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ABSTRACT 

This study examines the decision-making process of community college 

presidents when encountering unexpected major challenges. During the day-to-day 

operation of a community college, the president typically relies upon his/her best 

judgment when making "routine" decisions. However, this decision-making process 

changes when the unexpected occurs and causes a threat to the potential further 

existence of the community college, or to the continued tenure of the community 

college president. 

Prior to this study little had been researched regarding the actual decision 

making process, when encountering an unexpected major challenge. Rather prior 

studies dealt with the eventual outcome resulting from a major challenge and the 

impact upon the community college and/or the community college president. 

This study is restricted to presidents of community colleges. University 

presidents, chancellors, and other leaders of community college systems were 

excluded from the study. Likewise, also excluded from the study were the 

presidents of private two-year institutions and the presidents of tribal community 

colleges. 

During this study, fours areas of interest were developed that typically 

generate unexpected challenges for a community college president. These four 

areas involve financial issues, personal issues, political issues, and public relations 

issues. The financial issues derived from the reduction of state funding 

appropriations after the start of the academic year. The personnel issues derived 

from employees who were not performing their assigned duties in a responsibility 
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manner. The political issues derived from situations in which the community college 

president was advised by state political officials that they had to expand their 

community college. One by absorption of an adjoining vocational/technical School 

and the other by creating a new campus in a neighboring community. The 

community college president who encountered a public relation issue did so 

because the community became highly divided over a dramatic stage production, 

scheduled to be produced and performed at the community college. 

A key factor in resolving the major challenge was communication. The 

affected community college president communicated to all affected stakeholders the 

nature of the challenge and kept stakeholders apprised of the progress regarding the 

resolution of the major challenge. To resolve these major challenges the effective 

community college president drew on the collective wisdom of his/her administrative 

team for advice and consultation. The community college presidents in this study 

also called upon their personal integrity in that once the decision had been made to 

resolve the major challenge they adhered to the predetermined course of action 

despite criticism that would immerge from those who sought to undermine the 

resolution process. 
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CHAPTER I 

INTRODUCTION 

The community college as we know it today developed from modest 

beginnings. It wasn't until after World War II and the Korean Conflict that the 

rapid acceptance and growth of community colleges (often referred to as a 

junior college, technical institute, vocational/ technical school, or an adult 

education center) began (Cohen, 1996). This growth has been credited in 

large part to the passage of the G.I. Bill of Rights in 1952 (Cohen, 1996) and 

President Truman's Commission on Higher Education (CHE) Report. 

With higher education opportunities being made readily available to 

returning military personnel, and the fact that many of their wives held 

well-paying jobs, many of the newly discharged military personnel chose to 

enroll in a community college in order to increase their marketability regarding 

employment. At the same time, community college administrators recognized 

the need for expanded facilities and curriculum. Because these institutions 

were called "community colleges," there was an implied mandate for the 

individual colleges to structure their programs to meet the needs of the 

community in which they were located. 

One of these mandates required the community college to offer 

courses that could transfer to four-year institutions. This entailed the 

community college becoming accredited, as are universities, in order for 

transfer of credits to take place. Accredited community colleges benefited the 
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universities in that they could maintain their established entrance 

requirements and, through the development of articulation agreements, 

create a system of "feeder schools" for the larger four-year institutions. Thus, 

the primary mission of the community college became concentrated on 

increasing the academic credentials of students who desired to attend a 

university. 

To accomplish this mandate, community colleges offered remedial 

education for students lacking the fundamental skills to be successful at the 

university level. Community colleges were also called upon to provide 

classes in continuing education. These classes are special interest courses 

that a community college offers when enough people in the community 

express an interest and enroll in the class. 

As the community college was also mandated to meet the needs of the 

local community, many community colleges established short and long-term 

technical/vocational training programs. These programs allowed students the 

opportunity to enter the work force without the requirement of attending 

college for two or four years to receive their diploma. For these reasons, the 

community college became the institution of choice for many individuals. 

As early as the 1920s, the influence and existence of junior colleges 

had already altered our nation's educational landscape. The real impact of 

these institutions was not noted until the CHE report labeled these colleges 

as having "developed a pragmatic educational program based on the needs 



of the whole community," rather than the exclusive needs of traditional age 

college students (Brick, 1994, p. 53). 

Because the community college was still in its infancy during the early 

expansion years, the higher education structure of the United States was not 

prepared to cope with the need for highly skilled and qualified administrators. 

In many cases, due to in part to economic concerns or matters of 

convenience, it was the superintendent of the local public school system who 

was called upon to fulfill the role of the community college president (Cohen, 

1996), while continuing to attend to his responsibilities regarding the local 

public school system. 

The first community college leaders had to confront and overcome 

many legal, political, and social barriers that made their jobs particularly 

difficult. To realize success, most of these leaders had to develop and 

marshal community support, lobby for legislative permission for existence 

(many political leaders saw junior colleges as a form of curricular reform 

rather than a separate school system), and forge relationships with 

established four-year institutions in the area to allow students to transfer 

college credits (Ratcliff, 1994). 

In response to the demand of the dual role performed by public school 

superintendents and the inherent problems such a system created, many 

universities began developing and offering programs of study at the Master's 

and Ph.D. degree levels for those individuals seeking to become community 

college administrators, primarily community college presidents. 
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Purpose of the Study 

In this study, individuals who are community college presidents will be 

the focus. Most incoming community college presidents are aware of their 

major responsibilities as these responsibilities are typically articulated in the 

institutional position descriptions. However, what the new president may not 

be aware of are internal and external factors that are not part of the "official" 

institutional position description. 

A comment by the president of a community college in the 

southwestern United States alluded to the fact that he had not expected to 

have to commit an enormous amount of time to fund raising activities or being 

away from the college as much as was required. These two activities 

typically consume approximately 60% of this president's time (personal 

communication, 2000). This time away from the campus and presumably, the 

president's family, can have negative unexpected and unintended effects 

upon the president personally as well as professionally. 

The purpose of this study is to examine the ability of community 

college presidents to confront and resolve major challenges to themselves 

and/or the institution they lead. Ultimately, the researcher hopes to develop a 

set of protocols to be utilized to minimize the negative impact of a major 

challenge. 



Problem Statement 

The genesis of thought regarding this study came from a discussion 

with a community college president who stated that he chose to seek this 

level of community college administration after observing what he considered 

a lack of management skills on the part of community college presidents with 

whom he had personal, professional, and social relationships. 

One of the topics of our discussion was conflict resolution and the fact 

that many community college presidents seemed to lack conflict resolution 

skills in regards to their overall management ability. This sitting community 

college president believed that universities with Ph.D. and/or Ed.D programs 

in higher education administration should incorporate crisis management into 

the curriculum (personal communication, 2000). 

Need for the Research 

While studies have been conducted on the leadership and 

management styles of community college presidents, there remains the 

question of how unexpected major challenges are confronted and the 

decision making process utilized by community college presidents to minimize 

the effects of the major challenge upon the community college and/or upon 

themselves. Many times a major challenge will have a more adverse effect 

because all potential remedies were not considered nor were the 

consequences of an action or decision understood or well thought out prior to 

undertaking the action or making a decision. 
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Little research has been conducted regarding the decision making 

process in relation to the resolution of unexpected or unintended events that 

adversely affected the community college president and/or the institution of 

the community college. Consequently, the community college presidential 

cohort might presumably repeat the same errors of omission when examining 

potential options for future conflict resolution opportunities. 

Research Question 

This study will examine problematic situations that community college 

presidents have encountered that led to them requiring the involvement of 

other senior community college administrators and/or the community college's 

governing body. 

The following research questions will be addressed: 

Within the scope of the duties and responsibilities of a community 
college president, on occasion an unexpected and/or an unintended 
event will cause a major challenge to occur. What were the decision 
making processes used to resolve the major challenge? What was the 
outcome and what, if anything, could the president have done 
differently to prevent the major challenge or to produce a better 
outcome? 

Theoretical Framework 

In conducting this study, there are two sociological theoretical 

perspectives from which the data was examined. Those perspectives are the 

Structural-Functionalist view that is commonly referred to as Functionalism. 

In conjunction with functionalism. Exchange Theory (which is referred to as 
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exchange) will further explore the dynamics of the community college 

presidency. 

The original theoretical concept of functionalism was developed by 

August Comte. The work of Comte has been expanded upon by many social 

theorists, most notably Emil Durkheim, Herbert Spencer, Vilfredo Pareto, and 

Robert Merton. These social theorists state that functionalism is the result of 

values that have been internalized in a macro-social perspective (Wallace & 

Wolf, 1991). 

Robert Merton (Munch, 1994) talks about life in a society (e.g., a 

community college) as constantly having "unexpected actions, 

misunderstandings, miscoordination, and conflict" (Munch, p. 120). Merton 

provides the best explanation of functionalism, as related to this study, when 

he discussed functionalism as both an action and inaction when viewed in 

terms of conditions and restraints placed upon differing groups (Wallace & 

Wolf, 1991). 

Functionalism is correlated to the position of president of a community 

college in relation to how the president functions (manages the institution) 

within the community college structure. The structure of the community 

college is directly related to the function or management style of the 

president. However, the reader must remember that the community college 

president is functioning within a socioeconomic system that, unless he/she is 

the founding president, was a previously established institutional culture. 

That institutional culture operates within the various departments; and the 

7 



respective employees function in such a manner as to support themselves, 

their department, and then the college. 

The function is accomplished synchronically with the other personnel 

within that culture and departments within the college. Therefore, the 

incoming community college president must either adopt a management style 

conducive to the established culture of the college, or persuade the college 

employees to either immediately, or in a more diplomatically, though a more 

difficult, transformational process, accept the new president's management 

style. 

Exchange Theory is a perspective that relates to the value placed upon 

tangible and intangible items by people and what they will exchange in order 

to achieve what is considered desirable. As in the case of the president of 

the small community college in the southwestern United States, the choice 

was made to exchange time for additional funding for the community college. 

The time exchanged was time he could have spent with family, friends, or 

pursuing personal interests. The exchange goal was to spend that time 

attempting to obtain additional funding for the community college he 

represented. 

When a community college president must interact politically or socially 

with an individual or a group, he is seeking an exchange from that individual 

or group normally related to support (financial or political) for the community 

college. If the president receives the benefit sought, should he then be 



required to obligate himself to return some sort of benefit to the person who 

benefited him? 

Importance of the Study 

It is reported that by the year 2005, there will be a 45% turn over in the 

ranks of community college presidents. In addition, by the year 2008, there 

may be an 80% turn over in community college presidents from current levels 

according to the American Association of Community Colleges (Vaughn, 

Mellander, Blois, 1994; Shults, 2001). With this in mind, it is incumbent upon 

those aspiring to a community college presidency to understand the 

responsibilities of the position and the potential ramifications when 

unexpected and unintended events evolve into a major challenge. Of even 

more importance is the ability to recognize that the decision making process, 

as well as the final resolution of the major challenge will have a profound 

effect upon the community college, possibly far past the time of the resolution 

of the major challenge. 

Illustration of Need for the Study 

In a series of articles. Dyer (1997) discusses the creation of a 

community college in Baton Rouge, Louisiana that was the result of a federal 

court order, in 1996, mandating the desegregation of the Louisiana higher 

education system. In order to fulfill the requirements of the mandated 

desegregation, the Baton Rouge Community College was created and 
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Dr. Marion Bonaparte was selected as the first Chancellor. Representatives 

of Louisiana State University and Southern University, an histoncally black 

college (HBC) were selected as the governing body of the new community 

college and were given the responsibility of overseeing the start-up of the new 

community college. 

The Chancellor, faced with taking direction from the community 

colleges supervisory board (representatives of the two local universities), the 

court-ordered mandate, the Governor of the State of Louisiana, the Higher 

Education Commissioner, and the state's Commissioner of Administration, 

encountered problems from the beginning of his tenure. The Chancellor 

wanted to convert an empty Louisiana State Office of Motor Vehicle building, 

108,000 square feet sitting on 6.8 acres into the new Baton Rouge 

Community College but was forced to abandon that plan when the 

Commissioner of Administration vetoed the concept because "it did not even 

look like a community college" even though the purchase had been approved 

by three state higher education boards and the state legislature. 

The Chancellor then approached the local school board with a request 

to initially conduct classes in two high school buildings in the evening. This 

would allow for the commencement of classes within the time frame 

established under the federal court mandate. The high school facilities would 

allow the community college to operate until the site of the former Rebel 

Shopping Center could be rebuilt providing the community college with an 

initial building of 50,000 square feet. The Chancellor vowed the building 
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(housing the library, five computer labs, an academic learning center, 

eighteen classrooms, offices for faculty and staff, and a common area for 

students) would open in the fall of 1998 as mandated by the court. 

Shortly after the opening of the newly formed Baton Rouge Community 

College (March 1999), the Chancellor, the governing body, and other 

administrators were sued by a former instructor, alleging she was fired after 

complaining to a state senator (Dryer, 1999). The instructor claimed that 

even though she refused to sign an employment contract, the reason for her 

termination was because she had gone to see a Louisiana State Senator to 

lodge her complaint, which was that preferential treatment was being given to 

African-Americans in the hiring process at the new community college. 

The instructor, who is Hispanic, claimed that even though she had 

been promoted from an administrative assistant position to the English 

faculty, she was only being offered a 4-month contract so she could be 

terminated at the end of the semester. The instructor was complaining to the 

Senator that the Chancellor refused to meet with her regarding the contract 

she was being asked to sign. 

The Senator expressed his concern over the hiring practices at Baton 

Rouge Community College as several employees of the college had 

contacted him regarding alleged discriminatory hiring procedures. In an effort 

to have the complaints properly investigated, the Senator fonwarded the 

complaints to Board of Supervisors with the hope that the supervisors would 

"take whatever action is appropriate." The Senator believed that because the 
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community college was in the midst of a routine legislative audit, that the audit 

should be expanded to address the issues of the community college's hiring 

practices. 

Soon after the filing of the lawsuit by the English instructor, the 

administrators of Baton Rouge Community College were again sued by six 

other faculty members alleging discriminatory practices in "hiring, promotion, 

salary determination, and other terms and conditions of employment" by 

Chancellor Bonaparte and other administrators of the community college 

(Dryer, 1999). 

The complaints raised in this lawsuit, as well as the allegations made 

by the English Instructor, were investigated by a joint task force of Louisiana 

State University and Southern University, the two institutions that comprised 

the governing body for Baton Rouge Community College. 

Based on the complaints filed by faculty members of Baton Rouge 

Community College, along with reports of missing cash and shoddy record 

keeping, the Chancellor was terminated in August 1999 (Dryer, 1999). The 

termination of Dr. Bonaparte was sanctioned by the governing body of the 

newly formed (July, 1999) Louisiana Community and Technical College 

System, which had taken control of Baton Rouge Community College from 

Louisiana State University and Southern University. 

After the termination of Dr. Bonaparte, Dr. Sammie Cosper, a former 

Louisiana State Commissioner of Higher Education, was named as the 

Interim Chancellor at Baton Rouge Community College (Dryer, 2000). 
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Dr. Cosper immediately experienced problems after announcing 

reorganization plan that would demote several African-American 

administrators and promote several white administrators. He was accused of 

being a racist. 

The new interim Chancellor stated that he was restructuring the 

organization because the previous Chancellor had a "screwed up 

organization". In an effort to create a stable and functioning organizational 

structure, the interim Chancellor created four vice chancellor positions and 

filled two of those positions with temporary appointments. The third vice 

chancellor position was given to the person in charge of Institutional 

Advancement. Dr. Cosper stated that the vice chancellor title was given to 

this position for the specific purpose of aiding the individual in his fund raising 

efforts. The fourth vice chancellor position was left vacant in order to allow 

the next Chancellor the opportunity to fill the position with a person of their 

choosing. 

The situation at Baton Rouge Community College illustrates the need 

and purpose of this study. In analyzing this situation, one might ask one's self 

why both chancellors (Dr. Bonaparte, a black male, and Dr. Cosper, a white 

male,) were both accused of being racist in their actions and decisions 

regarding organizational structure and in their dealing with individual 

employees (faculty members) of the institution. In this same context, one 

could question the judgment of Dr. Cosper, the interim chancellor, in creating 

four vice chancellor positions (one position being in name only) and then 
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filling two of the positions with temporary appointments and not filling the 

remaining position at all. Overall, what were the commonalities of factors that 

created and perpetuated the crisis situation(s) at Baton Rouge Community 

College? 

Secondly, Dr. Bonaparte failed to consider the political climate of the 

state. He particularly failed to consider the authority and ethical 

characteristics of the Commissioner of Administration; the person who vetoed 

appropriated funds that had been previously approved. While Dr. Cosper 

reorganized the upper management organizational structure, he failed to fill 

all but one of the senior most administrative positions. 

The multiple negative events at Baton Rouge Community College 

illustrate the purpose of this study in that both administrators of the 

community college failed to consider several factors in their decision making 

process. First, both failed to consider the racial issues involved, particularly 

since Baton Rouge Community College was created in response to a federal 

court mandating desegregation of higher education in the State of Louisiana. 

Secondly, both chancellors underestimated the political climate they were 

functioning within. Thirdly, Dr. Cosper failed to gain the support of the faculty 

and staff. This is attributed to a lack of communication on the part of 

Dr. Cosper. 
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Definition of Terms: 

Community College: Two-year degree granting higher educational institution 
that can also be referred to as a technical college or a junior college. 

Expectations: What the community college president believed would occur 
based on the institution's published job description and what was told to the 
president during the interview process. 

Functionalism: A macro-sociological view of the president's role within the 
community college and the internal inter-related organizational components. 

Major Challenge: An unexpected or unintended event or situation that could 
evolve into a "fatal" incident regarding the standing of the community college 
or the career of the community college president. 

President: The term president will be used to signify the senior administrative 
individual at the community college. This will include titles such as Chief 
Executive Officer (CEO), and President. 

Rational Choice: Evaluating various means of achieving a goal or desired 
result and selecting the mean that best achieves that goal or desired result. 

Unexpected Event: The resulting situation evolving from an unintended 
event. 

Unintended Event: An action or oral comment that appears to be totally 
innocent, but the perception of the action or comment, by others, is entirely 
different than what was intended. 

Unexpected Realities: Facts and situations that arise after accepting the 
position of community college president. 

Limitations: 

This study will focus upon the decision-making process of community 

college presidents when encountering unexpected challenges. An over view 

of the entire unexpected challenge will be presented to enable the reader to 

understand the overall situation and to better understand the context in which 

the decision-making process was taking place. 
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Delimitations: 

The participants for this study were selected from a listing of 

community college presidents within the State of Kansas and Regions VI and 

VII of the National Council of Instructional Administrators (NCIA). Regions VI 

and VII of NCIA include the states of Arkansas, Arizona, Colorado, Louisiana, 

New Mexico, Oklahoma, Texas, Utah, and Wyoming. 

NCIA Regions VI and VII were selected for this study because they 

represent population areas that are generally known as politically 

conservative without major political machines or strong labor unions such as 

can be found on the east and west coast areas of the United States. 

While there are undoubtedly many situational similarities between the 

presidents of two-year and four-year higher educational institutions, this study 

is limited to presidents of two-year higher educational institutions. Therefore, 

the researcher will not attempt to generalize the findings to four-year college 

presidents. 

The study is also limited to presidents of public two-year community 

colleges since philosophical differences can vary widely between public and 

private post-secondary institutions. The experiences of presidents of private 

two-year colleges may not be reflective or coincide with the experiences of 

presidents of public two-year colleges. 
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Presidents of community colleges granting four-year degrees will not 

be included in this study. Likewise, individuals who are chancellors of 

community college districts/systems will not be included in this study. 

Assumptions 

This study is based on the assumption that events that happen when 

least expected often have potentially negative connotations. These events 

can be the catalyst to the creation of the success or failure of a community 

college presidency. 

Secondly, this study is based on the added assumption that the 

participating community college presidents will report truthfully and accurately 

events, which created a major challenge to the community college or the 

individual's tenure as president of a community college. 

Chapter Summary 

With the rapid growth in the creation of new community colleges during 

the 1960s and 1970s, a concern for the professional development of senior 

level administrators, particularly presidents, began to emerge. The rapid 

growth of community colleges precipitated the need for many public school 

superintendents to assume a dual role as the leader of their public school 

districts and as the president of a newly formed community college. Even 

today, in fact California community colleges still, in many cases, refer to the 

community college president as the Superintendent. Initially these individuals 
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often had little or no training in higher education administration. As a result, 

many universities developed leadership degree programs in their graduate 

schools specifically intended to train individuals to be senior administrators 

within community colleges. 

At the time of the writing of this study, much has been written regarding 

the career paths of individuals seeking a community college presidency with 

the research dealing primarily with leadership and management styles. 

However, there has been little specific research into the process regarding 

the decision making process utilized during the confrontation of a major 

challenge. 

With the predicted community college leadership changes (45% of 

current presidents within the next five years), it is incumbent upon us to learn 

what unexpected major challenges developed and how these situations may 

have affected the community college as well as the college's president. 

There are four types of situations or issues that this study will examine: 

financial issues, personnel issues, political issues, and public relations issues. 

As can be seen in the example of the two administrators of Baton 

Rouge Community College, when all of the ramifications of management's 

actions are not considered, they can have profound effects for the individual 

and create serious concerns for the institution. For not only was 

Dr. Bonaparte terminated from his position, but the governing board then had 

to deal with replacing him as well as correcting the audit deficiencies and 

settling pending civil lawsuits from employees, in addition to the potential 
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expense of possible civil litigation being considered by both of the terminated 

administrators. 
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CHAPTER II 

LITERATURE REVIEW 

The availability of literature regarding previous research into the 

environmental realities of the community college president is sparse at best. 

Previous research has dealt with the demographics and pathways of the 

presidency, as well as leadership and management style. 

There have been several studies regarding crisis management. 

(Pierce, Pedersen 1997 Fanelli, S., 1997), however, all of these studies 

investigated ways to minimize the harm done by a conflict within the 

institution, be it financial issues, faculty concerns, student discontentment, 

president/trustee relationships or any number of other situations that require 

immediate, decisive, and intelligent leadership from the president. The review 

of literature for this research will seek to locate previous studies that 

reference decision-making processes relating to unexpected and unintended 

events that developed into conflict situations within the institution of the 

community college generally or the presidency specifically. 

Restatement of the Problem 

The genesis of thought regarding this study came from a discussion 

with a community college president who stated that he choose to seek this 

level of community college administration after observing, what he considered 
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a lack of management skills on the part of community college presidents with 

whom he had personal, professional, and social relationships. 

One of the topics of our discussion was conflict resolution and the skills 

many community college presidents seem to lack in terms of specific 

management training and overall management ability (personal 

communication, 2000). If community college presidents had indicators of 

early major challenge recognition factors, specific to the community college, 

then it is conceivable that some major challenges could be avoided. 

Restatement of Research Need 

While studies have been conducted on the leadership and 

management styles of community college presidents, there remains the 

question of how unexpected major challenges are confronted and the 

decision making process utilized by community college presidents to minimize 

the effects of the major challenge upon the community college and/or upon 

themselves. 

Restatement of the Purpose 

Most incoming community college presidents are aware of their major 

responsibilities as these responsibilities are articulated in the institutional 

position descriptions. However, what the new president may not be aware of 

are the expectations of the position that are not part of the "official institutional 

position description". The purpose of this paper is to examine situations 
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which community college presidents may not have initially recognized as 

being problematic, in order to lesson the "learning curve" to becoming a 

successful community college president. Ultimately, the researcher hopes to 

develop a set of predictors that can be utilized to prevent, or lessen, the 

negative impact of unexpected or unintended events that might othenA/ise 

develop into a conflict that could reflect negatively on the community college 

president and the institution he represents. 

Demographics 

The nation's first practitioners in community college leadership "grew-

up in intact, upper-middle class families with an executive or professional 

father and a homemaker mother" (Piland, 1998), while the first generation of 

community college presidents mirrored their counterparts, university 

presidents, with regard to gender and ethnicity, with only a slight deviation in 

socioeconomic class and educational background (Vaughn, 1990). This all-

male, all-Anglo presidential cohort did not add a female leader to the club until 

1935, when Kate Zancis was hired as president of Southwestern Oklahoma 

State Teachers College (first public college). Community colleges finally 

added a minority president immediately following World War II (Piland, 1988). 

The number of women presidents has risen, but is still well below what 

would be considered representative of the population being served by 

community colleges. A 1994 study of 2,903 colleges and universities showed 

that only 16% were headed by women (American Council on Education, 
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1995). In 1990, Vaughn found that only 21% of 619 deans responding to his 

national survey of deans were female. 

Minorities have suffered even less representation in senior positions 

within our community colleges. Vaughn, Mellander, and Blois (1994) reported 

that minorities comprised only 11% of the nation's community college 

presidents. Phelps, Taber, and Smith (1997) indicated through their survey 

that African-Americans held 4.5% of the presidential positions, Hispanlcs held 

3%, and less than 2% were Native American or Asian. 

A subsequent study by Vaughn and Weisman (1997) demonstrated 

that some progress was being made in the advancement of ethnic minorities 

into presidency positions within community colleges. At the time of the study, 

African-Americans held 5.2% of community college presidencies, while 

Hispanic's held 4.9% and Native Americans held 1.9% of the presidencies. 

They also reported that, of the community college presidents responding to 

the survey, 88 percent held a doctorate degree. The Ed.D. Degree was held 

by a majority of community college presidents (45.1%) as compared to the 

Ph.D. degree (43.4%), or a professional degree in such areas as medicine or 

law (2.5%), with the remainder (12%) report holding a Masters degree as their 

highest level of formal education. 

Community College Presidents 

The community college president must be an effective leader. Upon 

review of the Chronicle of Higher Education, a sample job description was 
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developed regarding the characteristics typically sought when a community 

college sets about the task of conducting a search for a president to lead the 

institution? This compilation was developed as there does not seem to be a 

standardized presidential job description due to such factors as college 

culture, institutional type (public or private), course offerings, private funding 

and governmental appropriation levels, student population, and other factors 

that make presidential recruitments unique to the particular institution. 

However, from the information available the following compilation. Table 2.1 

has been created in order to provide a generalized job description for a 

community college president (Almaguer, Edwards, Kishur, Kristynik; Leist, 

2002) 

Table 2.1 Compiled Job Description 

Community College 
Presidents Job Description 

I. Requisite Requirements 

A. Education: Master required. Doctorate or ABD favored 

B. Experience: 5 - 7 years experience of increasing levels of 
responsibility 

C. Successful administrative experience in such areas as 
fundraising, strategic planning, academic, curriculum, and 
faculty development, budgeting, and facilities development. 

II. Presidential candidates will: 

A. Be the official source of communication between the Board 
of Trustees and the college, administrative officers, 
individual members of the faculty and staff, student 
organizations, and students. Has authority and responsibility 
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over the general administration of the college, including 
academic, business, fundraising, and fiscal operations. 

B. Have demonstrated leadership ability and a strong 
commitment to academic excellence and scholarship; an 
orientation to the interests of students and faculty; and a 
deep appreciation for the critical opportunities the college 
and its community afford each other. 

C. Be a creative visionary with a profound commitment to the 
intellectual and personal growth of students and to the 
values of a rigorous liberal arts education. Have 
demonstrated a commitment to academic excellence; proven 
success in increasing financial resources and student 
enrollment; demonstrated ability to retain high-quality faculty; 
a proven track record of significant fundraising; excellent 
written and oral communication skills; and a record of solid 
institutional and strategic planning. 

D. Have strategic skills needed to address the need for change 
in a complex environment; technological literacy; a 
commitment to diversity, fairness, and equal opportunity; and 
be an innovative and successful leader of educational 
enterprises. 

E. Have knowledge of urban issues; experience in forming 
strategic community partnerships and a willingness to take a 
major role in civic and community affairs; demonstrated 
management skills and success in fiscal management and 
faculty, staff, and student recruitment; and experience in 
institutional planning and fund raising. 

F. Possess dynamic leadership and effective communication 
skills; have an outstanding demonstrated record of building 
national presence and support for an organization; strong 
intellectual skills; and experience in working with diverse 
constituencies. 

G. Possess commitment and dedication to student-centered 
learning in an environment of academic excellence; and 
evidence of successful teaching and other significant 
experiences that demonstrate knowledge and support of the 
teaching/learning process in a community college. 

H. Possess a style that is characterized by integrity, honesty, 

25 



accessibility, and willingness to actively participate in 
community affairs, both individually and as a representative 
of the college. 

I. Have experience in and commitment to shared governance 
including mutual gains bargaining; an understanding of the 
value of diversity in the community, faculty, staff, and 
students; demonstrated visionary leadership including the 
ability to manage change in structure, technology, and global 
issues. 

J. Have demonstrated leadership in enrollment strategies and 
retention; the ability to maintain positive relationships with 
community leaders, business, labor, industry, local and state 
officials, other institutions of higher education, and local 
school districts; documented senior-level 
leadership/management skills; and the ability to work 
effectively with an elected Board of Trustees. 

Note: In no way should the order of these expectations indicate a 
greater or lesser value of importance to a presidential candidate. They 
should all be considered equally essential and important to the successful 
governance of the institution. 

Theoretical Perspective 

Central to this study is the relationship between the structure or 

function of the community college and the actions of the president. To better 

understand the relational interactions between community college presidents 

and the structure/function of the community college, we must first look at 

Merton's paradigm for functional analysis. The following 12 statements relate 

the functional analysis paradigm espoused by Merton (Munch, 1994 pp. 128-

129): 

1. The items to which functions are imputed have to be standardized social 
phenomena, like "social roles, institutional patterns, social processes, 
cultural patterns, culturally patterned emotions, social norms, group 
organization, social structure, devices for social control, etc." Thus, 
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functional analysis concentrates on the institutionalized recurrent patterns 
of interaction and not on the ephemeral aspects of social life. 

2. The subjective dispositions of actors performing a social practice have to 
be outlined and have to be distinguished from the objective consequences 
of that practice. 

3. The objective consequences of an item have to be demonstrated insofar 
as they have positive, negative, or neutral effects on a given system. 
Positive effects are functions, negative effects are dysfunctions, and 
neutral effects are nonfunctional. The balance of functions and 
dysfunctions has to be assessed. Functions can be manifest, that is, 
intended and recognized by participants in the system, or latent, that is, 
neither intended nor recognized. 

4. The units for which an item has consequences and therefore fulfills 
functions and/or dysfunctions have to be distinguished: "individuals in 
diverse statuses, subgroups, the larger social system, and culture system" 
(Merton, 1949/1968a: 106). 

5. The functional requirements for maintaining a system have to be specified. 

6. The mechanisms through which functions are fulfilled have to be specified. 
These are more general types of institutional forms of which particular 
items under consideration are specific instances, for example, authority as 
a mechanism for reaching collectively binding decisions and the concrete 
patriarchal system in a society as a special instance of authority. 

7. The functional alternatives for fulfilling a particular function have to be 
demonstrated. 

8. The structural context in which an item operates has to be described and 
analyzed with regard to its narrowing effects on the range of possible 
alternatives for fulfilling a particular function. 

9. In order to analyze structural change as much as social static's, attention 
has to be paid to when dysfunctions are kept under control within a 
particular structural context and when they accumulate into stress and 
strain so that they exert pressures for structural change leading to a 
reduction of stress and strain. 

10. Functional explanations have to be validated in comparative analysis. 
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11. Functional analysis has to be kept neutral in ideological terms without 
preoccupation with the concretive stabilization or radical change of a 
social system. 

12. When describing a social practice that is explained functionally, the 
following aspects have to be included: 
a. location of the participants in the social structure; 
b. alternative modes of behavior excluded by the patterns; 
c. emotive and cognitive meaning of the pattern for the participants; 
d. behavior regularities that are part of the pattern but not recognized by 

the participants. 

Richard Emerson and Karen Cook (Wallace, 1991 p.200) have 

developed a theoretical perspective of exchange theory referred to as the 

"social" mix. The studies of Emerson and Cook are based upon the theories 

developed by Thibault and Kelley and their analysis within the field of social 

psychology. Thibault and Kelley theorized that 

"the dependence of individual or group A on individual or group B is 
analyzed as a function of how much A values the resources to be 
obtained from an exchange with B, and how many alternative sources 
exist for that same resource. 

"The power (P) of B over A, Emerson states, is the mirror image 
of the dependence (D) of Aon B: ( Pba = Dab)"(Wallace, 1991 p.201). 

A factor that is expected to become apparent during this study relates 

to normative obligations. Normative obligations being the expected 

appropriate choices to be made within the terms of adaptation and integration 

(Wallace, 1991 p. 17). While normative obligations are not directly connected 

to the economic approach, they do relate to obligations. 
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Generalization and Transferability 

The trustworthiness of this study will determined by the reader's 

perspective of the reliability of the conclusions reached in respect to the 

validity of the obtained data and the subsequent interpretation of that data. 

For the reader to be assured of the reliability and validity of the study's data 

and findings the key element is for the reader to be fully confident that the 

researcher conducted the study in an ethical manner and followed standard 

accepted practices for conducting qualitative research. 

To determine reliability and validity of this study, the researcher utilized 

a chain of evidence that demonstrated a strong connection between the 

survey questions, the raw data, and the findings. In order for the chain of 

evidence to be documented, an audit trail was developed (Gall, Borg, & Gall, 

1996). The audit trail was comprised of the survey instrument utilized for the 

study, completed responses to the survey instrument by the participants, and 

transcripts of telephone conversations and in-person interviews between the 

researcher and participants. The completed analysis of data and Ethnograph 

V.5 software utilized for the study was also retained. 

In order to insure that the cases in the study are representative of the 

total cases received, the researcher utilized independent reviewers. The 

researcher requested the current president of a community college, not 

involved in the study and the Dean of Instruction at the same community 

college to review the selected cases to insure that they were representative of 

situations that would cause a major challenge to a community college or the 
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community college president. When the qualitative data analysis had been 

completed, the community college President and the Dean of Instruction 

reviewed the coding model for consistency regarding the reported major 

challenges and the themes developed. 

A second element of reliability and validity requires that the researcher 

utilize thick and rich descriptions of the actions or omissions of the community 

college presidents as they reported what happened after the unexpected 

major challenge developed into a crisis for the study participants. Belief on 

the part of the reader that the described events are factual, and that similar 

events could, or possibly have already been experienced by the reader, 

enhances the trustworthiness of the research participant's information and the 

reliability and validity of the data analysis and findings. 

Leadership 

Vaughn (1994) stated that, first and foremost, an effective leader must 

understand the institution and appreciate its culture. Other characteristics 

Vaughn found in successful leaders included properly utilizing information, 

working well with other potential leaders, hiring the right people, and 

effectively resolving disputes. Lecroy (1984) said effectiveness is found in a 

leader's ability to learn from negative experiences, and the skill at "juggling 

several balls at the same time," i.e., simultaneously doing a number of things 

well. Addy (1995) and Holmes (1996) discussed one final characteristic of 
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effective leaders. They both promoted ethical behavior and decision-making 

as fundamental ways a president can gain or lose credibility as a leader. 

The president of a community college can adopt one of several 

leadership styles. These leadership styles include: (1) path breaker, (2) 

managerial, (3) survivor, and (4) the scapegoat. (Kerr, & Gade 1989). 

No matter which leadership style the community college presidents elects to 

adopt, the style must be a good "fit" with the culture of the institution. 

An individual who not only seeks to take charge but to endeavor into 

new areas that had previously been untried by the community college 

characterizes the path breaker style of leadership. 

President Dwight D. Eisenhower characterized leadership as "the 

ability to decide what is to be done, and then to get others to want to do it" 

(Paige, 1977). The type of leadership expressed by President Eisenhower is 

best exampled by the president of a community college in the southwestern 

United States who sought a way to develop a closer relationship between the 

local community and the college. 

To develop this relationship, the president recruited a highly renowned 

paleontologist to the faculty and then embarked on a capital campaign to 

build a dinosaur museum. This was not to be any dinosaur museum in that 

many of the life-size exhibits were to be made of bronze. An abandoned 

building was obtained and was remodeled by citizens of the community, along 

with members of the faculty and staff of the college. Numerous fund raising 

events were conducted with the result being that within three years the 
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museum was opened with the worlds largest collection of bronze dinosaur 

sculptures which were created within the college's bronze foundry program, 

the capital campaign had generated over $800,000 in donations, and the 

museum became a major tourist attraction resulting in increased revenues for 

the local business community (restaurants, motels, etc.). After the opening of 

the museum, the college experienced a substantial increase in enrollment. 

In contrast to the pathfinder is the managerial style president who 

typically seeks to maintain the status quo. This type of leader will only react to 

what is suggested should be done. These suggestions usually come from 

higher authority such as the trustees of the community college. The 

managerial style president will only undertake activities they are directed to 

accomplish by higher authorities, notably the governing body of the 

community college. 

Kerr and Gade (1989) refer to the next category as survivors. 

Survivors are presidents that seek only to be present at the community 

college and do not enter into controversies or risk attempting new projects. 

They want the community college to operate in a quite manner so as not to 

draw attention to themselves. This type of management style will attempt, at 

times, to "play politics" in an effort to gain an advantage for themselves as 

they do not expect to stay at a community college for more than five years. 

By developing political contacts, they are in the process of gathering support 

for their next community college presidency. 
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These presidents survive by their wits, shrewdness, and self-discipline, 

they quickly seek out the source of power at the institution which may be the 

faculty, the trustees, or one of the deans, and then cater to that source of 

power. This is the individual that is most likely to see the potential for a crisis 

to develop from actions or decisions they have undertaken as the president of 

a community college. When they recognize a major challenge developing, 

and there is a hint that they may become tarnished by the outcome, this 

president will announce his resignation in order to sidestep events that may 

be damaging to his reputation. This is also the person most likely to 

incorporate a Machiavellian approach to his management style. As stated by 

Machiavelli (1952), it is better to rule by fear than to attempt to gain support 

through a system of rewards. 

The fourth major type of management style is referred to as 

scapegoats. The scapegoat style of management is rarely intentionally 

entered into. While it is true that the responsible and ethical community 

college president will accept responsibility for what occurs at the institution, 

only the ill of mind would seek to accept full responsibility for everything that 

occurs within the college. This person will accept blame from every individual 

or group that seeks to "pass the buck" for his or her failures. 

Management 

A concern stated by a community college president is the level of 

knowledge regarding the business and management skills that the new 
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community college president brings to the office. This president commented 

that one of the reasons he wanted to become a community college president 

was his observation that most community college presidents lack business 

management skills. According to this individual, being the president of a 

community college is akin to being the president of a medium size company 

that competes in the business world (personal communication, April 2000). 

Therefore, it can be said that the president of the community college 

must not only have the academic credentials but also the business and 

management skills to personally survive, and to nurture the growth of the 

college. It is contended that without prior development of business and 

management skills, the community college president will not be able to fully 

visualize the outcome of actions taken or decisions made regarding the 

community college, or even within their personal lives, as it relates to the 

presidency of a community college. 

Without sufficient management training a community college president 

may not understand the long-range impact of actions and decisions made 

during the course of the day-to-day operation of the community college. 

Management styles utilized by community college presidents include 

collegial, authoritarian, and participatory. However, as stated by Weingartner 

(1996), the president has managerial obligations that require that a distinction 

be made between management style (collegial, authoritarian, or participatory) 

and leadership. 
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Management relates to the responsibilities of operating the community 

college in an efficient and cost effective manner to provide a service to the 

students and to the community, while operating within the guidelines set forth 

by its designated regional accrediting authority, the operational and financial 

constraints established by the appropriate state legislature, and with 

consideration of the community's desire for specific programs and activities. 

Therefore, it can be said that while good management is the ability to 

operate a community college, or any organization, according to established 

procedures, regulations, and laws; leadership is the ability to obtain the 

cooperation and support of all workers within the organization so that a 

cohesive unit is formed. Both exceptional leadership skills and management 

skills are equally important for the community college president to efficiently 

oversee the operation of a community college. 

Maior Challenge Management 

The management of a major challenge can be defined as dealing 

effectively with problems so that harm to the institution is avoided or at least 

minimized. 

A major challenge can occur in two forms, some are predictable, and 

others are totally unpredictable. For the community college president, there 

are three things that he must do to prevent an unexpected or unintended 

event from becoming a crisis and those are: to communicate with the 

college's governing board; communicate with the students and faculty of the 
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community college; and communicate with the stakeholders (Fanelli, 1997). 

This communication factor is vital to the damage control process. To 

accomplish this open environment, an atmosphere of mutual trust and respect 

must exist between the community college president and the three 

constituencies mentioned. The governing board of the community college is 

considered the most important for establishing an open and honest 

communication process 

Prior to having to confront those unexpected and unintended events 

that have the potential to develop into a major challenge, it is essential that a 

management plan be in place (Koplik, Martin, & Samuels, 1996). According 

to Koplik, it is the responsibility of the president to draft the management plan 

pertaining to a major challenge and, in doing so, insuring that the mechanism 

is in place to, as much as possible, detect a potential major challenge 

developing, ascertain whether or not the institution is prepared to manage a 

major challenge, and determine if potential exists to benefit from the pending 

major challenge. 

In an article by Turner (1999), the importance of the early awareness 

that the potential for a major challenge is developing is discussed. Turner 

mentions that minor aggravations that are not attended to and resolved can 

escalate into a major challenge. The situation cited by Turner relates to a 

management company that, through an internal error, neglected to pay the 

electric bill for an apartment complex and, as a result, the electrical service 

was disconnected leaving the building's common areas, hallways and parking 
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lot lights, and laundry rooms without electrical power. The situation received 

public attention when, after three days of being ignored by the building 

manager, the building's tenants contacted a local television station that made 

the tenants' complaints the lead story on the evening news. By changing the 

term ^'management company" to "community college president," "building 

manager" to "dean of administrative services," and tenants to "students", it 

becomes evident how this scenario could easily relate to a community 

college. 

Turner stresses the importance of communication in the management 

plan and how adherence to such a plan is typically the difference between 

chaos and control of the situation. The importance of communication and 

preparation are of such importance that "crisis management, crisis 

communication, and crisis planning should be critical components in an 

institution's strategic planning" (Kenney 1997, p 73). 

Unexpected Events 

A comment by the president of a community college in the 

southwestern United States alluded to the fact that he did not expect to have 

to commit an overly large amount of time to fund raising activities or even 

being away from the campus as much as was required. These two activities 

typically consume approximately 60% of the president's time (personal 

communication, 2000). 
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A second concern, by this same community college president, is the 

level of knowledge regarding the business and management of education that 

the new community college president brings to the office. This president 

commented that one of the reasons he aspired to become a community 

college president was his observation that most community college presidents 

lack business management skills. According to this individual, being the 

president of a community college is akin to being the president of a medium 

size company competing in the business world (personal communication, 

April 2000). Therefore, it can be said that the president of the community 

college must not only have the academic credentials, but also the business 

and management skills to personally survive and to nurture the growth of the 

college. 

However, in going about the daily business of conducting the business 

of the community college, the president must interact with individuals outside 

the college who are not necessarily associated with the college - individuals 

whose perceptions of the president's actions and comments can have a 

potentially adverse effect on the president. These potentially adverse effects 

can occur in one of several forms. They can be personal, political, 

professional, or sociological in nature and occur when the president truly does 

not recognize that there might be adverse repercussions for individual 

comments made or actions taken. However, these very activities may cause 

the unexpected and unintended situations to develop that result in a conflict 

for the community college and the president. 
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Chapter Summarv 

In reviewing the literature, it became readily apparent that there is no 

information available specifically describing the genesis of unexpected and 

unintended events. All reviewed literature described various methodologies 

and leadership techniques for managing the conflict situation to minimize the 

impact to the institution. 

As was described in the compiled job description for a community 

college president, there are extensive requirements for experience in various 

leadership roles and situations. However, further examination of the compiled 

job description fails to provide criteria for community college presidents 

regarding their ability to recognize the initial causes of a conflict. Not only is 

the ability to recognize a major challenge not mentioned, but also there is no 

mention of abilities related to conflict resolution techniques or practical 

experience. 
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CHAPTER III 

METHODOLOGY 

Introduction 

In this chapter, the methodology for conducting this study regarding the 

decision making process utilized by community college presidents when 

confronting unexpected and unintended major challenges is discussed. This 

chapter describes the design of the study, procedures for data collection and 

analysis, protection of study participants, and the role of the researcher. 

This study utilized a comparative case study methodology to describe 

the process used by community college presidents to resolve major 

challenges. The comparative case study design is also referred to as 

collective case study design, cross case design, multicase design, or multisite 

case study design. This type of study involves the collection and analysis of 

data from more than one case source. It is differentiated from the single case 

study in that it will have embedded subcases that are utilized during the 

analysis procedures (Merriam, p. 40). 

For this study, the qualitative paradigm was selected because the 

central focus of the study requires an examination process that will provide an 

understanding of sociological and humanistic factors involved in major 

challenges experienced by community college presidents. 

Merriam (1998) presented four elements for conducting qualitative 

research. These elements are: first, emic (or the insider's perspective) versus 

etic (or the outsider's perspective) with the primary criteria understanding that 
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the event of interest must be viewed from the participants' perspective, not 

the researcher's; second, the researcher is the primary instrument of data 

collection. During the data gathering process, the researcher can 

immediately process information received and formulate further questions, 

which will elicit fuller, deeper, and richer details of the events and actions 

being investigated. Third, qualitative research normally requires fieldwork or 

at least personal contact with participants within the study on the part of the 

researcher. Fourth, qualitative research is inductive research that builds 

abstractions, concepts, hypotheses, and theories and is a primary strategy for 

theory building. 

As applied to this study, the elements presented by Merriam were 

utilized to ensure the accounts of challenges indeed reflected the 

respondents' perceptions and were not influenced by researcher bias. 

Restatement of Problem 

The idea for this study came from a discussion with a community 

college president who stated that he chose to seek a community college 

presidency after observing what he considered to be a lack of management 

skills on the part of community college presidents. 

One of the topics of our discussion was conflict resolution and that 

many community college presidents seem to lack conflict resolution skills. 

This community college president believes that many current and past 

community college presidents assume the role of a "survivor" leader (personal 
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communication, April 2000). A "survivor" is a person who simply occupies a 

position and hopes that nothing goes wrong during his or her tenure. They 

will remain in their position until retirement or until another "survivor", 

opportunity becomes available. If a major challenge develops, the "survivor" 

will resign prior to being directly impacted by the major challenge (Kerr, & 

Gade 1989). 

Restatement of the Purpose 

The purpose of this study is to examine the conflict resolution skills of 

community college presidents and how those skills affected the resolution of a 

major challenge. 

Restatement of the Research Question 

This study reviewed events and situations that community college 

presidents encountered that led to a problematic, unexpected, and 

unintended event requiring the involvement of other senior community college 

administrators and possibly the community college's governing body in order 

to rectify the situation. 

To seek factors common to the decision-making process used by 

community college presidents regarding the decision-making process utilized 

to confront a major challenge, the following research question was 

addressed: 
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Within the scope of the duties and responsibilities of a community 
college president, on occasion an unexpected event and/or an 
unintended event will cause a major challenge to occur. What were 
the decision-making processes used to resolve these challenges? 
What are the outcomes and what, if anything, could have done 
differently to prevent the major challenge or to produce a better 
outcome? 

Research Design 

Survey Instrument 

The researcher-constructed questionnaire (Appendix B) was 

developed in two parts. Part one asked the participants to provide 

demographic data. The demographic data being sought was: age, gender, 

highest degree held, specialization of highest degree held, years in current 

position, total years as a community college president, anticipated time until 

retirement, total student population of the college, and management style of 

the president as self-reported by the community college president. This 

survey instrument format follows the recommendation by Mertler (2002) who 

stated that open-ended questions at the beginning of the survey should be 

avoided. Therefore, part one of the survey instrument consisted of a series of 

close-ended questions to gather demographic data. 

Part two of the survey instrument consisted of a series of open-ended 

questions. The participants were asked to provide a narrative response to 

this series of open-ended questions. The open-ended questions are: 

• Briefly, summarize a situation that caused a major challenge to your 
presidency or to your community college. 

• How and when did you first become aware of this major challenge? 
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• Describe your decision making process at the beginning of the major 
challenge. 

• Describe the effectiveness of the decision-making process. (Was the 
major challenge resolved, or did it continue?) 

• Did you consult with any individuals or groups (i.e. personal mentor or 
the college governing body) during the challenge? If so, did they 
suggest a remedy to the major challenge, or did they only act as a 
sounding board for your ideas regarding a resolution to the major 
challenge? 

• How was the major challenge resolved? 

• If confronted with a similar major challenge what, if anything, would 
you do differently? 

• How did this experience aid your leadership abilities in relation to your 
position as a community college president? 

The third portion of the survey consisted of the researcher conducting 

a telephone interview with the participant. The telephone interview provided 

the researcher the opportunity to have the participant respond to specific 

questions regarding the major challenge he or she outlined in part two of the 

survey. Prior to the beginning of the telephone interview the researcher 

reviewed the narrative response provided by the participant to the major 

challenge described by the participant as he/she responded to the open-

ended questions in part two of the survey instrument. 

After reviewing the responses to the opened questions the researcher 

developed a series of questions specifically related to the major challenge 

previously described by the participant being interviewed. Individual questions 

were developed for the telephone interview as the reported major challenges 

contained differing scenarios and therefore a standard set of questions could 
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not be utilized for each major challenge studied. The telephone interview 

began with a review of the information previously provided in part two of the 

survey instrument. The interview then progress to the participant being asked 

questions, previously prepared by the researcher, which were specific to the 

major challenge encountered by the participant. Finally, questions that were 

developed during the course of the interview were asked of the participating 

community college president. 

In designing the survey instrument, the recommendations of Maginnis 

(2002) were followed. These recommendations include: 

• Respondents resist open-ended questions when placed toward the 
beginning of the survey. This occurs because the responses require 
some "thinking" on the part of the participants and since they do not 
have much time invested, at this point, some respondents simply do 
not proceed with the survey. 

• Respondents exit when they are asked to "think harder" as in reporting 
likes and dislikes. These questions require "thinking", skill, and 
familiarity to formulate a response. 

• When a null, refused or don't know is not allowed in open-ended 
questions, the respondents have a tendency to exit. Respondents 
need to have the option of a response that fits their knowledge or 
perception of the questions intent. If forced to select a response the 
respondent believe are inappropriate, they stop responding and set the 
survey instrument aside. 

Study Population 

The population for this study was community college presidents. This 

study excluded chancellors, CEO's, and chief administrative officer of a 

community college system or district. While these individuals have 
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undoubtedly encountered major challenges, this study is only concerned with 

major challenges that occur at the single institution level, not the system level. 

The study population was also restricted to public community colleges. 

Because private or tribal two-year colleges exist in unique environments, the 

major challenges their presidents might have presented could possibly skew 

the results of this study. 

Study Sample 

The sample was obtained from a listing of current community college 

presidents located within Regions VI and VII of the NCIA and the State of 

Kansas. Kansas was selected for two reasons. First, after receiving a lower 

than expected participation level by community college presidents within 

Regions VI and VII of NCIA, the researcher decided to add the community 

colleges from the State of Kansas. Secondly, Kansas was added because 

while not within NCIA Regions VI and VII, it is nestled among states within 

those regions and reflect the demographics of the geographic area. 

• A listing of all (N = 293) community college presidents within Regions 
VI and VII of the NCIA and the State of Kansas was complied from the 
2002 Higher Education Directory. 

The 2002 Higher Education Directory was used to identify the 

community college presidents from Regions VI and VII and the State of 

Kansas. The 2002 Higher Education Directory contains a current listing of the 

community college president's names and correct mailing addresses. The 

directory also contains other relevant information including whether the 
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community college is a public or private institution, the level of degrees 

awarded, and whether or not a regional accrediting association accredits the 

community college. 

Data Collection Procedures 

The procedures for data collection were as follows: 

• Selected random sample of 100 from the NCIA Region VI and VII 
listing of community college presidents. 

• Mailed a letter-requesting participation in the study, part one of the 
survey instrument, a consent form, and a postage paid return envelope 
to the randomly selected sample. 

• Contacted via e-mail, those who had not responded within 10 days and 
again asked for their participation. 

• Submitted part two of the survey instrument, via Internet e-mail, to 
those indicating they would participate and a latest return date. 

• Upon receipt of part two of the survey, sent an email requesting 
telephone interview. 

• If the part two survey instrument had not been returned within 10 days, 
submitted a second survey instrument and consent form, via email, 
and requested completion and return of the survey instrument. 

• Allowed 10 days for return of the survey instrument after second 
request. 

• Submitted a second request to those who returned part one of the 
survey to submit part two of the survey. 

• Submitted a third request for participation to those who had responded 
to part one of the survey but had not responded to part two of the 
survey, via the U.S. Postal Service. 

• Submitted a second request, via email, to respondents of parts one 
and two of the survey instrument for an appointment to discuss, via 
telephone, the narrative submitted. 
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. Submitted third request, via email, to respondents of parts one and two 
of the survey instrument for an appointment to discuss, via telephone 
the narrative submitted. 

• Due to insufficient responses to the first 100 mailings to presidents in 
NCIA Regions VI and VII, the State of Kansas was added to the 
sample population. The process, as described, was then repeated by 
requesting the participation of 16 out of 17 Kansas community college 
presidents. 

The use of the Internet to conduct data collection, for research, while 

not an unheard of concept, is still in the developmental stage. Moreover, 

while the Internet may be a convenient method of data collection, there are 

several disadvantages for its use. These disadvantages include "the 

possibility of nonrandom nature of the sample, the unavailability of population 

lists, computer access, and various technology-related issues" (Mertler, 

2002). This study did not encounter any of these disadvantages as the study 

population was purposefully selected utilizing the 2002 Higher Education 

Directory. All of the study participants had access to personal computers 

which were connected to the Internet. The researcher utilized the most 

recent computer software to ensure compatibility with computer software 

utilized by the study participants; therefore, there were no technology related 

issues that interfered with data collection. 

While there are disadvantages to utilizing the Internet for data 

collection there are also several advantages. Mertler (2002) stated that the 

benefits of utilizing the Internet include a faster response rate when 

considering that the time requirements for conventional mail to reach the 

research participants and returned to the researcher. There is a greater 
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protection against the loss of data for two reasons. First, the researcher can 

download the data as soon as it is received. Secondly, should there be a 

malfunction in the researcher's computer, the material can be resubmitted if it 

had been saved by the respondent. 

With the easy transfer of data into a database for analysis, the chance 

of survey responses (data) being lost or misplaced is greatly reduced. 

Another advantage of Internet research is the cost savings. By utilizing the 

Internet, the cost of mailings is greatly reduced, if not eliminated. A 

secondary cost saving is in time required for the analysis of data, that savings 

becomes evident when received data is directly transferred to the 

researcher's data analysis program. 

There is also the advantage to the respondent in that by utilizing the 

Internet, the respondent can complete survey instruments on their computer 

and directly submit the material to the researcher and, because of the 

convenience of completing and submitting the survey instrument via the 

Internet, the response rate is potentially higher than using the conventional 

mail system (Mertler, 2002). 

Protection of Participants 

Prior to distribution of the survey instrument to the sample population, 

it was submitted to the Texas Tech University Institutional Research Board 

(IRB) for approval. The study approval request form was submitted as an 

exempt study because no treatment was proposed, participants were 
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providing informed consent, and there was a negligible chance of harm to the 

participants. Upon review, the IRB approved the survey instrument as 

submitted. 

Data reported in this study is free of any identifiers that could indicate 

the name of the community college or the president participating in this study. 

The researcher is the only person with access to the gathered data and all 

identifying information will remain confidential. Responses to the 

demographic survey instrument and the narratives furnished by the 

participants undenA/ent the necessary analysis by the researcher only. Upon 

completion of the study the raw data, the computer analysis data and the 

findings were placed in labeled and sealed containers, and then stored in a 

secure location. 

Analysis of Data 

Constant-Comparative Methodology 

Constant-comparative data analysis was developed by Glaser and 

Strauss (1967). The constant-comparative method enhances the ability of the 

researcher to utilize inductive, concept building strategies. The methodology 

refers to a continual process of selecting key words or terms within a 

determined category and between the developed categories to locate factors 

common to the category. 

The unexpected and unintended events that occurred, as reported by 

the community college presidents, were analyzed seeking commonality 
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regarding the actions, or omission of action, by the presidents of community 

colleges. The reported major challenges were analyzed for factors relating to 

the decision making process. Fourthemes were developed. These themes 

are financial issues, personnel issues, political issues, and public relations 

issues. 

The participants' responses to the narrative question and the taped 

interviews were analyzed utilizing the Ethnograph V.5 data analysis computer 

software program. This program was especially useful in providing an 

analysis of commonly identified situational factors of the major challenge 

confronted by the community college president. The Ethnograph V.5 

software analysis program placed key words from the participants' narratives 

into categories referred to as child projects. Child projects are subdivisions of 

the central theme or project. Therefore, while the narratives provided by the 

respondents were initially placed into a central project, they were 

subsequently subdivided into the four themes that had emerged from the 

data. This division of the central project into the four child projects is 

illustrated in figure 3.1. 

The Ethnograph V.5 was developed by Qualis Research Associates as 

a qualitative data analysis computer software program designed to facilitate 

the analysis of qualitative research data. Moreover, as with any data analysis 

program Ethnograph V.5 has advantages and disadvantages. 

Utilizing data analysis computer software allows the researcher to 

process large amounts of data in a relatively short time and provides a 
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convenient means to determine key words and phrases which are common to 

the data being processed. The disadvantage of using a software data 

analysis program include the time taken to properly learn to utilize the 

software, errors in data coding made by the user, and the possibility of errors 

related to the results obtained from the data analysis. 

The constant-comparative methodology allowed the researcher to 

develop characteristics within the child projects that were determined to be 

influential regarding the cause of the major challenge. This methodology also 

was utilized in determining the decision making process of the study 

participants to resolve the major challenge. 

In analyzing the narrative data, the researcher extracted common 

themes, phrases, and words, which were then sorted into four relevant 

categories or child projects within the Ethnograph V.5 data analysis program. 

As the common themes, phases, and words emerge from the participants' 

responses to the survey questions, they were constantly compared and 

sorted as the review and evaluation of the responses progressed (Merriam, 

1998. p.179). 

In conducting the analysis of the data obtained from the study 

participants the survey instrument, part 2, and the transcription of the 

telephone interview were copied and pasted into the Ethnograph V.5 software 

program. All of the data was initially installed as a project, subsequent child 

projects were developed as subsets. The subsets were developed through 

the process of developing code words and conducting frequency tests to 
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determine child projects. Receding of words and phrases was then 

conducted in order to insure the accurate placement of the major challenge in 

the correct subset or child project. 
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Figure 3.1. Data Coding Process 
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The researcher was seeking common factors among the community 

college presidents regarding the types of situations that produced unexpected 

and unintended conflict. The researcher was also attempting to determine 

the processes utilized by the community college presidents to confront major 

challenges resulting from unexpected events or situations. While only 13 of 

the responses were selected for in-depth analysis, all responses were utilized 

during the initial analysis of the gathered responses. Initially the categories 

were financial issues, personnel issues, political issues, and public relations 

issues as areas where unexpected major challenges occurred. 

In order to provide a systematic process for the recording, sorting, and 

retrieving of the gathered data, the Excel Data Analysis computer software 

program distributed by Microsoft Corporation and the Ethnograph V.5 

computer software program distributed by Qualis Research Associates were 

utilized to aid in initially evaluating the following categories of data: 

1. Utilizing Excel, the researcher created a database which included: 
the respondent's age, gender, years of experience as a community 
college president, level of education, types of degrees held, student 
population, leadership style (charismatic, collegial, participatory, 
authoritarian, or other self-described management style), 
organizational structure (anarchical, bureaucratic, collegial, or political), 
and number of community college presidencies served. 

2. Utilizing Ethnograph V.5, the actions, decisions, and outcomes of 
unexpected and unintended events that developed into a crisis for the 
participating community college president were placed into projects 
and child projects. 
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As the study developed, the data caused the form and structure of the 

study findings to maturate until the findings provide an overview of the 

decision making process required to successfully confront unexpected and 

unintended events that developed into major challenges for the participants. 

Role of the Researcher 

When conducting a qualitative study, the researcher inherently 

interjects biases that have developed through life experiences. In order to 

reduce the influence of researcher bias, the researcher strived for sensitivity. 

Sensitivity imposes an obligation on the researcher to understand the views 

and attitudes of the participants in the research study and how the events 

being explored were seen from their perspective (Merriam, 1998). 

In striving for objectivity and sensitivity, the researcher utilized thick, 

rich descriptive narratives reported by the survey respondents in the theme 

areas of financial issues, personnel issues, political issues, and public 

relations issues. While still subjective in nature, the thick, rich narratives 

allowed the researcher to present a total picture of the major challenge: 

a picture that not only portrayed the entire event, but also enables the reader 

to understand the evolution of the event and particularly what actions or 

inactions enhanced the development of the major challenge. 
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Reliability. Trustworthiness, and Validity 

The trustworthiness of this study will be determined by the reader's 

perspectiye; trustworthiness of the study must be weighed in respect to the 

obtained data and the subsequent interpretation of that data. For the reader 

to be assured of the reliability and yalidity of the study's data and findings, the 

key element is for the reader to be fully confident that the researcher 

conducted the study in an ethical manner and followed standard accepted 

practices for conducting qualitatiye research. 

To determine reliability and yalidity of this study, the researcher utilized 

a chain of eyidence that demonstrated a strong connection between the 

suryey questions, the raw data, and the findings. In order for the chain of 

eyidence to be documented, an audit trail was deyeloped (Gall, Borg, & Gall, 

1996). The audit trail is comprised of the suryey instrument utilized for the 

study, completed responses to the suryey instrument by the participants, and 

transcripts of telephone conyersations. The completed analysis of data and 

Ethnograph V.5 software utilized for the study was also retained. 

In order to insure that the 13 cases in the study are representatiye of 

the total cases receiyed the researcher utilized independent reyiewers. The 

researcher requested the current president of a community college, not 

inyolyed in the study and the Dean of Instruction at the same community 

college to reyiew the selected cases to insure that they were representatiye of 

situations that would cause a major challenge to a community college or the 

community college president. When the qualitatiye data analysis had been 
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completed, the community college President and the Dean of Instruction 

reyiewed the coding model for consistency regarding the reported major 

challenges and the themes deyeloped. 

A second element of reliability and yalidity requires that the researcher 

utilize thick and rich descriptions of the actions or omissions of the community 

college presidents as they reported what happened after the unexpected 

major challenge deyeloped into a crisis for the study participants. Belief on 

the part of the reader that the described eyents are factual, and that similar 

eyents could, or possibly haye already been experienced by the reader, 

enhances the trustworthiness of the research participant's information and the 

reliability and yalidity of the data analysis and findings. 

Chapter Summarv 

Upon approval of the Texas Tech University IRB, the selected 

community college presidents were contacted and requested to participate in 

this research project. The community college presidents were provided with a 

cover letter explaining the project, a consent form that when signed and 

returned indicated their willingness to participate in this study, and part one of 

the survey instrument. When the signed consent form and part one of the 

survey was returned, the participants were electronically mailed part two of 

the survey. 

Upon receipt of part two of the survey by the researcher, the 

participant was contacted, via e-mail, to arrange an appropriate time for a 
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telephone interview. The telephone interviews allowed the researcher to 

probe deeper into the circumstances surrounding the major challenges. 

The data analysis was a qualitative examination of the narrative 

responses submitted regarding the unexpected and unintended major 

challenges. The responses were analyzed utilizing Ethnograph V.5 software 

with the researcher seeking to determine common elements among the 

participants' survey responses regarding the decision-making process 

regarding the resolution of unexpected and unintended major challenges. 
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CHAPTER IV 

FINDINGS 

This chapter contains two sections. The first section provides a 

demographic view of the study participants. In addition to the demographic 

information, this section includes a statement regarding the purpose of the 

study, and the research question along with the process for selecting the 

study participants, data gathering, and methodology utilized to code the data. 

Section two provides a detailed description of the respondents' narrative 

descriptions regarding major challenges encountered within their position as a 

community college president. 

PART ONE 

Restatement of Purpose of the Study 

The concept for this study came from a discussion with a community 

college president who stated that he chose to seek a community college 

presidency after observing what he considered to be a lack of management 

skills on the part of community college presidents with whom he had 

personal, professional, and social relationships. 

One of the topics of our conversation was that many community 

college presidents seem to lack conflict resolution skills. This sitting 

community college president equated many current and past community 

college presidents to the role of "caretaker" leader. A "caretaker" is a person 

who simply occupies a position and hopes that nothing goes wrong during 
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their tenure. They will try to stay in their position until retirement or until 

another "caretaker", opportunity becomes available. If a major challenge 

develops, they will resign prior to becoming directly impacted by the major 

challenge. 

Restatement of the Research Question 

Within the scope of duties and responsibilities of a community college 

president, oftentimes an unexpected and/or an unintended event will cause a 

major challenge to the president's leadership. What were the decision

making processes? What was the outcome and what, if anything, could have 

been done differently to prevent the major challenge or to produce a better 

outcome? 

Process of Selecting the Participants 

The participants for this study were initially selected from among the 

community college presidents within NCIA regions VI and VII. Criteria for 

selection as a participant required that the participant be the president of a 

single community college, thus eliminating chancellors/presidents of 

community college systems. The community colleges selected were all within 

regions VI and VII of the NCIA. The initial response rate was less than 

required. Therefore, community college presidents in the State of Kansas 

were added to increase the response rate. 
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Data Gatherino 

The data for the study was gathered utilizing three differing 

methodologies. The first round of data gathering consisted of a 

researcher-constructed survey questionnaire being mailed to one hundred 

purposefully selected community college presidents. Included with the 

questionnaire was a letter requesting the recipient's participation in this study 

(Appendix A), a consent form (Appendix B), and the survey instrument 

(Appendix C). Also included was a postage paid return envelope. Of the total 

requests mailed to community college presidents seeking their participation in 

this study (n=117), twenty-three responded, thus providing a return rate of 

20%. 

After returning the consent form and the survey instrument to the 

researcher, the participants were sent, via e-mail, a second set of questions 

(Appendix D) in which the participants were requested to provide a 

descriptive narrative regarding a major challenge. This information was 

returned via e-mail to the researcher. Of the participants who had responded 

to the initial request for the participation in this study 13 (12%) completed part 

two of the survey. After the researcher reviewed the major challenges for 

developing follow-up questions, all of the participants who had returned part 2 

of the survey were contacted to obtain further specific details of the 

participant's major challenge. 

The follow-up investigation was conducted by contacting the study 

participant via telephone and asked probing questions to clarify and expand 
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upon the participant's description of the major challenge that had previously 

been submitted. At the beginning of the researchers interview with the study 

participant, permission was obtained to record the conversation. These steps 

were repeated when community college presidents from the State of Kansas 

were included in the study. 

Data Codinq 

Upon receipt of the narrative descriptions provided by the respondents, 

this information and transcripts of the recorded follow-up interviews were 

entered into the Ethnographic V5.0 data analysis program. The data was 

entered into the Ethnograph V5.0 program as a project. Within the central 

project, four child projects developed: (1) financial issues; (2) personnel 

issues; (3) public relations issues; and (4) political issues. The four child 

projects were determined by reviewing the narratives received from the 

participants for common topic or subject areas. 

Within the child projects, key words were utilized to ascertain common 

phrasing, ideas, and procedures. The keys words were often changed during 

the analysis process in order to constantly compare the data and thereby 

obtain the maximum understanding of the major challenges, the ramifications, 

and ultimately the resolution to the situations presented. Ultimately a graph 

or "tree" was produced reflecting the overall process for resolving the major 

challenge. 
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This phenomenological data analysis process, as described by 

Creswell (1998), requires the data to be constantly compared and refined 

through the reduction process to determine meaning from specific statements 

and themes. The child projects (financial issues, personnel issues, political 

issues, and public relations issues) were identified based on a general 

category (unexpected major challenges). The presidents who related that 

unexpected state funding reductions were the major challenge encountered 

were placed in the child project "financial issues". As the themes within the 

categories became apparent, the researcher was able to produce narratives, 

which described the presidents' major challenges, the procedures for 

resolution, and how the presidents' leadership abilities were enhanced by the 

experience. 

Representative Major Challenge Issues 

College 1 

This college, with a student population of 2200, is located in a rural 

area of one of the mountain states. The president of this community college. 

Dr. Owens, has been in his first presidency for one year. 

Dr. Owens' major challenge came in the form of an unexpected 

reduction in state funding appropriations. The reduction in state funding 

appropriations to the community college was 26% less than had been 

originally approved and budgeted. Also, Dr. Owens was notified of the 

budget reduction after the start of the academic year. Therefore, this 
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president's major challenge was an unexpected budget reduction (personal 

communication, August 18, 2003). 

College 2 

This community college, with an unduplicated student population of 

4300, is located in a rural area of a southwestern state. Dr. Benton holds a 

Ph. D. and has been in his current position, his first presidency, for five years. 

Dr. Benton encountered a major challenge regarding institutional 

finances. In the middle of the 2002-2003 academic year, the governor of the 

state notified all community college presidents that their state appropriation 

was being reduced by 7%, effective immediately. For this community college, 

this budget reduction translated to a $500,000 loss in expected revenues. 

This president's major challenge was an unexpected budget reduction 

(personal communication, August 16, 2003). 

College 3 

This community college, with an unduplicated student population of 

3700, is located in a suburban area of a mountain state. The president. 

Dr. Clark, has been in his current position for one year but has a total of 11 

years experience as a community college president. 

Dr. Clark is the president of a community college located in the same 

state as Dr. Owens (college 1). Consequently, Dr. Clark reports that his 

major challenge also came in the form of an unexpected reduction in state 
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funding appropriations. The reduction in state funding appropriations to the 

community college was 23% less than had been approved and budgeted. Dr. 

Clark was notified of the budget reduction after the start of the academic year 

(personal communication, August 11, 2003). 

College 4 

Ms. Miller is the president of a community college located in a 

southwestern state. She holds a Master of Arts degree and has been in her 

first presidency for approximately two years. The community college has an 

unduplicated student population of 5,400. Ms. Miller encountered a major 

challenge regarding institutional finances. In the middle of the 2002-2003 

academic year, the governor of the state notified all community college 

presidents that their state appropriation's budgeted amount was being 

reduced by 7%, effective immediately. This president's major challenge, 

therefore, was an unexpected budget reduction (personal communication, 

September 4, 2003). 

College 5 

This community college, with an unduplicated student population of 

approximately 3100 students, is located in one of the plains states. The 

college is lead by Dr. Norton who has a Ph.D. and 23 years experience as a 

community college president. He is in his first year of his presidency at this 

community college. 
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Dr. Norton describes his major challenge has having to confront a 23% 

reduction in state appropriations. Dr. Norton not only encountered a 

reduction in state appropriations at the beginning of the academic year, but 

during that year he encountered five additional reductions in the funding his 

college received from the state. Dr. Norton faced an additional major 

challenge in that, while his budget was being reduced, the community college 

was experiencing a 12% increase in enrollment (personal communication, 

October 8, 2003). 

College 6 

This community college is located in a southern state and has an 

unduplicated student headcount of 1100. The college is led by Dr. Roth, a 

female president, who holds a Ph.D. and is in the third year of her first 

community college presidency. 

Dr. Roth experienced an unexpected major challenge when she 

learned, prior to her appointment, that required reports had not been 

completed or submitted to the appropriate agencies. Dr. Roth states that by 

virtue of this failure by the previous administration to submit the required 

reports, the community college was now facing the possibility of $30,000 in 

fines in addition to public questions regarding integrity, effectiveness, and 

respect for the college's responsibilities. This unexpected event occurred 

during her first year as the president of the community college (personal 

communication, August 18, 2003). 
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College 7 

This community college is located in a southwestern state and has an 

unduplicated student headcount of approximately 3600. Dr. Ireland, the 

president, has four years total experience as a community college president, 

all of which has been obtained at this institution. 

This community college president was confronted by two unexpected 

events that derived from the same situation. Dr. Ireland wanted to change the 

length of selected faculty employment contracts from three years to one year 

and was immediately confronted with complaints from faculty claiming age 

and minority discrimination. Dr. Ireland's major challenge again escalated 

when the names of the faculty members were released to the public and he 

was subsequently sued by one of the faculty members claiming that the 

release of her name to the public caused her to have a heart attack (personal 

communication, August 8, 2003). 

College 8 

This community college with an unduplicated student population of 

7100 is located in a southwestern state. The community college is led by 

Dr. Jacobs, a female president who holds a Ph.D. and has been at this 

community college for one year, but had 2 1/2 years experience as a 

community college president prior to accepting this position. 

Dr. Jacobs experienced a major challenge when a department director 

passed away, the new hire didn't workout and was subsequently replaced by 
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the person (an internal candidate) who had finished second in the original job 

search. The presidents states that bad decisions on the part of the new 

department director resulted in the faculty senate and certain individual 

faculty members calling for the termination of the new department director. 

The major challenge developed when the new department director began 

making changes that infuriated the faculty, (personal communication, August 

18,2003). 

College 9 

This community college, located in a mountain state, is situated in an 

urban area and has an unduplicated student headcount of 5,000 to 7,000 per 

semester. Mr. Evans, the president of this college has a Master of Arts 

degree and one year of experience as a community college president. 

Mr. Evans encountered a major challenge when he learned that a 

senior administrative officer was making public comments regarding the 

handling of the institutional finances, and in fact had stated that they were 

being handled improperly, if not illegally. When confronted, the senior official 

readily admitted making the statements and stated that he was within his First 

Amendment rights to do so (personal communication, September 4, 2003). 

College 10 

This community college is located in a rural area of a southern state 

and has an unduplicated student headcount of 2000. The president, 
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Dr. James, holds a Ph.D. and is in the second year of his tenure as the 

president. Dr. James brought to this position six years of prior experience as 

a community college president. 

Dr. James encountered a major challenge when he discovered that the 

Vice-President of Instruction, who had been a candidate for the presidency, 

was not being a team player. The major challenge revolved around how to 

replace a vice-president who was well connected to the community and had 

developed many linkages during his 20 years at the community college 

(personal communication, August 19, 2003). 

College 11 

Dr. King is the president of a rural community college located in a 

southwestern state that has an unduplicated student headcount of 13,500 

students. Dr. King holds a Ph. D. and has nine years experience as a 

community college president, all of which has been obtained at his current 

institution. 

Dr. King encountered a major challenge when a county official 

approached him and proposed that the community college led by Dr. King 

develop a branch campus in the southern portion of the college's service 

area. The dilemma faced by Dr. King was that if he refused to develop the 

"proposed" branch campus, the county judge was then free to approach any 

other community college in the state. However, accepting the "proposal" 

would require the expenditure of resources not readily available into the 
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development of a branch campus in a geographic area that presented limited 

enrollment and financial possibilities (personal communication, September 2, 

2003). 

College 12 

Dr. Larson is the president of an urban community college located in a 

southern state with an unduplicated student population of approximately 

15,400 degree seeking students. Dr. Larson holds an Ed.D. and has three 

years experience as a community college president. 

Dr. Larson encountered a major challenge when a bill was introduced 

and passed by the state legislature merging a neighboring 

vocational/technical school with the community college led by Dr. Larson. 

The vocational/technical school enrolled about 300 students, and had some 

45-faculty members, the majority of whom, according to the Council of 

Colleges (COC) of the Southern Association of Colleges and Schools 

(SACS), did not possess the credentials appropriate to the courses they were 

teaching. In addition, the building housing the vocational/technical school 

required major renovations to meet fire and safety codes. Finally, the state 

legislative action mandating the merger did not provide any funding with 

which to accomplish this task (personal communication, August 27, 2003). 
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College 13 

Dr. Forrest is the president of a community college located in a rural 

area of a southwestern state. This community college has an unduplicated 

enrollment of approximately 8200 students, 4200 of which are enrolled in 

transfer courses. Dr. Forrest, who holds a Ph. D., has been in his current 

position for seven years and has a total of 12 years experience as a 

community college president. 

This president encountered a major challenge in the area of public 

relations when local churches and surrounding communities vehemently 

opposed a controversial, live stage production entitled "Angels in America" 

scheduled to be performed by the college's drama department. The 

opposition concentrated around three issues: first, the play centered on the 

lives of homosexual men; secondly, the play was anti-Reagan; and thirdly, the 

play contained profanity (personal communication, (August 16, 2003). 

Demographics of the Sample 

Personal Characteristics 

The personal data collected in the study included age, highest 

academic degree held, years in current position, total years as a community 

college president, anticipated time until retirement, leadership style, personal 

attribute of leadership/management skills, tendency to micro-manage, 

development of subordinates' leadership abilities, delegation of 

responsibilities, outside activities, reaction to pressure situations, adapting 
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and working with others, determination if personal attitude may be abrasive to 

others, and a determination if the respondent must always win a 

discussion/debate. 

Age 

The age of the community college presidents was categorized into six 

groups. The categories were: under forty; forty-one to forty-five; forty-six to 

fifty; fifty-one to fifty-five; fifty-six to sixty; and over sixty years of age. The 

greatest number of respondents fell within the 56 to 60 years of age category 

and represented 36 per cent of the sample. The respondents in the 46 to 50 

years of age category and the 51 to 55 years of age category each equaled 

22 per cent of the sample. Only 1 per cent of the sample fell within the over 

60 years of age category. None of the respondents were under 40 years of 

age. The data for each age range are provided in Table 1. 

Table 4.1. 
Age 

Under 40 

41-45 

46-50 

51-55 

56-60 

Over 60 

Age ranges of the responding Community College 
Number 

0 

1 

5 

5 

8 

3 

Presidents 
Percent 

0 

1 

22 

22 

36 

14 
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Highest Degree Held 

The community college presidents were requested to enter the title of 

their highest degree on the researcher-constructed questionnaire. The 

greatest number of respondents, eleven, held a Doctor of Philosophy and 

represented 50% of the case study sample. A total of nine of the community 

college presidents have earned a Doctor of Education degree. These were 

the only two non-terminal degrees held among the community college 

presidents who participated in this study. Table 2 summarizes the highest 

degrees held by the study participants. 

Table 4.2. 
Degree 
Ed.D. 

Ph.D. 

M.Ed. 

Highest Degree Held 
Number 

9 

11 

2 

Percent 
41 

50 

9 

Years in current position 

The number of years the participant had served in their current 

community college presidency as well as their total years experience as a 

community college president was requested. The participants reported that 

27 percent had served less than one year in their current position. This 

response, 27 percent, was also reflected in the respondents who had served 

2 to 4 years in their current position. The largest number of respondents, 37 

per cent, reported that they had served between five and nine years in their 

current position. The lowest number, 9 per cent, reported serving more than 
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10 years in their current position. Table 4.3 summarizes the years of 

experience in the study participants' current positions. 

Table 4.3. Years in Current Position 
Years 
1 or less 

2 - 4 

5 - 9 

10 or more 

Number 
6 

6 

8 

2 

Percent 
27 

27 

37 

9 

Experience as a Community College President 

Previous experience as a community college president was not the 

norm among the respondents. Among the respondents, nine (41%) had 

previous experience prior to appointment to their current position. The other 

respondents, 13 (59%), had no prior experience as a community college 

president prior to appointment to their current position. Total years 

experience includes the number of years experience in the participants' 

current positions. Table 4.4 provides data related to the study participants' 

total years experience as a community college president. 

Table 4.4. Total years experience as a Community College President 
Years Number Percent 
O 13 59 

1 - 5 3 14 

6 - 1 0 4 18 

11 or More 2 9_ 
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Anticipated time until retirement 

The participants were asked about their anticipated time until a 

planned retirement. This information was requested in part to compare the 

turnover rate of community college presidents with the prediction by Vaughn 

(1994) that there will be a 45% turnover in community college presidents by 

the year 2008. 

Table 5 illustrates the data, provided by the participants, as to the 

length of time until they plan to retire from academia. This does not imply that 

the study participant will remain, or even intends to remain, at their current 

institution until retirement. 

Table 4.5. 
Years 

1 - 5 

6 - 1 0 

1 1 - 1 5 

1 6 - 2 0 

Anticipated time until retirement 
Number 

8 

7 

6 

1 

Percent 

36 

32 

22 

9 

Personal Management Style 

The participants were asked what they consider their personal style of 

management. Twelve (55%) of the respondents indicated that they utilize a 

collegial style of management. There were ten (45%) who indicated that their 

style of manage was participatory. The personal leadership style of the study 

participants, as self-reported, is provided in Table 4.6. 
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Table 4.6. Self-reported personal management style of the study participants 
Management Style Number Percent 
Authoritian 0 0 

Collegial 12 55 

Participatory 10 45 

Charismatic 0 0 

Leadership and Management Attributes 

As this study focused upon major challenges confronted by community 

college presidents, it was of particular interest to determine what the 

respondents considered their greater strength, leadership ability or 

management skills. 

Table 4.7 represents the data, as self-reported, which the study participants 

consider their greater strength. 

Table 4.7. Leadership ability or Management skill as the greater self-reported 
strength 

Attribute Number Percent 
Leadership Ability 8 36 

Management Skill 14 64 

Organizational Structure 

Among the study participants, 15 (68%), reported that organizational 

structure of their community college was collegial in nature. Three 

participants (14%) reported that their community college operated under a 

bureaucratic organizational structure and four respondents (18%) reported 
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that their community college had a political organizational structure. The 

organizational structure of the study respondents is illustrated in Table 4.8. 

Table 4.8. Organizational 
Organizational Structure 
Anarchical 

Bureaucratic 

Collegial 

Political 

Structure 
Number 

0 

3 

15 

•4 

Percent 
0 

14 

68 

18 
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The Emergent Maior ChallfingPR 

This study is designed to determine the decision-making processes 

utilized by community college presidents to confront major challenges that 

occur during their tenure as a community college president. The study seeks 

to determine how major challenges were resolved, or mitigate the severity of 

the consequences. 

From the analysis of the descriptive narratives provided by the 

participants, four central themes regarding major challenges emerged. 

The areas of major challenge developed from the analysis of data are: 1. 

Financial Issues; 2. Personnel Issues; 3. Political Issues; and 4. Public 

Relations Issues. 

Financial Issues 

In responding to the second portion of the survey, five (38%) of the 

participants indicated that their major challenge occurred because of an 

unexpected reduction in their state budget appropriations. Of special note is 

the fact that all of the community college presidents who reported reductions 

in state appropriations as their major challenge encountered these reductions 

after commencement of the academic and fiscal year. 

Dr. Owens, the president of a community college in a rocky mountain 

state, encountered a state funding appropriation reduction of 26% 

(approximately $625,000.00) after the commencement of the academic year 

and after the institutional budget had been approved by the college's Board of 
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Trustees. There had been no prior notification that state funding reductions to 

higher education would occur during the current academic year, or even that 

a reduction of state appropriations was being considered by the state 

legislature. At the time Dr. Owens received the notification of the state 

funding reductions, he was advised that the 26% funding reduction would be 

effective immediately (personal communication, August 18, 2003). 

After receiving notification of the state funding reductions. Dr. Owens 

contacted the president of the community college system for suggestions and 

guidance regarding how to proceed with these reductions in state 

appropriations. Dr. Owens also contacted several "other college presidents to 

share cost-cutting ideas". Since all of the individuals contacted by Dr. Owens 

were in the same situation as Dr. Owens, he was using the other community 

college presidents as a "sounding board" for advice and suggestions 

regarding how he could implement the mandated funding reductions and still 

maintain Institutional integrity, particularly regarding faculty and staff retention. 

Dr. Owens called together all of the members of the college who had 

decision-making authority regarding their respective departments. These 

individuals included deans, department chairs, and program directors. During 

his initial discussion with the college's management team. Dr. Owens advised 

them of the unexpected and immediate 26% reduction in state funding 

appropriations to the college. Utilizing a participatory management style, the 

president sought ideas and suggestions from the management team 
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regarding where expenditures could be reduced without comprising the 

integrity of the college. 

The goal of reducing expenditures at the college without having to 

institute layoffs of faculty and staff was the challenge given to the members of 

the management team. Management team members were assigned the task 

of minutely examining his or her operational budgets and expenditures to 

determine where they could reduce spending. The division deans would 

oversee the process in their respective areas (instruction and student 

services). The division chairs were assigned to consult with the program 

directors and assist them with seeking out and recommending areas for 

budget reductions. 

Approximately 30 days after being notified of the reductions in state 

funding appropriations, Dr. Owens made the final decisions regarding how the 

college could reduce expenditures and continue to operate. The decision 

was made to reduce course offerings through the elimination of several 

programs that had been offered by the college for several years. With the 

elimination of these programs. Dr. Owens also made the decision to make a 

large reduction in the number of faculty and staff. Ultimately, Dr. Owens 

reduced the "budget by the required 26% through the reduction of 21 

positions" (personal communication, August 18, 2003). 

In confronting the major unexpected challenge. Dr. Owens stated that he 

would embark upon the same course of action if a similar situation should 

occur. Dr. Owens does not believe that he made any mistakes during the 
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process of reducing the college's operating budget by the 26% mandated by 

the state legislature. The only regret that Dr. Owens has regarding this 

situation is the fact that this is his first community college presidency and this 

major challenge occurred shortly after his appointment to the position. 

Because of this. Dr. Owens did not have time to build relationships with his 

management team prior to the onset of this major challenge and the necessity 

to implement the prescribed remedies. Dr. Owens believes that this lack of 

opportunity for relationship building has caused the faculty and staff to have 

doubts about his leadership abilities (personal communication, August 18, 

2003). 

The community college of which Dr. Clark is president is located in the 

same state as the community college led by Dr. Owens. Ironically, like 

Dr. Owens, Dr. Clark was in his second week as the president of the college 

when he received notification of the reduction in state-funded appropriations. 

When he accepted this position. Dr. Clark had 10 years prior experience as a 

community college president and had experienced budget shortfalls in the 

past. 

As with Dr. Owens, Dr. Clark reports that his major challenge came in 

the form of unexpected reductions in state funding appropriations to his 

operational budget. Prior to being notified of the funding reductions, Dr. Clark 

had no warning or notice that the state legislature was contemplating 

reducing the funding appropriations to institutions of higher education. 

Moreover, he was also unaware that his state funding appropriation would be 
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reduced by 26% or that it would occur after the commencement of the 

academic and fiscal year. 

Upon learning of the action by the state legislature to reduce state 

appropriations to the college, Dr. Clark notified his Board of Trustees and 

advised them of the situation. In consulting with the Board of Trustees, 

Dr. Clark was told to proceed and to use his best judgment in making the 

necessary adjustments to the operating budget of the community college 

(personal communication, August 11, 2003). 

Dr. Clark then convened a meeting of his administrative team in order to 

advise them of the situation and to discuss and develop the options available 

to meet this challenge. Dr. Clark also stated that, during this meeting, the 

administrative team explored the future implications that the funding reduction 

presented, not the least of which was the very real possibility that the college 

could expect to (and in fact did) incur additional reduction in state funding 

appropriations in the future. 

In preparing to meet the challenge presented by the state funding 

reductions. Dr. Clark not only met with his administrative team but also with 

all campus stakeholders. Stakeholders included in the discussions regarding 

the budget reductions were the college's "Board of Trustees, the college's 

foundation directors, members of the various college advisory committees, 

and key local community leaders" (personal communication, August 11, 

2003). Among the options developed were increasing student tuition and 
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fees, eliminating/reducing faculty and staff development, elimination/reduction 

of classes and programs, and faculty and staff layoffs. 

Dr. Clark reports that the community college he leads has a political 

organizational structure. Because of this type of organizational structure, the 

process of making the necessary reductions in the institutional operating 

budget became more difficult than would have been experienced at a 

community college with a collegial type organizational structure. A collegial 

type organizational structure presents a more harmonious environment in 

which to operate, while the political-type organizational structure implies 

divisiveness because often each person involved is centrally concerned with 

only their area of responsibility rather than what is best, overall, for the 

institution. 

Dr. Clark achieved the budget reductions at the community college he 

leads, but the process was made more difficult because participants in the 

decision making process would engage in "heated discussions". The 

argument often used by the participants was that "their department/program 

was more important to the college than everyone else's department/program" 

(personal communication, August 11, 2003). Dr. Clark also had to deal with 

individuals who were not friendly to each other and often this caused the 

debate to descend to a personal level of name-calling and accusations of 

incompetence. 

After all, of the "heated discussions" and debates Dr. Clark was able to 

achieve the mandated budget reductions by reducing the number of classes 
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offered, laying off some personnel, and freezing hiring. The discussions also 

produced a three-year plan to move the college from state support to one of 

being increasingly more self-sufficient. The campus revenues are projected 

to be 60% cash driven by the end of 2004 and 80% of the colleges revenues 

will come from cash, grants, and outside sources no later than 2006 (personal 

communication, August 11, 2003). 

The legislative bodies discussed in the first two scenarios were not the 

only state legislature to reduce funding appropriations after the 

commencement of the academic year. Several common factors exist among 

the community colleges regarding the major challenge of mandatory and 

sudden budget reductions. First, all of the following colleges are located in 

the same southwestern state. Second, the state funding appropriations 

occurred at approximately the mid-point of the academic year. Third, the 

community college presidents had been advised that the state legislature, 

during the current session, would not make any reductions to the previously 

approved state funding levels. Finally, the state reductions in funding levels 

were to be retroactive to the beginning of the fiscal year. Participants in the 

following cases reported a 7% reduction in funding after the commencement 

of the academic year. While the reduction was only 7%, as compared to the 

previous states' 26%, because the funding appropriation was retroactive to 

the beginning of the academic/fiscal year, in reality the funding appropriation 

reduction was in excess of 14%. 
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Dr. Benton, president of a community college in this southwestern 

state was notified at approximately the mid-point of the academic year that his 

state funding appropriations had been reduced by 7%, and that the funding 

reduction was retroactive to the beginning of the academic year. For this 

community college, the reduction in state funding appropriations 

approximated $500,000.00. 

To cope with the reductions in state funding appropriations. Dr. Benton 

first notified the Board of Trustees of the college. Dr. Benton also contacted 

several of his peers within the state to discuss the funding shortfall they were 

all facing. Dr. Benton reported that he had no idea that the state legislature 

was even considering state funding reductions particularly because all of the 

state's community college presidents had been advised by the state's 

governor, approximately one month prior to the notification of appropriation 

reductions, that there would no reductions in funding to the community 

colleges, even though such action was being considered regarding the state's 

universities and four year colleges (personal communication, August 16, 

2003). 

As with the procedures followed by the other community college 

presidents encountering sudden and unexpected funding reductions. 

Dr. Benton convened a meeting of his Administrative Council which included 

all of the division deans and the president of the faculty association to advise 

them of the challenge and to begin the process of finding ways to reduce the 

operating cost of the college. 
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Dr. Benton believed that the best tactic was to take a "grass roots 

approach" (personal communication, August 16, 2003) in resolving this 

challenge. With this approach, each of the division deans met with their 

respective division chairs, department managers, and program directors to 

advise them of the situation and to seek input regarding where reductions 

could be made to the college's operating expenses. 

The process followed by the faculty and staff of the community college, 

led by Dr. Benton, evaluated each department and program budget on a 

line-by-line basis to determine where the reductions could be made. Faculty 

members evaluated their individual budgets to make the necessary budget 

reduction recommendations, as was being done at the department and 

program level. 

As with the other community colleges that faced mid-year budget 

reductions, there were individuals who believed that their department or 

program should be exempt from the mandated budget reductions because 

they felt their department or program was too important to be included in the 

budget reductions. This did cause some hard feelings among individuals that 

have persisted since beginning the budget reduction process during the 2002-

2003 fiscal year (personal communication, August 16, 2003). 

Dr. Benton states that, if confronted with the same challenge, he "would 

not do anything different." Dr. Benton always takes major issues to his 

administrative team to seek their advice and council. Dr. Benton stresses that 

the community college works as a "team" in a collegial environment. From 
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this experience. Dr. Benton relates that he has learned two valuable lessons. 

First, that as a community college president, he should always expect the 

unexpected; secondly. Dr. Benton has learned that he can trust his 

administrative team to provide the proper advice and to recommend the 

correct action to be taken in any situation (personal communication, August 

16,2003). 

Dr. Benton stated that he was unaware of the pending legislative action 

to reduce state funding appropriations to the state's community colleges. 

However, Dr. Benton should have been aware that such an action, while 

perhaps not imminent, was certainly a very real possibility. At the time of this 

major challenge. Dr. Benton was president of not only a community college 

but also president of his state's Community College Association. As such. 

Dr. Benton had access to research data regarding state funding of community 

colleges and particularly, to a longitudinal study the state community college 

association had been conducting regarding community college funding. 

The data in the longitudinal study clearly indicates that state-funding 

appropriations had remained flat or actually decreased while the amount of 

funding for community colleges received though tuition increased (+60%) and 

property taxes (+80%) had also increased. Had Dr. Benton and the other 

community college presidents been monitoring the economic climate of the 

state, and particularly the economics of the state in relation to revenues and 

expenditures, they might have anticipated that an event such as a reduction 

in appropriated state funding would occur. 
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The preceding participants have discussed their major challenge in 

terms of a single reduction in funding appropriations from their respective 

state legislatures. Dr. Norton, the president of a community college located in 

one of the plains states also encountered state appropriations reductions. 

However, Dr. Norton reports that unlike the previous community college 

presidents, he experienced five (5) reductions in state funding appropriations 

in the same academic year. The funding reductions occurred during the 

same time frame in which the community college was experiencing a 12% 

growth in student enrollment. 

Approximately one month after the start of the 1990-91 fiscal year. 

Dr. Norton was notified by the state legislature that his previously approved 

funding was being reduced. To confront this major challenge, Dr. Morton first 

advised the college's Board of Trustees of the situation, and then he 

contacted his peers at other community colleges (personal communication, 

October 8, 2003) within the state for comments as to what their course of 

action would be and to seek suggestions regarding how he might confront the 

challenge at his institution. Discussions with his peers indicated that for some 

it appeared that personnel layoffs were the only solution while others believed 

increasing instructional workloads to 18 credit hours per semester rather than 

the normal 12 to 15 credit hour instructional workload was a possible solution. 

To directly confront the major challenge Dr. Morton called an 

all-employee meeting to advise them of the situation and to seek their input 

as to how to best resolve the challenge with the least "damage" possible to 
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the college. Dr. Horton divided the employees into small groups. From these 

groups, the employees selected various individuals to be on a newly created 

"steering committee". The purpose of the "steering committee" was to provide 

the faculty and staff of the college a means to provide input for resolving the 

challenge. After meeting in their small groups, the "steering committee" 

representative for the group would convey the group's thoughts, suggestions, 

and opinions to the "steering" committee" which sorted through all of the 

thoughts, suggestions, and opinions to suggest a best course of action to 

Dr. Horton (personal communication, October 8, 2003). 

As the process continued. Dr. Horton received some very good and 

innovative ideas. The collective wisdom of the group far exceeded what any 

one person could have produced. Dr. Horton states that he "accepted the 

recommendations of the group en toto" (personal communication, October 8, 

2003). Among the recommendations of the "steering committee" were to 

increase instructional loads to 18 credit hours per semester. This had been a 

suggestion from Dr. Horton's peers at the outset of the major challenge and 

then affinned by the faculty and staff of the community college. Because of 

the recommendation to increase the instructional load of faculty members by 

faculty members, the decision to do so was made easier for Dr. Horton. 

The "steering committee" also recommended that the number of 

students allowed to enroll in a given class be increased; employees would 

perform as much of the facilities' maintenance as possible; and all vacancies, 

both current and for the foreseeable future, would remain vacant. In addition, 
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at the recommendation of the "steering committee", there was an across the 

board salary reduction of 2%. With these adjustments to faculty and staff 

workloads and salaries, and by freezing the hiring new employees. Dr. Horton 

was able to weather the major challenge without having to layoff faculty or 

staff. 

Since this occurrence, Dr. Horton has held several positions in higher 

education including the "Coordinator of the Doctoral Program in Higher 

Education at a major university" (personal communication, October 8, 2003). 

And, while it has now been over 13 years since this major challenge occurred, 

Dr. Norton still considers the development of the "steering committee" 

concept as not only a major change in his administrative style, but also a 

significant contribution to the practice of community college administration. 

This belief came about from watching the "steering committee" process which 

resulted in a shared decision making process and the buy-in to the process 

made by not only the faculty and staff, but all stake holders (personal 

communication, October 8, 2003). 

The final financial issues scenario illustrates how one community 

college president did anticipate the mid-year budget reductions. Because 

Ms. Miller had been anticipating such an action, her community college was 

not as adversely affected as other community colleges supported by state 

appropriations. 

Ms. Miller is president of a community college located in the same 

southwestern state as the community colleges lead by Dr. Benton and Dr. 
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Clark. Ms. Miller, who has a Master of Education degree, was also 

confronted with the same 7% reduction in state funding appropriations. 

For Ms. Miller, this funding reduction translated to approximately $566,614.00 

being reduced from the revenues expected by the community college. 

However, as the state funding reductions were retroactive to the beginning of 

the academic year, the actual loss funding was in excess of $1,000,000 

(personal communication, September 4, 2003). 

In addition to the immediate budget concerns, the state legislature 

reduced the college funding appropriation by approximately $200,917.00 

(2.5%) for the following fiscal year. This reduction was based on the 

previously approved funding level, not the funds allotted after the seven 

percent decrease. While confronting a reduction in state funding 

appropriation levels, the college was also experiencing a 17.5% growth in 

student instructional contact hours. 

When notified of the reduction in state funding appropriations, Ms. Miller 

was not caught completely off guard as Dr. Benton and Dr. Clark had been. 

Ms. Miller had been hearing "reliable rumors" (personal communication, 

September 4, 2003) that the state legislature was planning to reduce funding 

to the state's community colleges as well as the publicized reduction in 

funding to the state's universities and four-year colleges. Because of the 

possibility of reduced state funding appropriations, Ms. Miller had held a 

series of discussions with both the external and the internal college 

stakeholders to advise them that funding reductions were an imminent 
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possibility. The external college stakeholders included "local civic leaders, 

prominent business owners, and private financial supporters" of the college. 

Internal stakeholders included the "Board of Trustees as well as the faculty 

and staff' (personal communication, September 4, 2003). 

Even though Ms. Miller had received the same notification from the 

governor's office as Dr. Benton that the states community colleges would not 

be involved in the funding appropriation reduction, she began the process of 

planning for the possibility that her state appropriations would in fact be 

reduced. The planning process began with members of the president's 

cabinet. Each area was to evaluate both the current budget and the projected 

budget to determine where they could make cuts and maximize efficiency. 

All programs and staff were evaluated. Programs were evaluated to 

determine their value to the community college relative to student enrollment 

versus the cost of maintaining the program. Staff were evaluated on 

productivity, value of the position to the community college, and the positions 

of staff were evaluated to ensure work assignments were not being 

duplicated. Ms. Miller also "instituted a hiring freeze and all spending that 

was not essential was curtailed" During these meetings, discussions were 

also held regarding opportunities for increasing revenues (personal 

communication, September 4, 2003). 

Ms. Miller states that "the community college acting as a whole was able 

to meet the challenge" (personal communication, September 4, 2003) 

presented by the loss of a portion of the state funding. She also states that 
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"positive ideas and recommendations came from all segments of the 

community college, including senior administers, division and department 

chairs, as well as professional staff and faculty members" (personal 

communication, September 4, 2003). Many of the suggestions and 

recommendations were similar to the one's put forth by similar groups at other 

community colleges discussed in this study. Suggestions and 

recommendations for reducing spending included the freezing of hiring, 

reduction in faculty development, travel, equipment purchases, and a 

reevaluation of programs and services in relation to cost effectiveness 

(personal communication, September 4, 2003). 

Common Factors 

The purpose of this study is to examine the decision-making processes 

related to resolving an unexpected major challenge. There were several 

common procedures used by the participants included in this section of the 

study. Chart 4.1 provides a pictorial view of the processes undertaken by the 

participants to resolve a major challenge regarding financial issues. 

Figure 4.1 also illustrates what the participants learned from the overall 

decision-making process. The reader will readily observe that three (60%) of 

the five participants in represented cases learned to trust their administrative 

teams. Of the other participants, one (20%) learned not to rely on 

government funding and one (20%) participant stated that he did not learn 

anything from the decision-making process. 
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Figure 4.1. Decision-maki 
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College (Urban, Rural) 

ng processes pertaining to financial issues. 
Dr. 

Benton 
XX 

XX 

XX 

XX 

XX 

XX 

XX 

Trust 
Admin 
Team 

5 

Collegial 

4300 
Rural 

Dr. 
Clark 
XX 

XX 

XX 

XX 

XX 

XX 

Motto 
rely on 

Gov 
Funds 

11 

Political 

3700 
Urban 

Ms. 
Miller 
XX 

XX 

XX 

XX 

XX 

Trust 
Admin 
Team 

2 

Collegial 

5400 
Rural 

Dr. 
Norton 

XX 

XX 

XX 

XX 

XX 

Trust 
Admin 
Team 

23 

Collegial 

3100 
Rural 

Dr. 
Owens 

XX 

XX 

XX 

XX 

XX 

XX 

XX 

None 

1 

Political 

2200 
Rural 

The initial common element related to the financial issues is that none 

of the participants was aware that their respective state legislatures were 
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considering reducing the level of appropriations, with the exception of 

Ms. Miller who had heard rumors of possible reductions in appropriations and 

had begun to make tentative plans for the possibility of the reductions in state 

appropriations. 

A second common element is the funding reductions were all instituted 

after the commencement of the academic and fiscal year. Presidents of 

community colleges in southwestern states received a communication from 

the state's governor's office stating that while appropriations for the state's 

four-year colleges and the universities would be reduced, the community 

colleges would not be subject to budget reductions, at least for the current 

legislative session. 

The participants reported employing nearly the same strategies in 

determining a "best" course of action to confront the challenge of a loss of 

funding. The participants notified their respective administrative boards of the 

funding reductions and then called together their administrative teams to 

begin the process of determining were budget reductions could be made 

within their institutions and the depth of those cuts. The presidents employed 

a collegial process to make the determinations regarding where funding 

reductions would be made and to what extent each department would be 

affected. 

This study is concerned with selected sociological aspects of the major 

challenges encountered by the study participants. Specifically what "rational 
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choices" did the respondents make during the major challenge that affected 

them, personally. 

It became apparent while reviewing the comments of the respondents 

that all, except Dr. Owens, gave up a large portion of their personal 

autonomy. Interestingly, all of the participants in this portion of the study 

indicated that their stronger attribute between leadership abilities and 

management abilities is their leadership abilities. However, in confronting this 

challenge all of the respondents, except Dr. Owens, relied heavily on the 

combined experience and wisdom of their respective administrative councils, 

faculty, and staff. Dr. Norton summed it up best when he stated that he 

"learned to trust his administrative team" (personal communication, 

October 8, 2003). 

Personnel Issues 

Of the respondents agreeing to participate in this study, five (22%) 

indicated that their major challenge occurred in relation to personnel issues. 

Unlike the major challenges related to financial issues which had an 

identifiable cause, i.e., state reductions in appropriations after the beginning 

of the fiscal year, major challenges related to personnel issues, in this study, 

are varied and do not have an identifiable theme. 

Shortly after assuming her first community college presidency 

Dr. Roth, the president of a rural community college located in a southern 

state, was notified by letter that for several years numerous mandatory 
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reports had not been submitted to the appropriate oversight agency. 

The agency was "demanding immediate submission of the reports" (personal 

communication, August 18, 2003) and was advising Dr. Roth that failure to 

submit the required reports could result in fines in excess of $30,000.00 being 

levied against the college. When Dr. Roth accepted the community college 

presidency, she had assumed that all required reports were current and did 

not personally verify that mandated reports were current. 

After receiving the notification regarding the failure to submit the 

required reports. Dr. Roth immediately met with the primary person 

responsible for these reports. Dr. Roth wanted to know why the reports had 

not been submitted and "determine the history" of noncompliance (personal 

communication, August 18, 2003). Upon discussing the matter with the 

primary person for submitting the reports. Dr. Roth learned that the situation 

had been "created by another individual who was no longer at the institution" 

(personal communication, October 3, 2003). Dr. Roth told the person now 

responsible for submitting the reports to immediately provide her with all 

relevant documents related to the reports so she could determine exactly 

what reports had not been submitted and what information would be needed 

to correct the situation (personal communication, August 18, 2003). 

After reviewing the material provided to her regarding the reports that 

had not been submitted, and consulting with outside professionals (the 

college's attorney). Dr. Roth met with the college's administrative leaders to 

advise them of the situation and reviewed with them the cause and 
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implications of not submitting the reports. In addition to the potential fine of 

$30,000.00, the college could also face "public questions of the college's 

integrity, effectiveness, and respect for its responsibilities" (personal 

communication, August 18, 2003). 

Dr. Roth also felt that fund raising efforts undertaken by the college 

through its foundation could be seriously hampered if the college was 

perceived to be irresponsible in its fiscal activities and record keeping 

procedures. Dr. Roth told the administrative leaders of the college to keep 

this situation "in house" and not to discuss the situation with anyone not 

involved and that discussions concerning this challenge were to be on a need 

to know basis only (personal communication, October 3, 2003). 

The maintenance of institutional integrity is of prime importance to 

Dr. Roth and consequently, she took the lead in resolving this challenge. 

Because the reports in question had not been submitted for several years, 

she oversaw the process of completing these past due reports. During the 

process to bring the reports current. Dr. Roth was in constant communication 

with the agency seeking the reports. 

The communication with the requesting agency was both a series of 

written correspondence and personal telephone calls. The central theme of 

the correspondence between Dr. Roth and the requesting agency was a 

request for an extension of time to complete and submit all past due reports, 

and a request that the agency not levy any fines against the college. 
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The strategy for confronting the major challenge was successful and 

within 60 days of receiving the initial notification of noncompliance, the 

community college had submitted all past due reports. Dr. Roth had also 

been successful in negotiating with the requesting agency to not have any 

fines levied against the community college. 

Shortly after Dr. Roth's meeting with the individual primarily 

responsible for submitting the reports, he voluntarily left the institution. 

In addition. Dr. Roth (personal communication, October 3, 2003) stated that 

the public to this day is unaware of the situation and that she was concerned 

that by providing too much information for this study she would be revealing 

the name of the community college. Therefore, Dr. Roth was purposely 

vague on some aspects of this major challenge. For example. Dr. Roth would 

not provide the name of the agency to which the reports had not been 

submitted nor would she state the position title for the individual responsible 

for submitting the reports, (personal communication, October 3, 2003). 

Another type of personnel challenge, faculty contracts, was 

encountered by Dr. Ireland, who is the president of a community college 

located in a southwestern state. Dr. Ireland's major challenge involved 

changing the terms of faculty employment contracts from a three-year 

contract to a one-year contract. 

As the time approached for renewal of faculty contracts, the community 

college where Dr. Ireland is president was experiencing difficulties in 

maintaining enrollment levels. Dr. Ireland was also examining the teaching 
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effectiveness of those faculty members who were coming up for contract 

renewals (personal communication, August 8, 2003). With enrollment 

concerns and issues regarding teaching effectiveness. Dr. Ireland decided to 

"renew several faculty with one year contract instead of renewing with a three 

year contract" (personal communication, August 8, 2003). Dr. Ireland's 

concerns regarding faculty development centered on the "lack of use of 

technology in the classroom, relaxed grading, and instructors not remaining 

current in their field of expertise" (personal communication, August 14, 2003). 

In taking this action. Dr. Ireland consulted with the college's legal 

counsel" who is not an employment specialist" and was advised by the 

attorney that he did not see any problems with merely changing the length of 

the faculty contract from three years to one year. Dr. Ireland also consulted 

with several of the administrative leaders within his community college and 

none of them advised of any cautions or concerns against offering some of 

the faculty one-year contracts rather than the usual three years contracts 

(personal communication, August 8, 2003). 

Dr. Ireland decided to proceed with his plan to offer selected faculty 

members one-year employment contracts. Dr. Ireland believed that when a 

"contract was over, it was over" (personal communication, August 8, 2003) 

because he had not received any advice or information to the contrary. 

Dr. Ireland did not believe there would be any serious repercussions from his 

decision to change the length of some faculty contracts. 
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When the impacted faculty members learned that their next 

employment contract offer would be for a term of one year, there was some 

disgruntlement among the faculty members. To reassure them, the faculty 

members were advised that a professional development plan would be 

implemented to provide them with the opportunity to improve their teaching 

effectiveness. 

Although, the impacted faculty members were indeed upset with 

Dr. Ireland's decision, the major challenged encountered by Dr. Ireland did 

not develop until faculty contracts became a public issue and he was forced 

to "release the names of the impacted faculty members to the news media 

under a Freedom of Information Act" request (personal communication, 

August 8, 2003). A secondary force escalating this major challenge was a 

group of individuals, from both inside and outside the institution, who had 

been opposed to Dr. Ireland's appointment to the presidency of the 

community college. 

At the time of his appointment to the presidency. Dr. Ireland was the 

Instructional Dean. During the presidential search and at the time of his 

selection as president, several employees of the college and some 

community members voiced their opposition to his appointment. It was these 

same individuals who were supporting the faculty members impacted by the 

employment contract changes. According to Dr. Ireland (personal 

communication, August 8, 2003), the incongruous part of this situation 

pertains to the fact that the secondary group was now supporting the 
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impacted faculty even though previously there had been deep dislike and 

distrust amongst each other, to the point of despising each other. However, 

the two groups were now presenting a united front in an attempt to discredit 

Dr. Ireland. 

As a result of the faculty members names being released to the media 

Dr. Ireland found that faculty members he considered his friends were also 

turning against him. One such faculty member was a person Dr. Ireland had 

worked fairly closely with for several years. This faculty member would not 

talk to Dr. Ireland when he tried to explain to her why he had to release the 

names of the impacted faculty members to the news media. This faculty 

member later filed a federal civil law suit against Dr. Ireland claiming that the 

stress caused by the release of her name to the news media had caused her 

to have a heart attack. The federal civil law suit was eventually settled out of 

court, in favor of the faculty member, but for a very small amount of money. 

The exact terms of the settlement were not released to the public (personal 

communication, August 8, 2003). 

The challenge was resolved within a couple of months as the impacted 

faculty members began agreeing to the one-year employment contracts upon 

the assurance of professional development in order to improve their 

instructional skills and effectiveness. However, the major impact of this major 

challenge was upon Dr. Ireland. 

Because of the turmoil resulting from Dr. Ireland's decision to offer 

selected faculty a one-year contract renewal, he '̂ suffered from anxiety and 
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loss of focus regarding his professional responsibilities" (personal 

communication, August 8, 2003). This loss of focus was further exacerbated 

by the preparation time and the hearings that became necessary as a result 

of the federal civil law suit and the negotiations with the impacted faculty 

regarding their employment contracts. 

As a result of this major challenge Dr. Ireland is now much more 

cautious in his decision making process. When he finds it necessary to seek 

legal advice, he seeks out individuals who are legal specialists in the area of 

concern. However, Dr. Ireland believes that his creditability with the 

stakeholders of the community college has significantly improved in that this 

major challenge demonstrated that he is not afraid to take on the tough issues 

to improve the college (personal communication, August 8, 2003). 

The core issue encountered by Dr. Ireland was altering the length of 

faculty employment contracts from the traditional three-years to one-year for 

selected faculty members. 

The major challenge encountered by Dr. Jacobs relates to what can 

occur if the right selection is not made when filling a professional staff 

position. Dr. Jacobs is presently serving in her second community college 

presidency. However, the major challenge she encountered was during her 

first community college presidency at a college located in the southwestern 

United States. 

Shortly after Dr. Jacobs' appointment to her first community college 

presidency, the Director of the Instructional Technology (IT) Department 
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passed away. Dr. Jacobs conducted a national search and eventually hired 

an outside candidate for the position. Shortly after the hiring of the outside 

candidate, it became apparent that this person was not working out and he 

resigned the IT Director position within six months of his appointment 

(personal communication, August 18, 2003). 

In seeking a replacement for the now vacant IT director position. 

Dr. Jacobs consulted with the administrative dean and the staff of the IT 

department regarding possibly promoting an individual who was an internal 

candidate during the original search, and who had in fact finished second in 

the selection process. With the recommendation of the administrative dean 

and the IT staff, Dr. Jacobs "promoted the internal candidate to the IT 

directorship" (personal communication, August 18, 2003) without conducting 

another national search. Dr. Jacobs took this action for three reasons: first, 

the person had finished second during the original search; second, the 

individual had the recommendation of the instructional dean and the IT staff; 

and third, since it had been a short time since the original search. Dr. Jacobs 

felt that she would be getting a qualified candidate and save the college the 

cost of another national search (personal communication, August 18, 2003). 

Almost immediately after being appointed to the position the new IT 

Director made a decision to lock the faculty out of their computers and faculty 

members could only use their computers during scheduled office hours, and 

only after the faculty member contacted the IT director so she (the IT director) 

could unlock that faculty member's computer. The IT director stated that she 
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took this action because she was concemed about unauthorized usage, 

possibly accessing pomographic Internet web sites, and introducing a 

computer virus into the colleges IT network. 

Dr. Jacobs immediately began receiving complaints from faculty 

members regarding the action taken by the IT director, and they were 

demanding that they be allowed access to their computers whenever they 

had college business to attend to. The faculty complaints were the first 

indication to Dr. Jacobs that the IT director had taken the lock out action. 

Upon receiving the complaints. Dr. Jacobs immediately requested that the IT 

director meet with her to discuss the rationale for locking faculty members out 

of their computers. 

During this meeting. Dr. Jacobs advised the IT director that locking 

faculty out of their computers was "the wrong way to approach this" (personal 

communication, August 18, 2003) and then allowed the IT director to explain 

her rationale for locking faculty members out of their computers. Although 

Dr. Jacobs agreed that everyone had to be alert for unauthorized usage of 

computers and the potential for computer viruses to be introduced to the 

college's internal computer network; she was concerned that these preventive 

measures were not handled in a more efficient and less intrusive manner. 

Although Dr. Jacobs suggested other measures that could have been 

instituted for computer security the IT director refused to move from the 

decision she had made concerning faculty access to computers. The IT 

director would not consider other ideas such as 1) changing computer access 

107 



passwords on a frequent and rotating bases; 2) monitoring individual 

computers via the equipment in the IT computer room; or 3) allowing the IT 

director to scan for viruses all software programs and diskettes brought into 

the college by faculty members (personal communication, August 18, 2003). 

Because the meeting between the IT director and Dr. Jacobs failed to 

produce a resolution to the major challenge of faculty access to college 

computers. Dr. Jacobs called a meeting of the IT director, the instructional 

dean, and the faculty. This meeting did not go well as neither side would 

move from their stated position. In addition, the situation was deteriorating to 

the point that each side was making personal, verbal assaults on anyone 

involved that had a differing opinion. No one making the verbal assaults was 

willing to apologize. 

Not only did this meeting with the IT director, the instructional dean, 

and the faculty prove to be unproductive, but also, at a subsequent faculty 

senate meeting, the faculty senate demanded that Dr. Jacobs terminate the 

IT director. Dr. Jacobs advised the faculty senate that she "would not discuss 

personnel issues with them or anyone other than the involved individual or the 

Board of Trustees" (personal communication, August 18, 2003). She 

reminded them of a situation where students of the college were calling for 

the firing of a faculty member. Dr. Jacobs stated that she would not terminate 

a faculty member over a single mistake, just as she would not terminate an 

administrator for a single mistake. Dr. Jacobs also advised the faculty senate 
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that she would not bring any specific personnel issues to them for their 

consideration because personnel issues are confidential and private. 

By this point, the situation was becoming intolerable and Dr. Jacobs 

knew that two things were becoming more and more evident. The first was 

that Dr. Jacobs was becoming less and less certain that the person chosen to 

be the IT director had been the correct choice. And, second. Dr. Jacobs 

knew that this major challenge had to be resolved, quickly. 

To correct the situation. Dr. Jacobs decided to contract with a company 

named Collegis, to do an assessment of the college's entire IT facilities, 

personnel, and IT services to students and faculty. Collegis is a higher 

education consulting company with their primary focus of planning and 

analysis services for clients seeking to strategically implement technology 

across an institution. As a result of the assessment of the IT department of 

the community college conducted by Collegis, Dr. Jacobs decided to leave 

unfilled the position of IT Director, who had at this point resigned her position 

(personal communication, August 18, 2003). 

Dr. Jacobs also decided that the college should publish a "Request For 

Quotes" (RFQ) pertaining to assisting with the operation of the college's IT 

department. It was at this point that Dr. Jacobs resigned her presidency to 

accept the presidency at her current community college. The new community 

college president decided not to contract with an outside firm to assist with 

the operation of the IT department. It should be noted that this challenge was 

not a factor in Dr. Jacobs's decision to accept the presidency at another 
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community college. The move to her current position was for personal 

reasons, primarily to be closer to her family. 

An inappropriate hiring decision can lead to internal conflicts as was 

demonstrated in the challenge encountered by Dr. Jacobs. However, it was a 

senior staff member who spitefully attempted to undermine the authority, 

integrity, and reputation of the community college president that caused the 

major challenge encountered by Mr. Evans. 

Mr. Evans was the interim president of a community college located in 

a rocky mountain state. Mr. Evans' major challenge involved a senior 

administrator of the college who, at a statewide meeting of college 

administrators, had made statements that Mr. Evans was violating state and 

college procurement regulations in selecting a management firm to "serve a 

significant program at the college, and 15 people would be losing of their 

jobs" (personal communication, September 9, 2003). ' 

Mr. Evans first became aware of the comments made by one of the 

senior administrators of the college when "the instructional dean at the 

college reported the incident to me, after hearing of the incident from a 

colleague that attended the statewide meeting" (personal communication, 

September 4, 2003). 

Although Mr. Evans didn't doubt the sincerity of the instructional dean 

in reporting what he had been told, Mr. Evens personally confirmed the 

information prior to confronting the senior administrator. Mr. Evans sent an 

e-mail to the Instructional Dean's informational source requesting verification 
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of the statements allegedly uttered by the senior administrator and requested 

the names of anyone else who could corroborate the information. Mr. Evans 

did receive the confirmation of the inappropriate comments and was furnished 

with the names of several other individuals who had also overheard the 

alleged comments. Mr. Evens then contacted several of these individuals, to 

verify that those in attendance had attended the statewide meeting and in 

fact, heard the same utterances (personal communication, September 4, 

2003). 

Upon receiving confirmation, Mr. Evans confronted the senior 

administrator with the accusations and asked if they were true and, if so, why 

the senior administrator would make such comments. The senior 

administrator readily admitted making the comments and advised Mr. Evans 

that his "comments were protected under the first amendment of the United 

States Constitution that provides for Freedom of Speech for all citizens" 

(personal communication, September 4, 2003). 

Mr. Evans immediately placed the senior administrator on suspension 

(with pay) for two weeks. Mr. Evans needed this time in order to determine 

the best course of action to resolve this major challenge. When the senior 

administrator was placed on suspension, he was treated as any other 

employee who is either suspended or terminated. As a result, the senior 

administrator was given six hours to remove all personal items from his office, 

he was required to turn in all keys, the hard drive from his computer was 
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removed, and all telephone and e-mail privileges were suspended, effective 

immediately. 

After placing the senior administrator on suspension, Mr. Evens sought 

the advice of the Human Resources Director and the Vice President in charge 

of the senior administrator's area of responsibility regarding a potential 

termination of the senior administrator. The meetings with these individuals 

provided Mr. Evans with practical information regarding what he could and 

could not do regarding the potential termination of the senior administrator. 

Mr. Evans also discussed the potential termination with the chairperson of the 

Board of Trustees. 

It was ultimately decided by Mr. Evans not to renew the employment 

contract of the senior administrator. The non-renewal of the employment 

contract served a practical purpose: that senior administrators would be held 

responsible for their actions and utterances that may adversely affect the 

college. This responsibility (without violating their first amendment rights) 

would be demanded by the president of the community college (personal 

communication, September 4, 2003). 

Mr. Evans demonstrated that senior administrators who intentionally 

make public comments attempting to undermine the integrity of the 

community college president's authority, judgment, and reputation are subject 

administrative action. As in this case, the available administrative actions 

include termination of employment. 
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Similar to the major challenge encountered by Mr. Evans, Dr. James 

also encountered a major challenge with respect to a senior administrator. 

In the case of Dr. James, the senior administrator was a vice-president who 

had been employed at the college for 20 years. 

When Dr. James accepted his first community college presidency (he 

is currently serving in his second presidency), he encountered a major 

challenge that is often faced by a new community college president. The 

vice-president of instruction had been an internal candidate for the college 

presidency and had been passed over for Dr. James, an outside candidate. 

After the final selection for the new college president, the vice-president of 

instruction continued at the college. 

Shortly after beginning his presidency. Dr. James began to have 

"doubts regarding whether or not the vice president of instruction was going to 

be a team player" (personal communication, September 1, 2003). While the 

vice president of instruction had been at the community college for twenty 

years, "it was not twenty years of experience but one year of experience 

twenty times" (personal communication, September 1, 2003). The major 

challenge facing Dr. James was attempting to determine if the vice president 

of instruction was a "sly and devious individual intent on undermining me, or 

whether he lacked the intelligence to understand that what he was doing was 

undermining the students and the college" ( personal communication, October 

3, 2003). 
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During the decision making process. Dr. James had to consider the 

fact that during his twenty year tenure at the community college, the vice 

president of instruction was "well rooted in the community and had many 

supporters among local and state business and political leaders" (personal 

communication, October 3, 2003). Dr. James was also unsure of the support 

the vice president of instruction might hold within the college's Board of 

Trustees or even how much support he would receive if he decided that the 

vice president of instruction needed to leave the institution. 

The primary consideration, however, was "whether or not the 

community college would be further ahead by continuing under the 

supervision of the current vice president of instruction, or whether the 

community college would be better served with a new and untrained vice 

president of instruction" (personal communication, October 3, 2003). 

To aid Dr. James during the decision-making process, he consulted 

with members of the Board of Trustees individually. He also consulted with 

several members of his administrative team, faculty leaders, and members of 

the local community. Dr. James learned that a decision to seek the 

resignation of the vice president of instruction would be well supported by 

faculty and staff. However, the support of and disciplinary action taken by 

Dr. James regarding the vice president of instruction would be for personal 

reasons (the vice president of instruction was not well liked) and not 

necessarily because they felt the resignation of the vice president would be 

best for the community college. 
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Ultimately Dr. James determined that it would be in the best interest of 

the students, the community, as well as the college to dismiss the vice 

president of instruction. To insure that he had appropriate documentation to 

support his decision he waited about a year after assuming the presidency 

before he felt that he had enough examples of inappropriate decisions and 

actions on the part of the vice president of instruction to defend his decision 

before the Board of Trustees. 

Upon advising the Board of trustees of his decision to seek the 

resignation of the vice president of instruction and presenting his 

documentation supporting his decision, Dr. James was relieved to learn that 

the Board of Trustees supported his decision. In fact, members of the Board 

of Trustees commented that they felt the same way and "were wondering how 

long it was going to take Dr. James to come to the same conclusion" 

(personal communication, October 3, 2003). 

With the knowledge that his decision to seek the resignation of the vice 

president of instruction was going to be supported. Dr. James called the vice 

president of instruction to his office to advise him of the decision to seek his 

resignation. During this meeting. Dr. James indicated to the vice president of 

instruction that he was not a contributing member of the team and that it 

would be necessary for him to leave the community college. Dr. James 

believes that this so "ovenwhelmed the vice president of instruction that he 

didn't fully understand what Dr. James was telling him" (personal 

communication, September 1, 2003). 
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However, Dr. James proceeded to offer several methods by which the 

vice president of instruction could leave the college. These suggestions 

included the opportunity to retire, he could simply resign by providing 30 days 

notice, or he could leave immediately with the college "buying out" the 

balance of his employment contract. At the end of the meeting, the vice 

president of instruction left the president's office without making any 

comments regarding his leaving the college and how the departure would be 

handled. 

Although not making any comments prior to the conclusion of his 

meeting with the Dr. James, the vice president of instruction did talk to some 

people after leaving Dr. James office. Within minutes of concluding the 

meeting with the vice president of instruction, and advising him of the decision 

to seek his resignation. Dr. James received telephone calls from two state 

legislators. The state legislators were supporting the vice president of 

instruction and "insisting that Dr. James not force the vice president of 

instruction to leave the college" (personal communication, September 1, 

2003)". Dr. James responded to these phone calls by reminding the state 

legislators of the privacy and confidentiality laws regarding personnel matters 

and that he would not discuss this situation with them. 

Within thirty days of this initial meeting, the vice president of instruction 

agreed to "retire". The retirement was achieved after a series of meetings 

between the vice president of instruction and Dr. James in which the 

retirement was negotiated. Ultimately, the vice president of instruction 
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received very generous retirement terms. The retirement terms included a 

large "retirement celebration" in order for the faculty and staff of the 

community college to have the opportunity to express well wishes to the 

retiring vice president of instruction. The community, at large, was also 

invited to the retirement reception with many citizens in attendance, including 

the two state legislators who had telephoned Dr. James and insisted that the 

vice president of instruction not be forced to leave the institution (personal 

communication, October 3, 2003). 

Dr. James believes that this situation was of great benefit in developing 

his personal decision-making abilities. While each personnel challenge has 

differing variables. Dr. James, when faced with other significant personnel 

issues, utilizes the protocol that was followed in this situation. Dr. James 

states that proper preparation is at the core of confronting personnel issues. 

Dr. James demonstrated proper preparation by gathering the necessary 

documents prior to confronting the vice president for instruction. 

However, document gathering was only half of his preparation. 

Dr. James had also spoken with stakeholders regarding the impact replacing 

the vice president of instruction would have on either his area of responsibility 

or the integrity of the community college. From these two actions. Dr. James 

was able to determine that he "did indeed have the support base needed to 

remove the vice president of instruction" (personal communication, October 3, 

2003). 
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At the time, Dr. James was the interim president of the community 

college. Since that time. Dr. James has been appointed as the president of 

the same community college. 

Common Factors 

Upon review of the personnel issues encountered by the participating 

community college presidents, it is noted that three of the participants 

(Dr. James, Dr. Roth, and Dr. Ireland), encountered major challenges 

regarding the job performance of mid to senior level administrators. One 

other participant encountered major challenges related to faculty contracts 

(Dr. James) and another mandatory institutional reporting requirements 

(Dr. Roth). While the challenges differed, the participants encountered the 

same problem; under-performing employees. Figure 4.2 illustrates the 

processes utilized by the study participants to confront these challenges. 

Pertaining to the cases discussed in this section, it was reported by the 

participants that one (20%) gained trust in his administrative team, one (20%) 

increased his self confidence, and three (60%) believed that they affirmed 

their authority within their respective institutions. 
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Figure 4.2. Decision-making processes pertaining to 
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Dr. 

James 
XX 

XX 

XX 

XX 

XX 

XX 

Increased 
Confidence 

8 

Bureaucratic 

Rural 

Dr. 
Roth 
XX 

XX 

XX 

XX 

XX 

XX 

Established 
Trust 

3 

Collegial 

Rural 
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Political Issues 

Dr. King is the president of a rural community college located in a 

southwestern state that has a student population of approximately 13,500. 

Dr. King has been at the college for nine years and this is his first community 

college presidency. As a participant in this study Dr. King discussed a major 

challenge that was predominantly political in nature. 

Dr. King's major challenge surfaced when he was approached by a 

County Judge, from a neighboring county, with the proposal that Dr. King 

open a branch campus in a community within the service area led by 

Dr. King, but with a smaller population than the community in which the 

college was located. As the County Judge was describing to Dr. King how it 

would benefit the community college to establish a branch campus, Dr. King 

was visualizing the difficulties of the same, not the least of which was the 

potentially negative impact to the college if the County Judge's proposal was 

not accepted (personal communication, September 2, 2003). 

By not "accepting" the offer of the County Judge the community college 

risked the loss of student enrollment, and the subsequent funding should 

another community college or university open the branch campus. There is 

also the potential for negative public relations as some might use this decision 

not to develop the branch campus as an indication that college administrators 

do not want to invest in the community or the local area. It might also be said 

that college administrators would be denying the local citizens the opportunity 

for higher education. 
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Dr. King believed the proposed branch campus would be located in an 

area that provided "limited financial resources and student enrollment 

potential" (personal communication, September 2, 2003). In addition to these 

concerns, there was the problem of either locating an existing building or 

possibly erecting a building for classrooms, labs, a library, and office space. 

Locating qualified faculty and staff to operate the branch campus was 

also a primary concern. Moreover, if qualified faculty and staff could be hired, 

would they want to live in this smaller community or would they try to 

commute from other locations? This posed concerns such as faculty and 

staff retention. In addition, if the faculty and staff commuted, would they 

develop the necessary relationships to effectively recruit students from within 

the community? However, for Dr. King, the primary question was that if he 

did elect to develop a branch campus "would funding be provided to 

accomplish the task and who would provide the funding" (personal 

communication, September 2, 2003)? 

While all of the questions that Dr. King was asking himself during the 

meeting with the County Judge were critical to the decision to open or not to 

open a branch campus. Dr. King also had to consider the potential for 

negative ramifications if he did not pursue the proposal placed before him. 

The state where the college is located assigns geographical regions to 

community colleges. The local community college is the only one that can 

offer classes in the region. 
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However, in a situation such as this, if the local community college 

declines to pursue the proposal of the requesting entity, it can then approach 

any other community college in the state and request that they establish a 

branch campus. Therefore, if Dr. King declines to establish a branch campus 

in the adjacent county "any other community college in the state is free to 

establish a branch campus there" (personal communication, September 2, 

2003). Both of these scenarios presented the very real possibility of a 

substantial loss in revenue to Dr. King's college. If this should occur 

Dr. Kings college could potentially lose those students who now commute 

from the area or those students who might commute to the new college to 

enroll in courses not offered at Dr. King's college. 

Dr. Kings first step in confronting this major challenge was to meet with 

his executive council and relate to them the proposal he had received from 

the County Judge. Dr. King "presented his concerns and sought the opinions 

of the executive council" (personal communication, September 2, 2003) 

regarding how they might proceed. 

Shortly after the meeting of the executive council. Dr. King met with the 

chairman of the Board of Trustees and apprised him of the proposal from the 

County Judge for establishing a branch campus. During this meeting, 

Dr. King again reviewed the concerns he had if they were to proceed. The 

chairman of the Board of Trustees concurred with Dr. King's observation of 

the situation and instructed Dr. King to "proceed as I determined best" 

(personal communication, September 2, 2003). 

122 



Following these meetings Dr. King met with the college's legal council 

to advise him of the situation and to discuss what legal options the college 

might have regarding the proposed establishment of a branch campus. 

Specifically, they reviewed the legal requirements for establishing a branch 

campus and the State Coordinating Board of Higher Education's rules and 

regulations regarding this situation. 

During all of these discussions, the possible political consequences of 

deciding not to establish the branch campus were discussed. Several 

possible negative political scenarios were developed. Overall, political 

support could be severely reduced if it was perceived that Dr. King and the 

college's Board of Trustees, in reality, did not support higher educational 

opportunities for everyone in their region. 

Moreover, by not establishing the branch campus, it could be 

construed by some that business and civic leaders within the city where the 

college was located were controlling the college. This could have 

consequences in additional to just political ones. For, if it was perceived that 

any individuals outside the college administrative structure were in fact 

"controlling or significantly influencing the college's administrative decision 

making process"; that would be a serious violation of the rules and regulations 

of the community college's accrediting association (personal communication, 

September 2, 2003). 

At the conclusion of the various meetings and discussions. Dr. King 

and the community college's Board of Trustees decided to proceed with the 

123 



project. With the decision to proceed, the college conducted a feasibility 

study that involved administrators from the college and business, civic, and 

governmental officials within the community where the branch campus was to 

be located. 

One of the key issues discussed during the feasibility study was 

determining the cost of establishing the branch campus, and where both short 

and long term financing would be obtained. It was suggested by a member of 

the college's Board of Trustees that the college "seek financial assistance 

from the community to be served by the branch campus" (personal 

communication, September 2, 2003). The suggestion was followed up and 

the city to be served "held an election and passed an economic development 

sales tax to support the proposed branch campus" (personal communication, 

September 2, 2003) in their community. 

The economic development sales tax was only one of the things the 

community did to aid the community college in establishing a branch campus 

in their community. They were also instrumental in locating a building and 

obtaining a favorable lease for the community college. Others providing 

strong support for the college were the county government where the branch 

campus was to be located and the state's Higher Education Coordinating 

Board who provided guidance regarding the legal requirements and the rules 

and regulations for establishing a branch campus of a community college. 

After approximately a year of working with the community and 

receiving advice and guidance from numerous citizens and governmental and 
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regulatory agencies, Dr. King presided at the opening ceremonies for the 

branch campus. The County Judge that first approached Dr. King was also in 

attendance. 

At the time of this writing, the branch campus has been operational for 

several years. The branch campus has been a success in the number of 

students enrolling and, with the local economic development tax, the branch 

campus has been able to adequately meet its financial obligations. However, 

Dr. King reports that the Economic Development Council of the community 

now wants to "rescinded at least a portion of the voter approved sales tax 

supporting the college because they believe their level of financial support is 

no longer required to support the branch campus" (personal communication, 

September 2, 2003). 

Like other participants in this study. Dr. King relates that one of the 

important things he learned during this major challenge was "the importance 

of consensus building among all involved". Dr. King also relates that he 

learned the value of considering political consequences and that the decision

making process must be thorough and methodical (personal communication, 

September 2, 2003). 

Dr. Larson is the president of an urban community college located in a 

southern state. As with Dr. King, Dr. Larson encountered a major challenge, 

which was political in nature. Dr. Larson was mandated to absorb a 

vocational/technical school into his community college. The major challenge 

began with a visit to the community college led by Dr. Larson of a powerful 
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state senator who wanted to "tour the community college" (personal 

communication, August 27, 2003). The state senator was impressed that the 

community college had a high student population and that, in general, the 

college seemed to be in good condition. After visiting the community college, 

the state senator "visited a vocational/technical school that was located 

directly adjacent to the community college" (personal communication, 

August 27, 2003). 

Approximately four to six months after the visit of the state senator. 

Dr. Larson learned that the senator who had visited the community college 

and the vocational/technical school was seeking to merge the two institutions 

into one school and had introduced a bill into the state legislature. 

Specifically, "the pending legislation would require the community college to 

absorb the vocational/technical school and to incorporate the faculty, staff, 

facilities, students, and all assets into the community college" (personal 

communication, August 27, 2003). According to Dr. Larson "the bill requiring 

the community college to absorb the vocational/technical school went swiftly 

through the legislative process and received a favorable vote when presented 

to the state legislature for final approval" (personal communication, 

August 27, 2003). 

Dr. Larsen was unable to obtain the schedule of committee meetings 

regarding the bill. He was only able to ask questions of the state legislators 

after the bill was passed and the community college became obligated to 

absorb the vocation/technical school. While not totally surprised by the 
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passage of the legislation requiring the absorption of the vocational/technical 

school by the community college. Dr. Larsen was now confronted with the 

reality of having to accomplish the task. To make matters more difficult, the 

legislature allowed only four or five weeks to complete the absorption of the 

vocational/technical school by the community college (personal 

communication, October 14, 2003). 

One of the provisions of the legislation mandating the absorption of the 

vocational/technical school by the community college was that "all of the 

faculty and staff of the vocational/technical school were guaranteed 

employment at the community college" (personal communication, October 14, 

2003). The employment guarantee stipulated that the vocational/technical 

faculty would be absorbed by the community college at their current rank, pay 

level, and seniority. The director of the vocational/technical school was to be 

positioned at the community college as the Dean of Technology. This 

requirement was actually written into the legislation that mandated the 

community college absorb the vocational/technical school (personal 

communication, October 14, 2003). 

These mandates caused some opposition on the part of the faculty and 

staff at the community college regarding the vocational/technical faculty, who 

in many cases did not meet the requirements to be an instructor in an 

accredited community college. At the same time, the vocational/technical 

school faculty were expressing concerns about becoming "second-class 

citizens" if they stayed and became employees of the community college. 

127 



Although the community college faculty had attended graduation 

ceremonies at the technical/vocational school, there was very little contact 

between the two institutions. The two faculties generally saw each other as 

competition and did not associate with one another. In fact, the relationship 

between the faculties of the two institutions was considered hostile by many 

of those faculty members. 

In an effort to relieve the anxiety on both sides. Dr. Larsen organized 

several activities in order to get the two faculties to mingle and get to know 

one another. These activities ranged from seminars to purely social 

gatherings. Dr. Larsen even considered having a square dance as a way of 

encouraging the two faculties to "get to know one another" (personal 

communication, August 27, 2003). 

Dr. Larsen believes that the overall result of these activities was very 

positive as evidenced by the ease of the vocational/technical faculty merger 

into the community college Culinary Arts program. Two faculty members from 

the vocational/technical school culinary arts program met with the faculty from 

the community college culinary arts program. The faculty members worked 

together very well and the absorption went smoothly. However, a third faculty 

member from the technical/vocational school refused to upgrade his/her skills 

and was placed in charge of the dining room facilities. This person 

subsequently resigned. 

A significant challenge in the absorption of the vocational/technical 

school pertained to a majority its 45 faculty members, as they did not meet 
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the degree requirements of the community college's accrediting association. 

In addition, the entire vocational/technical faculty were on 12-month 

employment contracts and the faculty of the community college were on 9-

month contracts. To provide for the vocational/technical school faculty to be 

incorporated into the community college faculty and converted to 9-month 

contracts. Dr. Larsen offered several courses of action. 

In order to provide the vocational/technical faculty with the opportunity 

to meet the requirements of the accrediting association. Dr. Larsen offered 

them release time to attend those classes at a nearby university that they 

needed to meet the accrediting association requirements. In addition to the 

release time, Dr. Larsen even offered to pay their tuition (personal 

communication, August 27, 2003). 

The affected faculty were also advised that if they did not take 

advantage of the offer of release time and payment of their tuition, they would 

be reassigned from their current position. Dr. Larsen advised that, of the four 

or five people who were teaching English at the vocational/technical school, 

two did not take advantage of the offer of community college support to obtain 

the proper credentials to satisfy the requirements of the college's accrediting 

association for instructional faculty in transfer courses, and these two 

individuals were reassigned to teaching developmental courses. 

As mentioned, the faculty of the vocational/technical school had been 

on 12-month contracts prior to being absorbed into the community college. 

Because all faculty contracts needed to be the same length, the problem now 
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became one of how to change the vocational/technical faculty contracts from 

12 month to 9 month contracts, to be equitable to all. When discussing the 

9-month contract with the vocational/technical faculty, only about a third of 

them readily agreed to switch to the 9-month contract. Dr. Larsen was 

somewhat confused by the reaction of the vocational/technical school faculty 

as he believed "they would welcome the opportunity for a 9-month contract" 

(personal communication, October 14, 2003). 

Another major challenge regarding the absorption of the 

vocational/technical school by the community college was financial. When 

the community college absorbed the vocational/technical school, the 

community college received all of the assets of the vocational/technical 

school. The assets assumed included the buildings, all equipment, and all 

monetary assets. The monetary assets equaled approximately 3 1/2 to 4 

million dollars in the vocational/technical schools various bank accounts. 

The community college also received the buildings that had housed the 

vocational/technical school. While these buildings were newer than the ones 

occupied by the community college. Dr. Larsen found out that the buildings 

required vast amounts of updating to make them meet local building codes 

and standards and no money had been appropriated by the legislature for this 

purpose (personal communication, August 27, 2003). 

While the legislation mandating the merger of the two educational 

institutions did provide $500,000 in funds for general administrative costs. 

Dr. Larsen had to go to the state legislature's Emergency Allocation Board to 
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obtain the funds to make the renovations to the vocational/technical buildings. 

At the same time. Dr. Larsen requested and received additional funding for 

salaries, which had to be increased for the vocational technical faculty to 

bring them in line with the salaries being received by the community college 

faculty. 

Dr. Larsen related that, anytime a major change is going to take place, 

there will be "highly unexpected situations and problems that occur" (personal 

communication, October 19, 2003). Such was the case with the absorption of 

the vocational/technical school by the community college. While Dr. Larsen 

would not elaborate further regarding unexpected situations and problems, he 

did refer to the trust issue stating that "one of the things I learned through this 

was any time a major change is coming, you're going to run into highly 

unexpected situations and problems" (personal communication, October 19, 

2003). 

Dr. Larsen stated that this type of major challenge requires a total team 

effort on the part of everyone involved to make it successful. Dr. Larsen, on 

several occasions, had a specific idea regarding how he wanted to handle the 

merger process. In conferring with his administrative team, some people told 

him "no, that's just delaying the process, we should just forge ahead". 

Dr. Larsen yielded to the advice of his administrative team; and he 

commented "by God it worked". In confronting this challenge. Dr. Larsen 

stated that he developed a deeper trust in his administrative team to 
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recommend the correct course of action in difficult situations (personal 

communication, October 19, 2003). 

Action Taken 
Notified by State Authority 

of Mandated Organizational 
Changes 

Advised Institutional 
Governing Board of 

Mandated Organizational 
Changes 

Notified Administrative 
Council, Faculty, & Staff 

Mandated Changes 
Sought Council from 
Mentors and Peers 

Assigned Administrative 
Council Task of 

Determining Impact to the 
Community College 

Eliminated Some Faculty 
and Staff Positions 

Personal Growth Gained 
from the Experience 

Total Years Experience as 
a Community College 

President 
Organizational Structure of 

Community College 
Student Population 

Location of Community 
College (Urban, Rural) 

Dr. King 
XX 

XX 

XX 

XX 

XX 

XX 

9 

Collegial 

13,500 
Rural 

Dr. Larson 
XX 

XX 

XX 

XX 

XX 

3 

Collegial 

15,400 
Urban 
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Public Relations Issues 

Up to this point, the major challenges discussed in this study have 

dealt with financial, personnel, and political issues. The last theme to be 

discussed involves a major challenge involving public relations and reflects 

how one incident can impact the continued existence of the community 

college. 

This major challenge began while Dr. Forrest, the president, was on 

vacation visiting his aging father. Dr. Forrest received a telephone call from 

the director of the college's drama department advising him that some of the 

fundamentalist church leaders were publicly protesting a stage play, "Angels 

in America", which was to be performed at the college. The protest had 

already gotten to the point where the protesters were submitting letters to the 

editor of the local newspaper for publication. 

The play, written by Tony Kushner, a self described "gay, Jewish 

sociologist", had won a Pulitzer Prize in 1993. The quality of the play was not 

the issue, however, the major challenge centered around the college, located 

in the "Bible Belt", presenting a play that depicted the lives of four 

homosexual men and including high school students in the cast. 

When Dr. Forrest returned to the campus, one of the first signs of the 

developing major challenge was an editorial in the local newspaper that read, 

in part: 

"The production...deals with an alternative lifestyle foreign to the 
community and the area. While we would be among the first to defend the 
drama department director's right to present this or any other production, 
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despite personal opinions, we see little or no reason to stage a production of 
this nature in this community or elsewhere.. . The subject matter of the 
production, coupled with the age of the performers, one of whom is a high 
school senior, calls into question the drama department director's decision, 
despite his pledge to publish a warning on all printed material concerning 
possible offensive subject matter. We would say the material is not only 
possibly offensive, but highly probably...While we have not read nor have we 
seen the production, we believe it will be offensive based on the drama 
department director's own description of the play, as well as several letters to 
the editor." 

Dr. Forrest met with the director to discuss the play and then he met 

with his executive council to review the issues. Issues discussed included the 

impact to the college regarding future student enrollments, public perception 

and support for the college, the potential for direct financial loss to the 

college, the principle of academic freedom, and the community colleges 

overall reputation. 

As part of the decision process. Dr. Forrest reviewed the college's 

accreditation requirements, which read, "that no outside groups exert 

pressure on the decision making of the college, as well as the issues of 

freedom of speech and academic freedom" (personal communication, August 

16, 2003). Dr. Forrest made the decision to continue with the production. 

In response to community concerns, and to explain the position of the 

college. Dr. Forrest submitted a letter to the editor of the local paper. The 

letter was run on the front page of the paper, and read in part: 

"The purpose for performing these works is not to create an affront to 
our public but rather, to expose students to the various repertoire and pieces 
of recognized theatre which are part of a theatre student's education. Drama, 
like music and dance, does not exist not to be performed. Angels in Amenca 
was written 10 years ago, and today it is required reading for theatre majors 
in a majority of major colleges and universities across the country, because it 
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is so universally recognized as a late twentieth century masterpiece of 
dramatic writing". 

"The real issue here is one of academic freedom in the classroom. 
For theatre students, the stage is the classroom. Our regional accrediting 
agency has presented us with very clear guidelines and our local personnel 
manual reaffirms that freedom. That freedom is not unbridled or unlimited, 
and it does allow for presentation of alternative views. Although one may not 
always like what the student editors write or the student performances by 
artists, drama students, or musicians, the very nature of this institution is to be 
a learning institution and to provide students with a training ground for 
exposure to a variety of art forms". .." 

At approximately the same time as Dr. Forrest's letter to the editor was 

published in the local newspaper, the drama department director was 

interviewed by the campus newspaper regarding his motives for selecting and 

producing a play of this type. In part the comments of Mr. Wright, the drama 

department director, were: 

"Someone asked if I had an agenda in choosing this play. I certainly 
do not have any notion of trying to advocate any alternative lifestyle. I'm not 
trying to alienate anybody or offend anybody. What I wanted to do was 
choose to produce a play, for once, that was written within the last 10 years 
and that is of the same generation as the actors I teach". 

I know it's risky; I know to expect to get criticism, even reprisals. But 
it's a matter of principle to me that we teach the students to look beneath the 
surface, in this case the language or lifestyle, to find deeper universal value." 

In response to the public statements, the editor of the local paper 

responded, in part, with the following statement. 

"The subject matter of the production, coupled with the age of the 
performers one of whom is a high school senior, calls into question 
Mr Wright's decision, despite his pledge to publish a waming on all pnnted 
material concerning the possible offensive subject matter. We would say the 
material is not only possibly offensive, but highly probab e. WhNe we have 
not read nor have we seen the production, we believe it to be offensive based 
on Mr. Wright's own description of the play". 
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As the controversy over the production of "Angels in America" 

intensified, a student at the college who was appearing as one of the leading 

characters in the play was interviewed by the local newspaper. This 

student/actor made the following comments regarding the college and the 

play. 

"I love this community. However, I am deeply disappointed in the 
unbelievable level of shallowness a few of its residents have recently 
displayed. #### College is an institution of higher learning. At the college 
level, a student should be exposed to all kinds of topics, beliefs, and 
situations that he/she may or may not agree with. It should allow the students 
the opportunity to ask questions and make decisions. How else can we learn 
who we really are"? 

In the days leading up to opening night of the production, community 

sentiment regarding the production became more vocal and included 

protesters with signs indicating their displeasure. These protesters could be 

found in various locations including on the community college campus as well 

as in the surrounding community. A reader board at a local church read, "Say 

no way to the gay play". One person even went so far as to park a converted 

school bus on the campus of the college. On the side of the bus was the 

following sign: 

"HELLP. GOV. ### CALLL THE POLICE!!! DR. FOREST & HiS 
SEWER SUCKING SODOMITES AT ##### HAVE RAPED & SODOMIZED 
THE VIRGIN VILLAGE OF ##########. IN ROMANS 1:22 GOD PROFILES 
THESE PERPETRATORS!!! JUDGMENT REPENT REPENT!!!" 

To accommodate the many community members wanting to express 

their opinion, a separate telephone "hotline" was established where callers 

could leave a recorded message. All callers were required to state their 
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names; othenwise, their concerns would not be referred to Dr. Forrest or 

anyone else connected with the college. Typical of the several hundred 

phone calls were: 

"I don't believe y'all need to be putting on the damn play about them 
homosexuals. Thaf s disgusting and immoral behavior.. ." 

Roscoe 

The administrators also received several hundred e-mails from citizens 

wanting to express their opinion about the scheduled production of the stage 

play. Angels in America. Typical e-mails read: 

"I have been faithful to (the college's) radio station for some time: The 
radio in my bathroom and in my car remain on your station. Not so any more. 
There are so many choices of production that are available than to select 
such a controversial one. I regret the decision and my loss of listening to your 
station." 

"Maybe the folks up there would be happier with a musical of the works 
of Hank Williams, or any other assortment of "wholesome" get drunk, slap the 
wife and kiddies around ditties. You could call it: 'Roll off me Pa, yer crushin' 
my smokes.' Hang in there, fight like hell, and just keep in mind that no one 
said living in Peyton Place was easy. Good luck." 

The phone calls, e-mails, and letters received by Dr. Forrest were in addition 

to petitions, signed by over 2,000 people, protesting the production of the 

play. In addition, a local attorney and former county judge purchased 120 

tickets, not to attend the performance, but to prevent others from attending 

(personal communication, August 16, 2003). 

Despite the protests from the community, the play did proceed as 

scheduled. As opening night approached. Dr. Forrest and the administration 

discussed security at the college. Opening night security measures included: 
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• Armed, uniformed officers; 

• Metal detectors; 

• Entrance to the building restricted to one door; 

• Video cameras taped visitors from the roof and inside the theatre; 

• Areas were designated for protestors; 

• Emergency cell phone numbers exchanged. 

Dr. Forrest also made plans for dealing with the media. This became 

necessary after the controversy surrounding the college and the decision to 

proceed with the production became a major story in several national 

newspapers, on national TV talk shows, and headlines on Internet web sites. 

Plans for dealing with the media included: 

• Specific area set aside for television interviews; 

• Phone connections/work room provided for press; 

• Interviews restricted to president and Public Information Officer; 

• Media access to play. 

When the curtain went up on the opening night performance of the 

play, the theatre was "standing room only". There were protestors outside the 

theatre, but 98% of them were not from the local community, but rather from 

other towns in the county (local newspaper). 

The decision to produce the play was not without financial 

consequences to the college. Each year, the college produces a 

Shakespearian Festival that contributes to the funding of the college and 

particularly the drama department. Because the play "Angels in America" 
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was performed, the local community commissions voted (4 to 0) to withhold 

the $50,000 appropriation that had earlier been approved for support of the 

Shakespearian Festival (personal communication, August 16, 2003). 

However, with financial contributions to the college by actor 

Paul Newman, the Dramatist Guild of America, and other supporters, the 

college was able to regain the $50,000 withheld by the county commissions. 

Dr. Forrest later stated that the college actually came out ahead financially 

with monies from the hotel/motel tax, the college actually received more than 

the $50,000 originally promised. In addition, while the gift from Mr. Newman's 

foundation allowed the festival to be produced during the current year. 

Dr. Forrest announced that the college had already begun a $3,000,000 to 

$5,000,000 capitol fund drive. 

Dr. Forrest summarized what was learned from this major challenge as 

the following: 

• If you are going to tackle controversial topics, be willing to pay the 

price. 

Timing is everything. 

Expect the unexpected. 

State you position and stick with it. 

Respect the views of others 

You just can't plan for some things. 

Know your media representatives. 

Don't sacrifice your personal beliefs. 
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• Keep things in perspective. 

• Take all your vacation in October. 

(personal communication, August 6, 2003) 

At the conclusion of this major challenge that surrounded the college 

Dr. Forrest garnered newfound respect from the academic community and the 

performing arts community for the stand that was taken in view of all the 

controversy and threats of retaliation. While normally flexible on most issues, 

Dr. Forrest states that he will dig in and be very rigid on "core principles" and 

will not change his position when he believes he is correct. 

Dr. Forrest summed up his feelings regarding the challenge 

encountered with a quote from Justice Oliver Wendell Holmes: 

"Only when you have worked alone, when you have felt around you a 
black gulf of solitude more isolating than that which surrounds a dying man, 
and in hope and in despair have you trusted to your own unshaken will, --
then only will you have achieved" (personal communication, August 16, 
2003). 

Figure 4.4 illustrates the decision-making process utilized by 

Dr. Forrest in confronting his unexpected challenge. As illustrated Dr. Forest 

followed a protocol that allowed him to successfully overcome, the initial 

major challenge, the production of the play "Angles in America", and prepare 

him to confront the subsequent challenges that later developed. 
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Action Taken 
Notified of Public Relations Challenge by 

College Department Director 
Advised Institutional Governing Board of 

Public Relation Challenge 
Notified Administrative Council, Faculty, & 

Staff of Public Relations Challenge 
Sought Council from Mentors and Peers 

Reviewed Legal Requirements under Statute 
Reviewed Requirements of Regional 

Accrediting Association for Institutional 
Operation 

Decision Made to Proceed Despite 
Community Protests 

Explained Rationale for Proceeding to 
College Trustees, Faculty & Staff, and the 

Community at Large 
Established Easy Access for Public to Voice 

Opinions 
Increased Security During Performances of 

the Play 
Prepared for Loss of Traditional Funding for 

other College Sponsored Events 
Total Years Experience as a Community 

College President 
Organizational Structure of Community 

College 
Student Population 

Location of Community College (Urban, 
Rural) 

Dr. Forrest 
XX 

XX 

XX 

XX 
XX 
XX 

XX 

XX 

XX 

XX 

XX 

12 

Collegial 

12,400 
Rural 

141 



Chapter Summarv 

The findings of this study illustrate what the participating community 

college presidents encountered as they were faced with major challenges to 

themselves and the institutions they represent. Part one of this section 

presented an overview of the study and a restatement of the research 

question. Part one also provided selected demographic information related to 

the study participants. 

Part Two provided a detailed discussion of the four themes that 

emerged from the data, those themes being: 1. Financial Issues; 

2. Personnel Issues; 3. Political Issues; and 4. Public Relations Issues. In 

discussing this issues the participants illustrated the protocol utilized to 

confront a major challenge. It was found that two significant elements were 

evident in confronting a major challenge. 

First, the participants discussed how they communicated with not only 

the governing board of the community college but with all affected 

stakeholders. They also related that the communication was a two way 

experience, not just the community college president advising the 

stakeholders of the major challenge and telling them what he/she intended to 

do to resolve the major challenge. 

The element of open communication evolved into the second element 

In determining effective techniques to resolve major challenges. This second 

element is trust. The communication element allowed the participants to 

obtain various recommendations has to how to resolve the major challenge. 
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By giving up personal autonomy and proceeding with logical and reasonable 

recommendations submitted by peers, faculty, and staff, the successful 

participants were able to resolve major conflicts with minimal adverse effects 

to themselves and the community college they represent. 
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CHAPTER V 

SUMMARY, CONCLUSIONS, AND RECOMMENDATIONS 

Summarv 

The sample of those participating in the study consisted of an initial 

random selection of 100 community college presidents from Regions VI and 

VII of the National Council of Institutional Administrators. Due to a lower than 

expected response rate, 17 community college presidents from the State of 

Kansas were added in an effort to increase the total number of participants. 

Each of the participants is a president of a single public community college. 

None of the participants holds the position of chancellor, CEO, or president of 

a multi-campus community college system. 

A total of 23 community college presidents agreed to participate in this 

study and responded to the survey instruments provided to them. From those 

responding to the survey, 13 were selected for inclusion in the discussion of 

major challenges encountered by community college presidents. The 

participants reported major challenges in four (4) areas: 1) financial issues; 

2) personnel issues; 3) political issues; and 4) public relations issues. 

The review of the literature did not reveal any research that was 

identical to the study. However, the review of the literature did contribute to 

the development of the survey instruments, provide justification for the study, 

and indicate a need to study the decision making process of community 

college presidents when confronted by an unexpected major challenge. 

Unlike the previous studies of leadership and management abilities and traits, 
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this study focused upon the decision-making processes of community college 

presidents when confronted with unexpected challenges not normally 

encountered in the day-to-day activities of leading a community college. 

Findings 

The analysis of the demographics and reported major challenges by 

the participants revealed the following findings: 

1. A total of eleven community college presidents had less than 

five years experience as a community college president. 

2. Four of the community college presidents reported having more 

than ten years experience as a community college president. 

3. The sample participants were evenly divided in their 

self-reported management styles, with 50% of the sample reporting a collegial 

management style and 50% of the sample reporting a participatory 

management style. 

4. Five of the community college presidents reported an 

unexpected major challenge related to financial issues. 

5. Five of the community college presidents reported a major 

challenge related to personnel issues. 

6. Two of the community college presidents reported an 

unexpected major challenge related to political issues. 

7. One of the community college presidents reported an 

unexpected major challenge related to public relations issues. 
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8. Twenty-one of the community college presidents (95% of the 

sample) reported that they delegate responsibility to subordinates. 

9. Analysis of the data demonstrated that unexpected major 

challenges occurred within collegial organizational structure (67% of the time) 

a rate twice that of the bureaucratic and political organizational structures 

(33% of the time). 

Conclusions 

The following conclusions were drawn from the findings of the study. 

1. When confronted with an unexpected major challenge, the 

participants expanded their circle of advisors. Prior to the major challenge, 

the participants normally consulted with their administrative councils on 

routine matters. With the onset of a major challenge, the participants typically 

sought input from institutional trustees, mid-level managers, and faculty. 

2. An element of interest in this study was the effect, if any, the 

decision-making process had upon the participants' personal leadership style 

and was the type of organizational structure a factor regarding the 

participants' leadership style. It is apparent that the collegial organization 

structure, reported in each of the four categories of challenges, had a positive 

effect upon the participants, as this was the only organizational structure to 

report that the greatest change was leaming to rely upon and trust their 

respective administrative teams. By foregoing their individual decision 

making abilities, the participants have exchanged autonomy for "trust" in the 
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advice and council received from associates and peers. From the 

participants' self-reported personal growth related to the major challenge, it is 

clear that those within a collegial organizational structure had the most gain. 

These participants learned to trust the collective wisdom of their 

administrative teams and not in a superficial manner, but rather a trust deeply 

rooted in knowing that all parties to the decision making process were 

centrally concerned with the welfare of the college and the students. These 

participants exchanged autonomy for trust. The deepening of the trust 

pertaining to the advice of associates and peers directly correlates to 

Merton's Exchange Theory. 

As previously discussed in chapter one. Exchange Theory is a 

perspective of what an individual places a value upon and what they are 

willing to exchange (trade) to achieve what they consider valuable. In this 

study, the valued item sought was the ability to trust the judgment of advisors 

and peers. To achieve this reliability factor, the participants were willing to 

forgo (trade) their individual autonomy. 

In the reports of the major challenges involving personnel issues, each 

of the organizational structures of bureaucratic, collegial, and political is 

represented once. Each participant in these organizational categories 

reported that they were able to affirm their authority because of the 

decision-making process. The organizational structure was not a factor for 

these participants which could in part be due to the nature of the major 

challenge, i.e. personnel issues, and the legal restraints imposed regarding 
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what information can be provided to those not directly involved in the 

challenge. Privacy laws will not allow discussion of personnel matters other 

than with the individual in question or among administrators attempting to 

determine a proper outcome to a personnel question. 

In addition, within the bureaucratic organizational structure, one 

participant reported that their greatest gain from the decision-making process 

was an increase in their personal confidence level regarding their ability to 

handle the duties and responsibilities of a community college presidency. 

This participant also reported a major challenge concerning a personnel 

issue. 

The other organizational structure reported by the participants was the 

political structure. Of the three participants in this organizational structure, 

two reported a neutral or negative experience associated with the 

decision-making process. One of the respondents reported that he learned 

"nothing" from the major challenge. The other participant stated that he/she 

learned not to "rely on the government". 

Therefore, the collegial organizational structure was found to be the 

most advantageous to the decision making process for a major challenge and 

for the personal growth of a community college president. The bureaucratic 

organization structure was effective for affirming the president's authority, 

while the political structure is the least desirable organizational culture. 3. 

While it is not reasonable to expect a community college president to 

be an expert in every area of management, it is reasonable to expect the 
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community college president to have a working knowledge of all areas of 

higher education administration. Dr. Ireland provided an example of this 

when he assumed that he could selectively change the term length of faculty 

employment contracts. Whenever possible, it is to the benefit of the 

community college president to seek the advice of experts in the field 

concerned as it applies to academia. 

4. In the discussion of personnel issues. Dr. Roth presented a 

scenario in which reports relevant to the operation of the community college 

had not been submitted to the appropriate oversight agency. In the 

discussion of the challenge encountered. Dr. Roth stated that the public is, to 

this day, unaware of the situation and that she was concerned that, by 

providing too much information for this study, she would be revealing the 

name of the community college. 

While a community college president should not voluntarily report to 

the news media every little problem that occurs in operating a community 

college, by ordering the involved college personnel not to discuss this 

challenge this researcher believes that Dr. Roth is making a major error in 

judgment. Events that occur at the community college, particularly in a small 

town, cannot be hidden from the public indefinitely, and eventually the news 

media will learn of this major challenge. When that occurs Dr. Roth will have 

two choices: one) to tell the news media about the major challenge, how it 

was rectified, and what is being done to prevent further occurrences of that 

nature. Alternatively, she can deny the challenge occurred however there 
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can be serious consequences to the college and to Dr. Roth personally if the 

news media pursue the matter and uncover the truth. Ultimately an open and 

honest relationship with, not only the faculty and staff of the college, but all 

stakeholders, including the news media, is best For when the next major 

challenge occurs it may very well be the perception of the faculty, staff, and 

stakeholders in general regarding the integrity of Dr. Roth that could 

determine the outcome of the major challenge. 

5. In table 4.7 (Leadership Ability or Management Skill as the 

greater self-reported strength), 8 (36%) stated that leadership ability was their 

greater strength versus 14 (64%) reporting management skills is their greater 

strength. The researcher anticipated this self-reported difference in perceived 

greatest strength. Leadership characteristics generally entail such traits as a 

sense of humor, above-average intelligence, extroversion, and boldness or a 

willingness to take the initiative. While some of these traits are found in the 

manager, extroversion is often associated with a charismatic type of 

leadership. However, an individual who can define tasks and possesses or 

controls superior technical knowledge regarding the task, is able to give clear 

instructions and see them through to fruition, often characterizes the 

management style of leadership. Therefore, as a majority of community 

colleges in this study operated in a collegial environment, this management 

style of governance is demonstrated to be more conducive to effectively 

developing the trust of the faculty and staff. 
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6. Upon review and reflection of the procedures utilized by the 

participants during their decision-making process, table 5.1 illustrates the 

"best practices" for confronting and resolving a major challenge. Within the 

procedures presented by the participants in this study a central theme 

appears. That theme is that the community college president must 

communicate with all stakeholders that are being affected by the major 

challenge. 

The communication must be a two-way dialog with the community 

college president providing as much information as is legal and practical to 

the affected stakeholders. At the same time, the community college president 

must be willing to listen to and seriously consider the comments and 

suggestions presented regarding the resolution of the major challenge. 
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Jgble 5.1. Best practices for decision-making during a major challenge 
Major Steps 

Fact Gathering 
Procedure 

• Listen to the information being 
presented by the reporting 
person 

• Determine threat level of 
situation described 

• If possible verify information 
from a second source, if there 
are any doubts regarding the 
validity of the reporting 
persons information 

Notify the colleges' governing body 

Notify the Colleges' Administrative 
Team (first meeting) 

Advise affect faculty and staff 

Seek advice from peers 

Notify early in the situation with 
as many facts as possible 
Provide information regarding 
possible negative impacts on 
the college, faculty, & staff 
Describe procedures to be 
utilized to resolve the major 
challenge 
Describe the major challenge 
including how the situation 
developed 
Discuss procedures for 
confronting the major 
challenge 
Seek suggestions from 
administrative team for 
resolving the major challenge 
Assign administrative team 
members task of determining 
how the major challenge will 
effect their area of 
responsibility 
To prevent false information 
advise affected faculty and 
staff of the situation-Provide as 
much information as possible 
without violating privacy laws 
Contact peers who have either 
experienced a similar situation 
or who are facing a similar 
situation. 
Review any relevant literature 
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Second Meeting with Administrative 
Team 

Listen to reports from 
administrative team members 
regarding how their area of 
responsibility is being impacted 
Listen to their suggestions for 
resolving the major challenge 
Advise administrative team of 
the status of the major 
challenge 

Third Meeting 

Confront Major Challenge 

• Seek any additional 
information that had not been 
previously presented or may 
have developed since last 
meeting with administrative 
team 

• Advise administrative team of 
your decision regarding your 
plan to resolve the major 
challenge 

• Advise all effected 
stakeholders of your plans for 
resolving the major challenge 
Once the plan of action for 
confronting the major 
challenge has been decided 
upon, put the plan into action. 
Follow the plan as outline and 
do not make changes in the 
plan without a significant 
change in circumstances 

153 



Recommendations for Further Research 

The following recommendations are derived from the findings and 

conclusions of the study. 

1. It is recommended that this study be conducted in other NCIA 

regions in order to compare the results of those studies with this study. The 

purpose of this would be to determine if the major challenges reported in this 

study are similar to other NCIA regions or do the types of major challenges 

vary by differing geographic areas. 

2. It is recommended that an in-depth study be made of one or 

more of the major challenges reported in this study to determine if an 

identifiable genesis of the major challenge exists. By identifying the genesis 

of the major challenge, it may be possible to prevent further major challenges 

of a similar type. 

Recommendation for Practice 

It is recommended that, within the higher education administration 

curriculum, a course in crisis management be developed. All higher 

education administration programs offer courses in leadership and 

management but these courses do not normally stress crisis management, 

but rather motivational and organizational oversight techniques. 
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Summarv 

This study has studied the decision-making process of community 

college presidents when confronted with a major challenge. The college 

presidents who were most successful in overcoming the major challenge 

demonstrated two key characteristics. First, they were not afraid to seek the 

advice and council of their peers and mentors, in effect saying that this was 

an unfamiliar type of challenge that had not been previously encountered and 

they were seeking advice regarding resolution of the challenge. 

However, the participant's willingness to exchange their autonomy for 

the ability to trust their administrative team was the most important thing 

gained from the decision-making process regarding major challenges. The 

pathway for this exchange is outline in table 5.1 
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APPENDIX A 

Dissertation Consent Form 

Researcher: Joseph M. Kishur, Jr. 
Texas Tech University 
College of Education 

The purposes of this study are: 
1. To explore the factors that are ignored, overlooked, or not 
considered which caused an unexpected and unintended event to 
develop into a crisis for a community college president. 

2. To satisfy the requirement of original research for the Doctor of 
Education program in Higher Education Administration. 

As a participant in this study, I understand that: 

1. The information obtained during this study will be used to write a 
dissertation. 

2. Real name of the institution, city, or participant will not be used in 
any draft of this dissertation. While I may be quoted directly, it will 
always be anonymously. 

3. I am entitled to review the study notes pertaining to me, or the 
community college I represent before the final draft is written and to 
discuss any changes with the researcher. 

4. I will receive no financial remuneration for participating in this study. 

5. The duration of my participation will primarily consist of the second 
summer session of 2003; additional follow-up questions may require a 
minimal amount of time. 

6. Any questions concerning procedures may be directed to the Texas 
Tech University Review Board for the Protection of Human Subjects by 
writing them in care of the Office of Research Services, Texas Tech 
University, Lubbock, Texas 79409, or by calling 806-742-3884 

7. If this research project causes any injury to me, treatment is not 
necessarily available at Texas Tech University or the Student Health 
Center, nor is there necessarily any insurance carried by the university 
or its' personnel applicable to cover such injury. Financial 
compensation for any such injury must be provided through the 
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participant's own insurance program. Further information about these 
matters may be obtained from Dr. Robert M. Sweazy, Senior Associate 
Vice President for Research, phone number 806-742-3884, Room 203 
Holden Hall, Texas Tech University, Lubbock, Texas 79409. 

8. I may withdraw from this study at any time by speaking to the 
researcher, and all data collected from me will be immediately 
returned. 

I agree to participate in this study according to the preceding terms. 
Participant Date 

I agree to conduct and report this study according to the preceding terms. 
Researcher Date 
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APPENDIX B 

Survey Instrument 

Name of Community College President 

Name of Community College 

For part 1 of this form, please reply to the following questions by placing an 
"X" by the appropriate response. 

1. AGE: 

7 

Under 40 years 51 - 55 years 
41 - 45 years 56 -60- years 
46 - 50 years Over 61 years 

2. Gender: Male Female 

3. Highest Degree Held: 

Title: 

Major: 

4. Years in current position:. 

5 Total years as a community college president (Include 
time in previous community college(s) presidencies in addition to time 
in current position. 

6. Anticipated amount of time until retirement: , 

Total student population of your community college: 

8. Your personal management style: 

Authoritarian 
Collegial 
Participatory. 
Charismatic 

9. Your personal leadership style: 
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10. What is the organizational structure of your community college: 

Collegial 
Bureaucratic 

11. Do you tend to micro-manage your community college? Yes 
No 

12 Do you activity develop leadership abilities of subordinates? Yes 
N o _ ~ 

13. Do you often delegate responsibilities to subordinates? Yes 
No 

14. Do you feel that you are involved in too many activities? Yes 
No 

15 Do things often slip through the cracks? Yes No 

16. Are you volatile under pressure? Yes No 

17. Do you consistently get the best effort possible from subordinates? 
Y e s _ N o _ 

18. Do you have difficulty adapting/working with individuals with a style 
different from your own? Yes No 

19. Do those with whom you interact consider you abrasive? Yes 
No 

20. When engaged in a discussion/debate do you have to win? Yes 
No 
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Survey Instrument 

Part 2: 

Often within the scope of the duties and responsibilities of a 
community college resident, an unexpected, and/or an unintended event will 
cause a major challenge to occur. Utilizing the questions listed below, please 
describe the various elements of a major challenge, which you were 
confronted. In responding to the following research questions, please provide 
a descriptive narrative that details the various elements of the major 
challenge you are discussing. For the purpose of this study, a major 
challenge is considered an event that could be considered a crisis involving a 
direct impact to the operation of the college, or could have serious 
repercussions to your presidency 

You may insert your responses on this document or return them as an 
attachment to this e-mail. By submitting your responses via this format, you 
will allow for downloading of your responses directly into the qualitative data 
analysis program. 

1. Describe a situation that caused a major challenge to your presidency 
or to your community college. 

2. How and when did you first become aware of this major challenge? 

3. Describe your decision-making process, pertaining to how the major 
challenge would be dealt with, at the beginning of the major challenge. 

4. Describe the effectiveness of the decision-making process. (Was the 
major challenge resolved or did it continue?) 

5. Did you consult with any individuals or groups (i.e. a personal mentor 
or the college governing body) during the major challenge? If so did 
they suggest a remedy to the major challenge or did they act as a 
sounding board for your ideas regarding a resolution to the major 
challenge? 

6. How was the major challenge resolved? 

7. If confronted today with a similar major challenge what, if anything, 
would you do differently? 

8. How did this experience affect your leadership abilities in relation to 
your position as a community college president? 
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9. Described any compromises that were made in order to resolve the 
major challenge. 
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APPENDIX C 

Letter of Request 

Dear Sir: 

I am a Doctoral student at Texas Tech University, College of Education 
and I am writing to you to request your participation and assistance in 
conducting research for my dissertation project, "Environmental Expectations 
and Realities of Community College Presidents." 

The central theme of my study is to examine crisis events that have 
occurred to community college presidents, which were unexpected, or was 
the unintended result of an action taken . But, more than looking at crisis 
events I am seeking to examine the causes of the crisis event and hope to 
ascertain commonalities in the situations or actions of the people involved 
which will lead to the development of criteria to be considered at the 
beginning of a crisis event. 
It is hoped that by determining the common factors, amongst community 
college presidents, associated with a crisis that many of these events can be 
significantly reduced in severity or even stopped before the occur. 

This study will be conducted utilizing Internet technology. If you 
consent to participating in this study, I will submit a two-part survey instrument 
to via e-mail. You will be requested to complete the two parts of the survey 
and return them to me via e-mail. The first pq^ of the survey is a few (8) 
short general questions. For the second part of the survey I am requesting 
that you write a descriptive narrative describing a crisis that has occurred 
during you presidency at you current institution or during a previous 
presidency, if more than one has been held. This part of the survey will also 
be returned to me via email. 

After ail the surveys have been returned I will select 10 to 12 of them 
and call the president involved in order to obtain further details of the 
situation. If selected for a follow-up telephone call I will contact you first to 
seek you permission to record the conversation and to set a date and time for 
the interview. I would like to advise you that at no time during the study will 
your name or the name of your institution be known to anyone other than 
myself and any reference to a community college or its president will be under 
a fictitious name. 

Also, thought this study I will be available to respond to any questions 
or concerns you may have about the study. If, at any time during the study, 
you decide that you would rather not have the information you provided 
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published in my dissertation I will remove any information you have provided, 
from the study. 

If you are willing to aid my research, please sign and return the 
consent form that is enclosed. I would also appreciate your willingness to 
participate on the post-card that is also enclosed. 

Sincerely 

Joseph M. Kishur, Jr. 
PO Box 385 
Wolfforth, Texas 79382 
jkishur@hotmail.com 
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