insight into the relationship between the
two. Recommerdation: Coordinate presentations, perhaps by scheduling a
dual presentation.

e Gaps in the Human Resource presentation were identified. Despite a strong
consensus about the usefulness and critical importance of the topic in the
Administration 101 curriculum, three criticisms of the topic treatment
emerged: 1) The presentation was not geared to the learning level of all
participants; many felt that presenters had mistakenly assumed a degree of
knowledge in the group that was not valid. 2) Many respondents expressed the
perception that the initial interactive exercise about the collective bargaining
negotiating process proved ineffective because there had been a lack of
framework, explanations, or group rules for the simulation. Commented one

participant: “Being turned loose on a case without grounding is very
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frustrating. “ By contrast, the role playing'done subsequently by presenters for
other Human Resource topics was perceived as being more effective. 3) The
appropriateness of including collective bargaining in the Human Resource
overview appeared questionable. Several individuals articulated the point that
other sub-topics such as employee discipline, sexual harassment, and
discrimination fall in the purview of all college administrators while collective
bargaining and negotiations do not usually involve mid-level managers.
Recommendations: Improve treatment of the collective bargaining sub-topic
by a) providing more background information regarding the differences
between interest-based and traditional bargaining; and b) re-think the focus of
collective bargaining to one that emphasizes contract management issues and
the roles of all administrators in collective bargaining—not just those directly
involved in negotiations.

Usefulness of content and materials:

The following content areas and program materials were cited as particularly

useful by focus group participants:

e Resource notebook compiled and distributed to participants in advance of the
program (2 groups)

s Presenters’ examples of creativity in dealing with “real leadership” situations.
This dimension received comment in one form or another from all groups.
The most frequently mentioned session was Instruction/Student Services and
specifically the presentation made by the President who described the

challenges and change strategies that he had employed at his institution.
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e  Technical information presented clearly a;nd concisely (2 groups). The areas
most often cited were those dealing with Attendance Accounting
Requirements (Budget development), the State Program Approval process
(Instruction/Student Services), and Apportionment mechanisms (Finance and
Budget). Members of two groups commented that discussion of such aspects
were new to maﬁy, especially entry-level or “new to California”
administrators.

Delivery Formats

While there was a scattering of comments on diverse aspects of the program and
delivery formats, three clear themes emerged based on focus group discussions:

e Use of case studies.

There was unanimous sentiment expressed in all four groups that case studies
based on presenters’ professional/personal experiences were most effective. Proper use of
these—that is, case studies presented with sufficient background and technical
explanations—had a powerful learming impact. Inclusion and expanded use of this
approach in all topic areas was viewed as highly desirable. Another aspect of the
comments regarding the use of case studies was the suggestion that the interdependence
of college organizational units (e.g. astruciicn, Human Resources, Administrative
Services, etc.) be stressed in terms of analyzing cases/situations and their resolutions.

e Elimination of straight lecture delivery formats.

This suggestion is captured in the comment of one participant, “No more talking
heads.” At minimum, use of visual aids and power point piesentations accompanied by

appropriate handouts were viewed as essential for enhancing lecture presentations. All
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groups expressed a preference for participating in vaﬁous types of interactive formats:
small group work, discussion, question/answer, and role playing/simulations.

e Promote the use of small groups.

In 2002 all participants had been assigned to small work groups for the entire
program session. These were established in order to promote structured interactions
throughout the program and to enhance networking and problem sharing among
participants. Two groups expressed a preference that these work groups be maintained
throughout the workshops as these had been initially designed with balanced
representation from various administrative units (e.g. Instruction, Student Services, etc.).
Two groups also mentioned the possibility of creating “break-out” sessions by groups for
workshops that required dealing with complex topics (Instruction/Student Services and
Human Resources). The option that was suggested for “breaking out” or clustering
participants was by position level—that is, entry-level through mid-level deans could be
constituted as one group, and senior administrators ( e.g. vice presidents and senior
district administrators) could be organized into another. The perceived benefit of this
approach was that case studies and problems could best be discussed in groups that
shared similar levels of expertise.

Resource materials and assigned work.

e Three groups strongly recommended that the resource notebook that contained
program information, session outlines, handouts, and readings be distributed
much earlier than two weeks before the start of the session.

e In cases where participants had been given reading assignments, it was

strongly recommended that presenters fully integrate these into sessions.
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Complained one respondent, “When I have taken the time to prepare
carefully, I resent being placed through a process that was not well thought

”»

out

e The need to clarify assignments and guidelines was underscored. One group
stressed at length the value of preparatory assignments and expressed a
willingness to complete these in advance. Commented one participant, “I’d
like more structured homework so there would be a level playing field.”
Members of this group demonstrated a strong consensus for “perhaps even
more preparatory homework.”

Proposals for new topics
The following table summarizes the suggested topics for future Administration

101 programs.
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Table 14

Proposals for New Topics

# of Focus Groups

Suggested topic that made recommendation
Overview of categorical programs (¢.g. VTEA, 1
EOPS, DSPS, etc.)
Vocational Education: balancing vocational and 2
transfer education within the instructional
program and discussion of specialized resources
for each such as VTEA.
Distance Education 2

e Collective bargaining issues

e Delivery formats for DE (e.g. hybrids)

o Current research on quality issues and

student retention

Collective bargaining: roles and contract 1
management strategies for all administrators
Political advocacy: how to impact the system 1
effectively at legislative levels
Program Review: philosophy and model 1
processes (not just presentation of Title 5
mandates)
Teambuilding within college organizations 1
Personal balance for administrators 1

The single unanimous recommendation made by all groups was for ACCCA to
provide an “Administration 202" program, although there was no consensus regarding the
structure of topics. Two group, for instance, recommended that all topics be repeated but
at a much deeper level, and with a pre-requisite of Administration 101. Another group
recommended that subsequent programs be organized by position level with appropriate

topics selected for entry, mid-level, and senior administrators.
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There was a 34.3% response rate from 2002 participants; twenty-two surveys
were returned. The survey, administered electronically, was primarily designed to elicit
feedback related to the value of the topics and how participants have actually employed
the materials and strategies presented in Administration 101.

Question #1: Please list up to five topics that you found to be of most use in your position
as a community college administrator/staff member.

In descending order of choice, the following chart includes topics identified by
respondents.

Table 15

Preferred Topics in Priority Order

Topic # Responses % Total Responses
1. Budget 17 17.5
2. Instruction/Student Services. 15 15.4
3. Accreditation 13 134
4. Community College Governance 10 10.3
5. Financing Higher Education 9 9.27
6. Human Resources 9 9.27

Total number of responses = 97
Question #2: Do you actively employ any of the strategies or use specific materials
presented in Administration 101? If yes, describe use. If no, why not?

One hundred percent of all respondents checked *“yes” to the query. Based on
content analysis, the major themes that surfaced in descriptions of use included the
following:

e The Program Resource Notebook was identified most frequently. Slightly over

30% of respondents commented on the value of these materials in general.
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e Approximately 27% of respondents commenfed in various ways that the value of
the program resided in the array of workshops. One illustrative comment referred
to the “base knowledge of processes and procedures” that had promoted increased
“awareness of the need to be creative in your solutions.” A comment that captures
the impact of the curriculum and presentations is the following:
o luse perspectives [respondent’s italics}—they have allowed me to remain
calmer and productive in the face of our highly politicized and contentious
campus climate. I also have hopes for the future as a result of those
perspectives. I see change can happen and in some cases happens quickly
[respondent referenced case of large urban college restructure].
Individuals gave examples of specific topics/strategies that they employed
or developed, including but not limited to accreditation, budget development,
shared governance, and student retention. The most common reference that
surfaced in descriptions was the emphasis on problem-solving as derived from
case studies. Finally, respondents alluded, in several instances, .0 the value of
contacts and networking; participants drew on peers and presenters for assistance
after the program had ended.
Question #3: Do you have any suggestions for new topics for Administration 101
that you think would be of benefit to community college administrators?

Again, based on content analysis, four major topic areas were
recommended for inclusion in future programs:
1. Increased use of case studies and problem-solving approaches for all topics;

2. Coping with budget reductions;
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3. Development of teambuilding and collabérative techniques;
4. Requests for a future “Administration 202 program.

A number of respondents (7) indicated that they had no suggestions for
new topics. One illustrative comment that captures a common theme is the
following:

e The curriculum is very complete and dense as it is. I appreciated the
informational nature of Administration 101, how about a 201 that is more
interactive and problem-solving?

The response rate was somewhat low --only 22 responded from a cohort of
64-- Nonetheless, the themes that emerged reinforced those that were identified
through program participants’ written evaluations. It is noteworthy that the
current community college fiscal environment prompted the identification of one
needed new topic: how to implement budget reductions in colleges. This
recommendation had been completely missing from evaluations conducted during
the program itself and points to the need for program organizers to maintain
currency in the curriculum.

Interviews with Program Presenters
During Spring, 2002, 15 program presenters received program orientations and
were interviewed by phone and queried about four key points: what worked for each of
them in terms of topic assignments, time allocations, and resource supports; what
challenges did they encounter in presenting the topic to program participants; suggestions
for future presenter orientation; and recommendations for strengthening the

Administration 101 program.
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Without exception, presenters were vitaily in{erested in understanding the
learning needs of the group and discussed how to best present their topics to an audience
made up of community college administrators. Given the variation of topics, however,
there were few themes that emerged from the group as each presenter or team of
presenters dealt with unique questions.

Results of interviews are presented separately for individual presenters and teams
of presenters as follows:

Single-presenter Topic Presentations

Budget Finance

Student Retention Role of Trustees and System Governance
Accreditation Successful Models for Participatory Governance
Current Legislation Technology Planning

Institutional Dynamics

None of the presenters charged with covering the above listed topics expressed
concerns about topic assignments. This is not a surprising result as all are experts in their
respective fields and, in most cases, seasoned presenters. Each had already organized
their presentations and selected materials—if only in their own minds. Thus, no one
reported issues related to topic assignment.

Certainly, the single major concern raised by four presenters was the time
allocation to cover their subjects. For the topics on Accreditation and Student Retention,
presenters were accustomed typically to a half or full day to cover the material. Both
presenters had been nonetheless positively disposed to condensing the material but had

worried about the level of specificity needed by the group. The Technology Planning
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presenter best summed up the dilemma about time: “What can be said in an hour except
the BIG [researcher’s capitalization] points!”
A few recommendations were made for improving orientations and the program:
1) Consider scheduling one-day conferences or break-out sessions on topics
to follow Administration 101 programs designed to delve into dense topics
such as Technology, Planning, and Accreditation.
2) Be sure to provide meeting rooms that allow for re-configuration of chairs
and tables to facilitate group work.
Team-taught Presentations
Instruction and Student Services
Human Resources
Scheduled for a half-day session in the program, three presenters covered
the topic of Instruction and Student Services. Two of the three presenters had
participated in the program in 2001. The three presenters had communicated with
each other by phone and reported that they felt comfortable with the team-taught
format and were prepared to provide case studies and problem-based approaches
to their assigned sub-topics. The first-time presenter reviewed her presentation
key points with the interviewer to ensure these met program goals. None of the
three co-presenters expressed any concerns regarding topic assignments or the
time allocation. The Human Resource co-presenters had not had an opportunity to
plan their presentations together, but each had a clear concept of the material to be

covered.
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Again, recommendations were few reéarding the presenter orientations or
the program in general:
1. Consider inviting legal consultants to provide an added dimension to the
Human Resources topic (i.e. case law and legal guidelines).
2. Instruction and Student Services topics are limitless. Consider scheduling
a drive-in conference on single issues such as categérical programs or

enrollment management.
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CHAPTER 5: FINDINGS, RECOMMENDATIONS, IMPLICATIONS AND

CONCLUSIONS

The general purpose of this study was to conduct a formative evaluation of
ACCCA’s Administration 101 program designed to meet the unique professional
development needs of California community college administrators.

The study employed a mixed research methodology that included both
quantitative and qualitative approaches to assess content and delivery formats o the
program. The following section describes major findings as well as recommendations for
offering future Administration 101 programs and for strengthening the curriculum content
and delivery formats. As well, a discussion of the implications of the study in relation to
the literature regarding administrative professional development programs is presented,
especially as applied to California community colleges. Finally, conclusions and
directions for future research are explored.

Major Findings

Research methods and results were presented in previous chapters. Major findings
that surfaced on the basis of the data analysis are presented below and organized by
research questions. Findings are based on the feedback and perceptions of program

- participants and presenters.
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Question #1: Based on participant and presenter re§ponses, how does the program
content meet the goals of Administration 101?
e In what ways do these two groups perceive the usefulness of the concept
presented in Administration 1017
o Are there other topics that should be incorporated in future sessions?
o Are there Administration 101 curriculum elements that should be expanded or
deleted or modified?

1. While it is critical to understand the historical development of the California
community college mission, governance system, and budget/finance structures,
historical treatments of these topics within the curriculum need to be streamlined
and integrated.

2. The need exists to fully integrate topics dealing with the California community
college governance systems at both the statewide and local levels. (To a degree,
this was accomplished in the second program session.)

3. Asevidenced particularly in responses to the sessions on Research and Planning
and Technology Planning in 2001 and the session on Accreditation in 2002,
participants and presenters largely concur that complex topics require more
time—an by extension, deeper treatment. In seeking to present “nuts and bolts”
information, specifics are viewed as essential by participants in order to
understand applications of the topics and how to transfer information to the
workplace.

4. Participants clearly point to a need to coordinate and integrate Budget and

Finance topics. The two sessions make use of similar concepts and technical
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information. The need exists to link presentations in order to eliminate overlays of
content. Additionally, streamlining information would allow more time to explore
applications or case studies.

5. Participants recognized the usefulness of Human Resources as a topic. However,
there exists a gap between the perceived value of sub-topics related to employee
discipline, sexual harassment and related human resource issues and the topic
dealing with collective bargaining. The latter appeared to be too general and
removed from the preoccupations of mid-level administrators to satisfy the
learing needs of this group. The need exists to explore or re-think the treatment
of this topic, perhaps to a more generalized discussion of contract management,
strategies.

6. Based on participant reactions, the need exists to clarify the goal of the
presentation on Institutional Dynamics. The presentation was highly valued for its
insights into “real world” leadership dynamics, and it is best appreciated as a
personalized view of leadership challenges. A simple re-titling of the topic may
be one strategy for addressing the questions that surfaced.

7. The session on Legislative Updates is viewed as a highly useful topic but the
treatment of the subject needs to be aligned to the purposes of an administrative
training program. An emphasis on the role of administrators in advocacy or
linking the material to the broader educational goals of Administration 101 would
address the concems.

8. While a number of suggestions for new topics surfaced through participant

evaluation responses and focus groups, there was no clear consensus for the
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addition of any one specific topic. Participam{s on the whole appeared to
appreciate the need for inclusion of emergent and relevant topics as these surfaced
within the community college system and appeared to rely on program
organizers’ expertise to identify new subjects.
Question #2: What are the participant and presenters reactions to the format and delivery
formats used in Administration 1017
e Are there ways in which delivery strategies could be changed to facilitate
participant learning?

1. One clear theme emerged based on participant reactions: the need to expand the
use of more interactive approaches. The participant consensus is that “talking
heads” are deadly. Participants are equally receptive to a variety of interactive
methods such as question/answer; small group work; role playing and
simulations; collaborative exercises; and whole group discussion. The
incorporation of one or more of these techniques in all presentations is essential.

2. On the whole, participants expressed a strong preference for the use of case
studies as a method of presenting mate- al—and the more detailed and specific the
case the better. One major proviso exists for the effective use of case studies:
sufficient context, materials and background must be provided to facilitate
participant understanding.

3. A theme that emerged from participant feedback is the need to gear information
and material to the learning needs of entry and mid-level administrators. Major
frustrations surfaced on the occasions when presenters assumed participant

knowledge or experience with topics.
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4. Reading materials and handouts were much \,;alued, particularly when these were
included in the resource binder that was sent to participants weeks before the start
of the program. “Novice” administrators especially appreciated the opportunity to
acquaint themselves with the materials ahead of time. Based on survey results,
participants appeared to extensively utilize the program materials for reference
purposes in their work.

5. The use of power point presentations was viewed as beneficial; the tool facilitated
the organization of complex topics a well as note taking by participants. However,
in instances where power point was employed, it was viewed as critical to provide
handouts that paralleled the presentations.

6. Team taught presentations needed to be coordinated in order to ensure that the
material did not overlap and that information was organized and flowed well.

Recommendations

Before presenting recommendations based on the findings of the study, it may be
useful to reiterate the utilization-focused approach that informed this evaluation. The
study may be of potential use to a wide array of stakeholders, including but not limited to
the community of statewide college administrators as well as other professional
associations and educational providers. However, the primary stakeholders consisted of
the ACCCA Board and specifically the program organizers and members of the
Management Development Commission who were charged with program implementation
and oversight. As such, the focus of the study, to paraphrase terms used by Patton (1997,
p. 326) has been on manipulable variables that are within the reach of program organizers

and decision makers to control. In keeping with the objectives of a formative evaluation,

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 125

the study focused on in-process implementation quesiions regarding program content and
delivery strategies.

Again, following guidelines suggested in the evaluation literature (Patton, 1997;
Scriven, 2000), the following recommendations are presented in two sections: 1)
recommendations that can be implemented by program organizers in the short term to
strengthen the program, and 2)A recommendations directed at decision makers aimed at
long-term development of the program.

Short-term Recommendations

1. Link and integrate presentations of topics in Budget Development and Finance.
Consider the use of a dual or team-taught presentation that integrates resource
materials and handouts. Additionally, unify and streamtline the historical treatment
of the subject by presenting a single overview of key legislation and regulatory
milestones.

2. Ensure that topics are presented in alignment with program goals—namely to
focus on the role of administrators in managing and/or dealing with vital
functions. In certain cases, existing presentations need to be modified to
emphasize this dimension:

a.) Topics on system wide governance and board relations need to be
presented with an eye to highlighting the role of institutional managers—
not just providing general information.

b.) Collective bargaining as a topic must be framed around the role of

administrators as key players (e.g. by emphasizing contract management).
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c.) The Legislative Updates session needs to highlight the role of
administrators in advocacy or, alternatively, discuss pending legislation
within the framework of Administration 101 topics.

d.) The topic of Institutional Dynamics needs to be expanded. The current
presentation shouid be retained as it offers an excellent discussion and
insight into the challenges of institutional leadership (and perhaps re-titled
as that). However, a structured treatment of institutional dynamics around
questions dealing with diverse governance groups, balancing community
and institutional influences, and understanding and working with
institutional culture needs to be developed.

3. Eliminate one-hour topic presentations. Once a decision is made to include a
complex topic such as Accreditation or Technology Planning, sufficient time must
be allocated to providing relevant information, case study or application activities,
and interactive formats.

4. Compile and distribute the program resource notebook three to four weeks in
advance of the start of the program. Include preparatory readings and handouts on
all topics. Selection of materials should be based on providing key reference
materials and/or a current discussion of issues. Avoid distribution of voluminous
handouts during sessions.

5. Consider providing written “previews” of topics as part of the resource notebook.
Case studies and/or assignments should be incorporated whenever possible. This
will facilitate participants’ preparation and provide a “level start” for new or

novice administrators.
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6. Ensure that the following course managemenf strategies are employed in all
sessions: a.) case study treatments; b.) handouts that parallel power point
presentations when used; and c.) opportunities for interaction.

7. Continue to utilize program evaluations from participants and presenters to
identify and address implementation concerns.

Long Term Program Development Recommendations

1. Periodically reactivate the Curriculum Advisory Committee to review program
curriculum and propose new topics based on a scan of community college system
needs.

2. Consider employing a Lead Program Instructor(s) to provide an on-going
discussion of how topics interrelate and to provide opportunities for framing
upcoming presentations. By facilitating de-briefing discussions between sessions,
a Lead Instructor would be in the position to assist participants to reflect on how
the session content and strategies could be transferred to their workplaces. As
well, such discussions promote large group “bonding” and peer interaction. In
terms of content, the goal would be to enhance curriculum coherence and
integration.

3. Itisrecognized that to-date, program presenters have in large part contributed
their services as volunteers (although there has been expense reimbursements and
in some cases speakers” fees). Certainly this practice contributes to the cost
effectiveness of the program. Nonetheless, under these circumstances, it is
difficult to require attendance by presenters at day-long orientations or to require

submission of materials and handouts in advance. It may be time to consider the
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use of compensated “mini-contracts” with présenters to ensure that key program
requirements are met.

4. Continue to explore and provide networking opportunities for both participants
and providers. To date, the use of small groups has been tried, and it is
recommended that this approach be evaluated to assess whether participants found
it beneficial. Based on the study findings, it is clear that participants recognize
and highly value the opportunities for professional networking that the program
provides. Therefore, attention should be given to enhancing networking activities,
such as structuring time for presenters and participants to socialize informally
(during evenings, meal times, and special events). Already, ACCCA schedules
Administration 101 reunions as part of the annual conference; other strategies,
such as web-based approaches, might be explored.

5. Develop a follow-up Administration 202 program—one that continues and builds
upon the foundational program. While no single preference for program formats
has clearly emerged based on participant feedback, it is clear that participants are
interested in deepening their understanding of topics and enhancing their skills in
various areas. It is recommended that program organizers explore approaches for
program development and assess audience interest. There are many possibilities
for program continuation, such as short term seminars on selected topics,
specialized learning opportunities geared for entry, mid-level or senior
administrators, and developing partnerships with higher education providers for

formalized credit coursework in specific areas.
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Because of the volatility of the economic and i)olitical climate in the state and the
threat of decreasing financial support for programs such as Administration 101, it is
imperative to continue exploring alternative methods for providing training and
professional development to administrators in the field. For instance, partnerships with
emerging programs such as Claremont Graduate School’s Community College
Leadership Development Initiative (CCLDI) niay be promising. The current CCLDI
Academy curriculum emphasizes broader leadership frameworks and a national
perspective on policy questions. Nonetheless, both programs focus on practitioner
learning needs, and organizers may find program directions to be complimentary.
Another avenue that merits exploration is the possibility of partnering with a four-year
college or university to award formal study credit for Administration 101 as an incentive

for participants and a bridge to continued formal study.

Implications of the Study

At the outset of this research project, it had been anticipated that the study would
contribute to a further understanding of administrative development needs in California
community colleges. In view of the fact that Administration 101 was designed and
implemented in large part by members of the “collegial profession” of community
college administrators, the program reflects practitioner perspectives on what constitutes
a baseline curriculum appropriate for California community college administrators.
Further, this study contributes to the practitioner-based literature as the evaluation draws
from the empirical or examined experiences of California community coliege

administrators in the field. Thus, the study adds to the literature rooted in qualitative
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analysis that explores richer definitions of administraﬁve skills/competencies and their
applications to actual community college organizations.

Utilizing Townsend’s (1997) framework of essential professional competencies—
that is, conceptual, technical, contextual, interpersonal communication, integrative and
adaptive—it is clear that the Administration 101 program curriculum emphasizes “real
world” applications and competencies essential for administrators who function in the
California community college system-—the largest of its kind in the world. For instance,
the conceptual framework was addressed by Mission and Governance sessions; technical
dimensions were addressed in Human Resource, Finance and Budget, and Instruction and
Student Services components; interpersonal communication skills were emphasized in
sessions dealing with governance and in case studies presented throughout the program;
integrative and adaptive professional competencies were strongly in evidence in the
Student Retention, Accreditation and Institutional Dynamics presentations. The
experiences of Administration 101 participants and the perspectives of presenters would
appear to validate, in a sense, this typology as interpreted and applied by California
community college practitioners.

As discussed by Walker and others, the distinction between practicality and
theory is not one of rigor or effort but of perspective and emphasis (1981, p. xi). This
study contributes to the literature on administrative skills and competencies through its
analysis of the effectiveness of a program curriculum that “fleshes out” the managerial
competencies essential for effective California community college administrators in such
areas as personnel matters, enroliment management, budget development and others.

Through the use of expert practitioner presenters, the program demonstrates how
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administrative leaders manage dynamic processes an;i balance needs of stakeholders in
order to fulfill community college institutional missions.

Based on program participant experiences, the value is underscored of utilizing
role models to exemplify administrative leadership. Recognized experts, such as the
president who presented the case study of change at his own institution, effectively
demonstrate “risk taking” behaviors. As defined by Hammons and Keller, this is the
ability “to make an assessment and take a chance, including the ability to cope with
pressure from within and outside the organization (1990, p. 37).” The impact for
participants of learning from such a role model constitutes a qualitatively different
experience than leaming the concept in a theoretical fashion.

This study also adds to the literature of community college leadership
development approaches. McCauley (1986) pointed to the value of providing intermittent
and limited training programs as one major pathway for facilitating acquisition of
administrative skills and competencies. Administration 101 represents a model for such a
training concept, and this study points to the program elements that make it effective.
One example is the program’s manageable short term intensive format. Similarly, the
program’s emphasis on peer networking shows the impact, as suggested in the literature,
of learning from colleagues. Administration 101 thus offers a viable program model that
substantiates selected professional development approaches discussed in the research
literature.

Another dimension of Administration 101 that adds to our understanding of the
needs for professional development for California community college administrators is

that the program sheds light on emergent leadership issues in California community
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colleges. An analysis of the program curriculum highiights such challenges as approaches
for developing effective student success models appropriate to the state’s diverse student
populations, the incorporation of non-traditional, on-line teaching methods and student
support systems, the problems of developing long term strategic plans in a state fiscal
environment of uncertain and decreased funding, and other decision areas.

Finally, the study offers an example of a formative evaluation research design that
is appropriate for conducting research in the field. By describing and analyzing the
perspectives of both presenters and participants and triangulating the data and results of
the various methods, a picture emerged of Administration 101. Conducting an assessment
of a dynamic program as it actually takes place poses unique challenges, and this study
illustrates approaches for addressing these. Nonetheless, the value of conducting a
formative evaluation to provide opportunities for mid-point corrections and in-process
modifications in order to strengthen program quality is underscored.

Conclusions

While the study was designed as a formative evaluation rather than a summative
study of whether Administration 10/ meets its intended goals and merits continuation,
conclusions based primarily on participant feedback suggest answers to summative
questions. Based on the results of various data collection activities—primarily the
analysis of evaluation questionnaires and the follow-up surveys—it is clear that
participants overwhelmingly found the Administration 101 content to be highly “useful.”
Such a finding supports the summative conclusion that Administration 101 is meeting its
goals. As evidenced by the data, the strengths of Administration 101 were identified as

follows:
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1. Providing a concrete, applications-oriented program approach to presenting
essential content related to California community college administration,

2. Providing recognized leaders and experts in California Community college
govemance and administration to serve as program presenters,

3. Offering the program in an intensive study format—and at a higher education

" location such as UCLA,

4. Incorporating networking activities as an integral part of the program experience,

5. Providing excellent and useful resource materials that can be used by participants
upon their return to the workplace—especially the Administration 101 resource
notebook.

The one unanimous recommendation that emerged from all focus groups was to
design and conduct a follow-up “Administration 202” program. This result leads to the
conclusion that the program met the expressed needs of the California community college
administrative field for “customized” professional development. Further, results based on
the data collection, leads to the inference that the Administration 101 program as
currently structured accomplishes its stated goals for the main part.

Directions for Further Research

The study was designed as an in-process formative study of Administration [01.
Beyond the implementation-oriented questions examined in this study, the need exists to
enlarge the perspective of the evaluation model to determine long term programmatic
results. Already, the ACCCA Board has received requests for providing the program in
alternative formats such as on-line and modularized one-day seminars. Additionally, the

Association has considered publishing the program resource materials as a handbook for
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California community college administrators. Thus q;lestions such as the following merit
examination:

1. What is the long term value for participants of developing peer networks and
contacts with other administrators and leaders (presenters) in the field?

2. How are program materials utilized?

3. What is the value to ACCCA and the California community college community of
graduating two cohorts of formally trained administrators? ACCCA may well
benefit from the ability to draw from this pool of graduates for volunteers and as
appointees to commissions. As well, the State Chancellor’s Office may likewise
find it beneficial to recruit program graduates to serve on the various statewide
system committees and work groups.

4. What actual changes have former participants made in their administrative
practices after completing Administration 1017
In short, the need exists to carefully assess the benefits—short and long term—of

the current program formats and materials as described in this study to analyze the
implications of modifying program methods.

Another major question that begs exploration and falls outside the scope of this
study is how a follow-up “Administration 202" program should be designed. Both
participants and Association members have recommended program development along
the lines of a continuation or advanced program. It is evident based on the evaluation
results presented in this study that participants appreciate learner-centered approaches
and problem-based instruction. Still, no clear consensus as to content or format emerged.

To be considered are question of target population, curricular focus, format, and other
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fundamental questions. Indeed, one specific question'that needs to be addressed is
whether Administration 101 should be a pre-requisite for enrolling in a subsequent
program.

As discussed earlier in the section on “Recommendations,” ACCCA may well be
at a crossroads in determining the future course of Administration 101. The creation of an
“Administration 202" is still an open question, and options should be carefully weighed:
should ACCCA pursue program development on its own, or do the benefits of
establishing partnerships with institutions of higher education offer another alternative?
Are there advantages to linkage with CCLDI? Participants may benefit from a program
that is affiliated with university-level formal study programs; earning course credit for
enrolling in a demanding professional development program such as Administration 101
would constitute a powerful incentive for potential participants. Nonetheless, there are
also advantages for ACCCA in retaining “control” of a program that is shaped
predominantly by its constituency of community college administrative practitioners.

As noted by Patton:

Evaluations are useful in ways that go beyond a narrow focus on implementing

recommendations or making concrete specific decisions about immediate courses

of action. Participation in an evaluation process affects ways of thinking about a

program; it can clarify goals, increasing or decreasing particular commitments;

and the process can stimulate insights, the consequences of which may not be

evident until some time in the distant future (1997, p.324).

Some of the themes that emerged in this study may be useful in the development of the

optimal in-service training model sought by administrative practitioners in the field.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



Leadership Development Program 136

Certainly continued research on the best methods and best practices for providing

professional development to such a target population is needed.
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ACCCA

Management Development Commission: Emerging Programs Committee

" ADMINISTRATION 101
Course Qutline

1. California Community College Governance
a. Mission and goals of the California Community Colleges
b. Governance structure at the State level
» Therole of the Legislature in community college governance
= Financing higher education
= State regulations: Education Code/Title 5
e AB 1725 requirements
» Minimum qualifications and equivalency
» Affirmative action hiring regulations
e Discrimination complaint regulations
e Minimum standards required by Title 5
= Board of Governors structure and role
= State Chancellor's role vis-a-vis the legislature and local districts
c. Community college governmental relations role vis-a-vis the legislature
d. Governance structure at the local levels
* The role of the Board of Trustees in college governance
e. Consultation/Participatory Governance
= AB 1725 Requirements, history, and intent
= State and local level

2. Instruction and Student Services
a. Mission and goals
* How we address the mission
. The curriculum development process
c. Distance education
= Training
= (California Virtual College
* Relationship to budget and facilities
d. Enrollment management
* Interdependency between Instruction and Student Services
* Managing growth
Matriculation/assessment
Categorical programs and compliance
Full-time equivalent students (FTES)
Credit hours vs. non-credit
Line of sight

TEG o
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Administration 101
Course Cutline
j. Admissions and Records
= Drop policies
= 320 Report (How you get that number)
= Positive attendance
k. Pertinent legislation
= TitleIX
» Commission on Athletics, rules and regulations
1. Student discipline

3. Imstitutional Dynamics/Strategic Planning and Administrative Roles
a. The culture and politics of institutions
b. Multi-college vs. single college structures
= Multi-college district managers and managing
c. Technology
* Tech I Plan
® Purpose and function of ERPs
= Implications to budget, facilities, human resources (recruiting and
retaining IT personnel)
. Community partnerships .
e. Research, assessment, and outcomes
*  Program Review
= IPEDS/MIS reporting: When, what, why, and where?
= Student Right to Know/Freedom of Information Act
f.  External agency reporting
= WASC
= Board of Registered Nursing
= Police academies,
= Ftc.

4. Budget
a. History of funding in the California Community Colleges
b. Proposition 98
c. Hard vs. soft money/Restricted vs. Non-restricted
* Program-Based funding
» Partnership for Excellence
= VATEA
= Chancellor's Office grants
d. Categories of operation
= Instruction (Credit)
= Instructional Services (Credit)
= Student Services (Credit)
* Maintenance and Operations

2

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



ACCCA
Administration 101
Course Outline
e. Facilities building Process
*  Scheduled maintenance
= Capital Outlay projects
£ Workload measures
g 50% Law
h. Computing FTES/WSCH
= Positive attendance
*  Census week
* Daily census
® Independent study/work experience
i. Non-credit funding and computation
jo  AB1725: 75/25 full-time/part-time faculty ratio
* Plan requirement per Title 5
k. Budget development/strategic planning and management
* Budget/finance glossary
®= Budget and accounting manual overview
L Audits (internal and external)

5. Human Resources
a. The recruitment and selection process
» Faculty and Staff Diversity
* Post 209
= Creating diversity: Model programs
b. Hiring limitations
=  Part-time faculty: 60% rule
= C(Classified: 195 day rule
Education Code tenure review regulations: Regular and contract
Education Code retreat rights for administrators
The evaluation process
The progressive discipline process
The grievance process: How to approach
Conflict resolution: The necessary skills
Contract administration
Your role in collective bargaining
Traditional vs. interest based bargaining
Discrimination/sexual harassment
® Definition
® complaint handling
ADA
Staff development
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Administration 101
Course Outline
6. Skills Implementation
‘a. Defining the roles and responsibilities of leaders and managers
= Your role in participatory governance
= Yourrole as a manager in the accreditation process
®» Compliance and accountability
b. Communicating for Your Institution
=  Meeting and planning techniques
* Communicating organizational goals
c. Ethics
Leading through change
a. The process
© = "Who Moved My Cheese"
Balancing Your Life

[
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FOCUS GROUP PROTOCOLS
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Administration 101-2002
Participant Interview Protocol

To be conducted during the Administration 107 Summer 2002 program (July 29-Aug 2)

1. Introduce myself.

384

Explain the purposes of the study.

3. Distribute and collect consent forms. Answer any questions from participants
regarding study, project, etc.

4. The following structured, open-ended questions will be posed to initiate interview. ~
Based on participants comments, branch-out, follow-up questions will be used to
have participants clarify or elaborate upon their answers:

® In your estimation, what are the specific strengths and weaknesses of today’s
topic presentations? (Review each presentation in turn.)

® What are your overall impressions of the usefulness of content and materials
(transferability to your current assignment)?

® What delivery formats did you prefer (example: power point, guided discussion,
case studies, collaborative group work, etc.)? Why or why not?

® For future Administration 101 programs, do you have any suggestion to add new
topics or delete any topics that have been presented?
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Administration 101 Evaluation
Research Consent Form

1. Tunderstand the purpose of this research is to provide ACCCA with participant
feedback about the content, presentation formats and related program activities of
Administration 101. Results will be used for future program planning and with the goal
of enhancing program quality. Data gathered in this study will be compiled and
analyzed in a report that will be given to the ACCCA Management Development
Commission that oversees Administration 101.

2. The study is being conducted as a patt of the doctoral dissertation work of the
researcher through the University of San Diego.

3. Consent and participation in this project may be withdrawn at anytime during the
interview or any other phase of the study.

4. Participation is strictly voluntary; there are no apparent adverse consequences for not
patticipating,

5. An opportunity will be provided to ask questions and receive answers prior to
signing this form.

6. Permission is granted to allow for notes of this interview to be used in drafting a
report for evaluation of Adwministration 101 for ACCCA.

7. The identity of interviewees will remain confidential. For purposes of reporting and
data collection, comments will not be attributed to individuals nor will data be

included in such a way that respondent identities will be revealed.

8. This consent form construtes the only agreement.

Signature of Interviewee Date

_Signature of Interviewer Date

Contact peusons:

Cristina Chiriboga, Principal Investigator
cristina.chiriboga@gcced.net
(619) 660-4226

Dan M. Miller, Professor USD

DanMMiller@aol.com
(619) 260-7444
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PRESENTER INTERVIEW PROTOCOL
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Administration 101
Presenter Interview Protocol

To be conducted during orientations of presenters prior to summer 2002 Administration 101
program

1. Introduce myself.

2. Explain the purposes of the study.

3. Distribute and collect consent forms. Answer any questions from presenters
regarding the study.
4. The following st 4, op ded qn will be posed to initate

discussions. Based on respondents’ comments, branch-our or follow up
questions will be used to have participants clarify or elaborate upon their
answers:

* In preparing your preseatations, what worked or did not work for you in
terms of topic assignments, time allocation, or resource/supports?
® What challenges did you encounter 1n presenting the topic to the program
paracipants?
® Do you have any suggestions for future presenter ozientations that would be
of assistance in preparing for .4dministration 101?
¢ Do you have any recommendations in general to strengthen Administration
701 ia the future (Example: addition or deletion of topics, new presentation i
activities, referrals of other presenters, etc.?) '
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FOLLOW-UP SURVEY OF PROTOCOL
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February 6, 2003

Dear Administration 101 Participant:

Last summer, you participated in ACCCA's Administration 101 program at the UCLA
Sunset Center. ACCCA is still very much committed to continuing the program and
building upon the experiences of our participants. To assist us in this effort, | am

" soliciting your assistance by responding to a very brief, open-ended survey. In addition
to using this information to improve the program, | will be using survey results as part of
my dissertation research.

Your responses will help program organizers and members of the ACCCA Management
Development Commission evaluate the usefulness of the Administration 101 program.
Your input will be of assistance in determining which program topics need to be
retained, deleted, or modified in some way. Please be assured that your responses will
be kept confidential.

In the attachments, please find two documents: 1) a one-page survey consisting of
three items, and 2) a one-page summary of the topics and presenters included in the
summer 2002 Administration 101 program which you may use as a reference in
completing the survey form.

The survey may be completed electronically. Please return your survey

responses to me by reply e-mail (cristina.chiriboga@gcccd.net) no later than
February 21.

If you have any questions about the survey, this research project, or the Administration
101 program, do not hesitate fo contact me by phone at (618) 660-4226 or by e-mail at
cristina.chiriboga@gcced.net.

Sincerely,

Cristina Chiriboga
Vice President, Instruction, Cuyamaca College

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.


mailto:cristina.chiriboaa@Qcccd.net

ADMINISTRATION 101 — SURVEY TO SUMMER 2002 PARTICIPANTS

To respond to the following questions, please refer to the attached list of Administration
101 topics and presenters. Please use topic numbers in your response to question #1:

1. Please list up to five topics that you found to be of most use in your position as a
community college administrator/ staff member.

Please use topic number (see attached list of topics):

2. Do you actively employ any of the strategies or use specific materials presented in
Administration 101 program. Please describe your use.

Yes

Describe use:

No

Why not:

3. Do you have any suggestions for new topics for Administration 101 that you think would
be of benefit to community college administrators?

Check One: My current position is in:
Student Services Instruction Human Resources

- Research & Planning Computer Info/Technical Support Services
Business/Fiscal Service Other
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