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ABSTRACT 

The overall purpose of this case study has been to examine how the dominant mission 

of the community college was selectively interpreted or modified. Through interviews 

of nine faculty members and nine members of the administration, examination of 

institutional records, and newspaper accounts, an analysis was made, using three 

perspectives, history and tradition, resource dependency, and social interpretation of 

reality. From the perspective of history and tradition the organization was examined to 

see what aspects of the mission were "deposited" from the past in terms of program 

emphasis and changes over time in the formal mission statement. Politics could not be 

separated from history. Examining funding from outside sources of revenue 

demonstrated that shifts in resources were congruent with changes in the composition of 

the Board and with changes in interpretation of the mission. Resources seemed to 

influence the interpretation of the mission of the college, but were interwoven with 

history and politics so it was difficult to separate out which influence predominated. The 

perspective of selective interpretation demonstrated that the forces determining the 

selective interpretation of the mission were all conflated. Although the overall force that 

was the most powerful was the political economic force, the minorities and the human 

development voices maintained an influence. My research has shown that the mission 

is socially and politically constructed over time. 



Statement of the Problem 

CHAPTER 1 

INTRODUCTION 

12 

The community college literature is filled with endless debates on the mission of 

the community college. There are numerous critics who question how successfully the 

missions have been carried out, and in general there is disagreement about what the 

mission ought to be. The community college has been accused of not defining its 

mission adequately (Cohen, 1969), of eroding the transfer function (Cohen and 

Lombardi, 1979), and of suffering from interference by state legislatures and state and 

local boards. While overall there is a general sense of the erosion of commitment to 

mission, there has been little empirical research that deals with the ways in which these 

missions are actually played out at the institutional level. 

Major critics of ~ffirnunity colleges such as Clark (1960), Cohen (1969), Karabel 

(1972), Astin (1975), Zwerling (1976), and Vaughan (1980), center their criticism around 

the socialization of students and the reproduction of culture. They do not address the 

interaction of the faculty and administration which arguably influences that socialization 

/reproduction process. Nor do they consider how various faculty and administrative 

groups selectively interpret the community college mission. Although the critics have 

drawn attention to the problem of mission, they have not examined how the evolving and 
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changing mission of the community college is modified and interpreted by groups within 

the organization. 

Background 

In the early 1960s "the community college was sold on the basis, primarily, of 

providing college space and, secondarily, vocational-technical training. 'Mission,' as far 

as the public was concerned, was 'college' (Gleazer, 1980)." Since then, the 

community college has been called upon to address a wide range of educational tasks. 

While the general overriding mission of the comprehensive community college is open 

access, the typical mission also encompasses transfer education, terminal education, 

general education, occupational education, adult education, developmental education, 

community services, skill training and guidance (Cross, 1981). These terms tend to be 

vague and often overlap one another. Wagoner (1985) suggests that this comprehensive 

mission has worked against the establishment of priorities. 

Gleazer (1980) finds concerns about mission to be understandable because change 

can be unsettling. He sees community colleges serving individuals and communities in 

an ever more rapidly changing world and therefore "what they will do cannot be 

precisely stated. What is needed is institutional capability to determine what is 

appropriate and needed in given circumstances, and for this capability we must look to 

institutional 'being'." He finds the description of what the institution will be more 
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import.ant to the concept of mission than what the institution will do. Gleazer suggests 

that the community college mission may be more a type of process than program. 

Doucette, Richardson and Fenske (1985) define institutional mission as groupings 

of institutional activities that are comprised of goals and objectives. The activity acts as 

a proxy for the relationship between goals and objectives. According to Doucette et.al., 

missions are descriptions of overarching institutional purposes that are primarily intended 

to justify the institution to external constituencies and are defined in terms of activities 

in which the institution actually engages. 

Today many community colleges are faced with financial cutbacks resulting in 

challenges to the comprehensive mission. Wagoner (1985) states that if the two-year 

college does not reconcile its mission with an ordering of priorities and establish its 

identity it runs the risk of allowing external forces and pressures "driven by the concerns 

for efficiency, order, and rigid stratification to define the future mission of the 

community college." The question of priorities may be the question of power, or of 

meaning and how it is interpreted at the institutional level. 

Cross (1981) in discussing data from the Community College Goals Inventory 

(CCG!) collected by Educational Testing Service (ETS), set forth the thesis that "the late 

1970s and early 1980s represent(ed) a plateau between two periods of high energy and 

a sense of mission in the community colleges. The old ideals that sparked enthusiasm 
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and the sense of common purpose in community colleges have receded, and new ideals 

have not yet emerged to take their place. " 

In a field test conducted by ETS in 1979 the CeG! was administered nationally 

to faculty, administrators, trustees, students and to a small group of citizens. The CCG! 

presented interesting infonnation on general goals within the community college and on 

questions of mission. The top twenty goals of community colleges were ranked by 

respondents in the study according to the importance of each goal, and how important 

each goal should be. General education, which is generally part of most community 

college mission statements, was ranked in the top five by all respondents, as was 

vocational and technical preparation. Freedom of access was ranked third in importance 

by faculty and administrators, with many feeling that it should be much less important, 

reflecting the attitude that this goal has been accomplished and that other issues had 

gained higher priority. Although the CCG! ranked the goals perceived to be important 

in community colleges, the study did not address the process of how these goals are 

modified or selectively interpreted in an organizational setting. 

In a follow up of the previous study, Cross and Fideler (1989) found that the 

priorities for community colleges in the 1980s changed from the major goals in the 1960s 

and 1970s. The community college executives acted to protect the assets of the 

institution and balance tension between the mission and finance. Cross and Fideler 

suggest that they must also strive to move their institution beyond the status quo and 
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establish new standards for institutional perfonnance. Cross and Fideler predict that the 

challenge will be to balance flexibility and responsiveness to social change with 

institutional integrity and continuing commitment to serve the community. 

A number of authors have expressed concerns about excellence in open access 

institutions. According to Nigliazzo (1986), the mission of the open door has led to 

criticism concerning excellence and fiscal responsibility. A shift in the economy has 

challenged the mission of offering high school level courses with a renewed emphasis on 

quality. Economic pressure is putting pressure on remedial education resulting in 

demands for clarification of mission. Richardson (1985) suggests that educational policy 

changes that promote access but not critical literacy contribute to concerns about quality 

and achievement in open access institutions. Roueche and Baker (1987) addressed the 

issue, "Can both access and high academic standards be achieved?" in an investigative 

study of Miami-Dade Community College in Florida, focusing on what they perceived 

to be a crucial aspect of mission. They tie the possibility for achieving access and 

excellence to a body of characteristics that exist which collectively ensure high academic 

standards in an open-door college. Roueche and Baker's study confinns that these 

characteristics were present at Miami-Dade and thus ensured both access and quality. 

There is disagreement among the observers of the community college about shifts 

in mission. Martorana (1989), in examining state-level public policy affecting 

community colleges, found no movement away from established missions. Martorana 
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concluded that the emphasis on goals change depending on social, economic, political and 

cultural conditions. According to Martorana, missions still stress response to the needs 

of the individual student. They are firm on opportunity and excellence to enhance the 

lives of students and the quality of life in the community. Martorana suggest that the 

challenge of leadership is to provide congruence between organizational culture and 

mission. In discussing institutional leadership, MacTavish (1984) states that there is 

pressure in the community college to reduce the institutional mission. MacTavish 

suggests that it is the president's task to define the mission and disseminate information 

about the Jllission throughout the institution. MacTavish recommends that the staff be 

involved in decision on mission. 

A great amount of debate is centered around the comprehensive mission of the 

community college and what the main focus of the mission should be. Vaughan (1984a, 

1984b) states that the growth of the community colleges has been a key to the movement 

of open access to higher education. He sees remedial education as a vital part of the 

mission. Vaughan cautions that partnership with business and industry can be a threat 

to the integrity of the institution if the community college fails to have complete control 

over the essential functions that relate to teaching. Vaughan (1985) suggests that open 

access is the philosophical base on which the community college mission rests. The 

philosophy is translated through the comprehensive program as well as other concepts 

that help maintain and promote open access. Vaughan (1988) challenges the assumption 
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that the mission of the community college is changing. He states that the changes are 

in emphasis, in degree, not in kind. Vaughan states that the mission calls for dealing 

with the causes of social problems (not the problems themselves). Vaughan believes that 

the mission tends to mirror society rather than lead society, and that the community 

colleges mirror the society in which they are located. Vaughan finds the major tensions 

affecting the mission to be the definition of quality, the retention of students, and the role 

of the institution within the community. 

Clowes and Levin (1989) suggest that a change in mission of the community 

colleges is occurring, but the directIon of change is not clear nor has a clear consensus 

on the current or future mission emerged. They propose that the transfer program is 

atrophying and the curriculum is becoming increasingly occupational and technically 

oriented. When it survives, the transfer function is increasingly a transfer from an 

occupational curriculum to an occupational curriculum. Academically oriented students 

have drifted to four year institutions. The occupational curriculum has dominated since 

the mid 196Os. Clowes and Levin suggest that the community colleges generally are 

losing significant components of their mission (specifically the collegiate/transfer function 

and career education) to other nonselective institutions of higher education. They suggest 

that the community colleges have maintained enrollments by delivering career oriented 

curriculum aimed at older, employed students and by reducing expectations for degree 

completion or transfer. They contend that the community colleges are evolving to a 
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position outside the existing system of graded education with links to primary, secondary 

and higher education. They see the only viable core function for most community 

colleges as career education. 

Eaton (1985) states that the language describing mission hasn't changed in twenty

five years but there have been significant shifts in the realization of the mission. In the 

1970s there was a sift from transfer to career education. More recently missions have 

emphasized developmental/remedial and community-based education. Eaton states that 

the community colleges are filled with students whose values may differ significantly 

from the college faculty. Eaton found that the community colleges have tended to isolate 

occupational education from transfer. Eaton calls for rc;p!2.dllg indiscriminate course 

taking with a structured educational experience. 

Cohen and Brawer (1987) see the main collegiate functions as transfer and liberal 

arts. They suggest that the liberal arts should be used as a link to other components of 

the mission of the community college. The collegiate curriculum should differ from the 

liberal arts in the university. It should promote "social cohesion or economic 

development," be "useful in the workplace," "contribute to the well-being of the 

community, " and "teach people to be enlightened citizens." Cohen and Brawer reaffirm 

the comprehensive mission of the community college, defining the collegiate function as 

multi-faceted in form in order to strengthen the occupational/technical areas. 



20 

Bauer (1988) reports that critics have said that the community colleges have 

become comprehensive in order to generate larger enrollments and that the missions are 

dictated by funding. He poses two questions for the community college to ask answer 

when considering the mission, "What do we do best? and are we doing what we say we 

are?" According to Mancha (1987), the community colleges need a more specialized 

mission and! or to close the open door in order to have quality. In a discussion of the 

Maryland community college system Mancha suggests that educational policy needs to 

be oriented away from social justice goals to new goals of employment, productivity, 

national defense, and excellence. 

Parnell (1985) reaffirms the comprehensive mission of the community college and 

calls for making a formal "high school/community college connection." Parnell suggests 

that U.S. society too narrowly defines excellence as baccalaureate education. According 

to Parnell, excellent education needs to focus more on common people and their future 

role in society. Parnell would have the community colleges orient more towards broad 

technology-based occupations with greater emphasis on life-long learning. Parnell views 

the poor as untapped resources. 

Brint and Karabel (1989) contend that the community colleges have been 

transformed from offering a primarily liberal-arts transfer curriculum leading to a college 

diploma and an equality of opportunity, to emphasizing terminal vocational programs 

leading to inequality of opportunity. They conclude that students attending community 
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colleges will not likely transfer to four-year institutions. Brint and Karabel contend that 

community college administrations perceive vocational training as the most secure long

term niche in the educational hierarchy for themselves and their students. Brint and 

Karabel view the community colleges as helping society with the "management of 

ambition" by helping "cool-out" high aspirations for success by large numbers of 

students. While some observers of the transformation of the college-preparatory transfer 

programs to the emphasis on terminal vocational training have tended to focus on the 

changing preferences of students or the influence of business elites, Brint and Karabel 

propose that an institutional model, not a consumer or business model, was largely 

responsible for this transformation. 

One can see that there is a great deal of debate about the mission of the 

community college. None of the debate has addressed the process of how the mission 

is modified or selectively interpreted in an organizational setting. 

PUlWse 

The purpose of this case study is to identify the factors that contribute to and are 

associated with the selective interpretation of the mission of a community college. 

Framework 

There are a number of theories that may be used to study an organization: the 

contribution made by history and tradition and the prestige structures arising from this 

past; the influence of resources (both external and internal) with the resulting struggles 
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to control them (or resource dependency); and the interaction of the organizational actors 

and the way they interpret their reality (or social interpretation). These three theories 

will be used as lenses to view the organization of a community college in order to 

explore the factors that shape groups' selective interpretation of the institutional mission. 

Anyone th'eory might explain the processes taking place; alternatively, the explanations 

provided by the several theories may overlap. Community colleges are influenced by 

such external factors as demographic, economic, and politit;al conditions, yet they are 

also shaped by strong forces emanating from within. These forces have roots in the 

history and traditions of the organization and derive some of their power from the 

patterns of resource deployment and patterns of positional authority. The actors' 

interpretation of historical and traditional symbolic forms also contribute to the power 

and prestige of certain actors within the organization. It will therefore be necessary to 

use all three lenses to view the data to establish what contributions they make to the 

understanding of the selective interpretation or modification of the community college 

mission. 

History and Tradition 

Stinchcombe (1965) sets forth the premise that "organizational forms and types 

have a history, and that this history determines some aspects of the present structure of 

organizations of that type." Clark (1984) carries this idea furt.1ter suggesting that parts 

of an organization are "deposited" into the present out of the past. "In academic 
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systems, forms are in perpetuity as they become centers of vested interest located in 

protective noncompetitive niches." Clark finds that a precise way of explaining 

institutional practices and beliefs is to refer to their predecessors. 

The history of an organization can shape which programs have the most prestige 

and can therefore contribute to power of the programs. For instance, if the community 

college was originally established to be primarily a transfer institution, the transfer 

program might continue to have prestige and influence even though there may have been 

a decline in transfer students, or the institution may have shifted towards a more 

vocational or occupational emphasis in programs. 

Resource Dependency 

Positional Authority 

In Max Weber's discussion of the characteristics of bureaucracy (Gerth and Mills, 

1946), within the bureaucratic structure official jurisdictional areas are regulated, 

activities are carried out in accordance with official duties, and authority is strictly 

delimited by rules. Only persons with the specified qualifications may become officials. 

An official hierarchy exists with levels of graded authority. As a result of this authority, 

the official has a certain amount of social esteem which is guaranteed by the prescriptive 

rules of rank order. However the power of a position may be effected by political 

forces. This is especially true in the case of an appointed or elected official, who must 

answer to those who have placed herlhim in power. 
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Politics 

The question of power leads to the question of political choices. Politics is part 

of the history of the organization. Power can be linked to positional authority and to 

resources, but can also be linked to politics. There can be shifts in political power that 

do not necessarily effect positional authority or resources. For instance a shift in 

political power from Democrats to Republicans may not necessarily effect the positional 

authority within an organization, or resources. Therefore positional power, resources 

and political power need to be studied separately. 

A number of authors have relate1 change in organizations to the political actions 

of the actors (Baldridge, 1971; Conrn.d) 1978). There are a number of places where one 

can look for politics and power in which power and resources may not have a beari.'lg. 

Community colleges have governing boards that meet to vote on issues of interest to the 

college. This is a possible place for interest group politics to be acted out. Political 

action allows groups who may not have the most resources or positional authority to gain 

power through coalitions. By banding together, interest groups can gain the power 

needed to enforce their views on different issues. rather than letting resource holders 

make these determinations. For instance, college transfer may be a very large segment 

of the college, but those dealing with the learning disadvantaged may have enough 

political clout to draw greater emphasis to their areas. The political forces that take 
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shape in the college may have a bearing on the modification or selective interpretation 

of the mission. 

Resources 

A good example of power linked to resources can be found in a stlldy done by 

Salancik and Pfeffer (1974) on the power of academic departments within a research 

university. They found that departmental power was closely aligned with the proportion 

of outside grant and contract money the department brought to the university, as well as 

academic status. Although the community college does not rely so heavily on outside 

grants and contracts, there are discretionary monies within the institution which might 

give an indication of departmental power. Presumably the 

department with the most power would get the most discretionary funds. 

The primary function of the community college is teaching and institutions receive 

funds on a per capita basis for each student. Vocational programs receive more money 

than non vocational programs. If resources are a key aspect of power in a community 

college, then one would expect that the departments with the most students would have 

the largest budgets and therefore the most power. With the growing emphasis on 

vocational education on the part of students, and the availability of funding for vocational 

programs from both the Federal and State governments, one might expect to find that the 

vocational faculty would have the most power in modifying or selectively interpreting the 

mission. 
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If resources are a major factor, then they may override social origin as 

exemplified by the initial structure of positional authority. Although the modification and 

selective interpretation of mission could be explained by resources, we do not know that 

this will be the case. There may be a number of groups within the institution engaged 

in political struggle to shape mission in response to their selective perceptions of the 

orgaI'izational goals. 

Social Interpretation of Reality 

There has been discussion in the literature for a number of years about the social 

construction or interpretation of reality (e.f., Berger and Luclemann, 1967; R. A. Jones 

and Day, 1977; Weick, 1979; Tierney, 1988). These theories stress that "reality is 

selectively perceived, rearranged cognitively, and negotiated interpersonally (Weick, 

1979)." Weick (1979) states that "the human creates the environment to which the 

system then adapts. The human actor does not react to an environment, he enacts it." 

The model of the enacted or interpreted environment is based on a social 

construction of reality (Berger and Luckmann, 1967), and the various groups struggling 

to shape policy, giving the organization great capacity to create its environment through 

selective attention and interpretation (Tierney, 1988). Reality is not something objective 

or external to the organization, instead organizational reality is defined by participants 

through processes of social interchange in which perceptions are affirmed, modified, or 

replaced according to their apparent agreement with the perceptions of others. Although 
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the missions of community colleges as institutions are very similar and tend to be very 

general rather than referring to specific programs, they will be interpreted quite 

differently because of the way the shared assumptions of individuals participating in the 

organization influence decisions (Tierney, 1988). 

Tierney (1987) has stated that an organization's culture is reflected in what is 

done, how it is done, and who is involved in doing it. The culture of an organization 

provides the participants many patterns of meaning to focus on the understanding of the 

organizational goals, and will thereby be reflected in how the mission is modified or 

selectively interpreted. Weick (1979) states that "analyses of the social construction of 

reality emphasize that actors attain at least a partial consensus on the meaning of their 

behavior and that they look for patterns that underlie appearances, actions or events." 

It is assumed that something tangible is the target of these efforts (Weik, 1979). In the 

case of the community college these efforts to create at least partial consensus might be 

directed towards focusing on organizational goals and would thus be reflected in the 

modification or selective interpretation of the mission. 

There are differences between what actors say and what they do. The social 

construction of reality involves what the actors in an organization actually do. These 

actions are reflected in their interactions with each other as reflected in meetings, 

speeches, memos, and actions in the classroom. 
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The social interpretation of reality is reflected in the private thoughts of 

organizational actors. What they say in private may be different that what they say in 

public texts and speeches. Their interpretations of reality will be reflected by what they 

say about their realit'j in interviews. 

These, then, are three lenses which will be used in this study: history and 

tradition; resources and power (or resource dependency); and the social interpretation of 

reality. Each lens will give a somewhat different picture of the process of the 

modification or selective interpretation of the community college mission. While 

individually anyone might not give the whole picture of the process, the researcher will 

try to determine the part played by each in Li.e construction of organizational mission. 

Research Questions 

My overall interest is in the process by which the dominant mission of the 

community college is selectively interpreted or modified. I address this from three 

perspectives, history and tradition, resource dependency, and social interpretation of 

reality. 

History and Tradition 

What aspects of the mission have been "deposited" from the past in terms of 

program emphasis and changes over time in the formal mission statement itself? 
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Resource Dependency 

Is the mission of the orga.."lization shifted or modified when shifts in resources 

occur? 

Social Interpretation of Reality 

Within the constraints and boundaries of the organization, how do the various 

actors in the organization socially construct their reality, thereby contributing to the 

selective interpretation or modification of the college mission? 

It is possible that anyone theory might explain all the data, or there may be an 

overlap of two forces, or of all three 

Research Design 

The case study approach will be applied to construct a multifaceted study of the 

selective interpretation and! or modification of the mission of Pima College, an urban 

community college. Pima College is the largest multi-campus community college in the 

state (it is one college with multiple campuses), and the tenth largest of its type in the 

nation. It has a diverse student body in terms of both age and ethnicity. Minority 

enrollment accounts for 30 percent of the student body, with 22 percent being Hispanic. 

Female students make up 55 percent of the student population. The mean age of students 

is 29 years, and the median age is 26 (PCC, 1990). Its growth pattern is typical of 

community colleges in general, and as such, makes a good sample. The college opened 

in 1970 with an enrollment of 3,543. By the mid-1970s enrollments exceeded 17,000 
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(pCC, 1990). The college offers transfer courses as well as vocational/occupational 

programs. 

The case study approach has been chosen because it is the best way to explore the 

phenomena of selective interpretation. In order to carry out the investigation, archival 

materials and financial records will be studied and in-depth interviews will be conducted 

in order to ferret out information that will have a bearing on the research questions. 

History and Tradition 

There are a number of documents that will give an historic perspective on the 

mission of Pima College: the formal college mission statements, the North Central 

Association (NCA) accreditation reports, the minutes from the meetings of the Board of 

Governors, the long term plans and annual reports from the administration to the Board 

of Governors, special reports and accounts in local newspapers. 

Initially, the current mission statement of Pima college will be reviewed in order 

to determine what formal commitment to the mission has been made by the institution. 

This formal statement will be compared with the mission statement of the college that 

was made when the college was first formed to see if there has been any change in the 

formal mission statements. The mission statements can be traced through such 

documents as college catalogs and the NCA accreditation reports. 

The NCA accreditation reports form another source of historic information on the 

college. Pima College first attained candidate status with the North Central Association 
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in 1972. The assessment report should give good information on the goals, philosophy 

and mission of the college at that time. The college received full accreditation in 1975. 

The next accreditation report was in 1981, followed by the most recent report in the fall 

of 1988. These reports should give an overall picture of the college and by studying 

them one should be able to see if there has been any shift in philosophy or mission since 

the initial report. 

The minutes of the Governing Board will provide another source of information 

on the history of the college. By examining the minutes of the College from the years 

in which significant events took place, such as meetings of the first elected board 

members in 1968, the opening of the institution in 1970, the planning of the downtown 

campus in 1972, and the years when there was a change in presidents (1967, 1969, 1972, 

1978, 1979, 1985, 1989), a clear history of the College should emerge. Newspaper 

accounts of the Board meetings will be used to fill in any gaps in information. 

In the years 1985 through 1989, the Governing Board at Pima Community 

College assumed a very active role in governing or attempting to "manage" the college, 

therefore a.."l examination of the minutes of the Board for those five years should 

contribute valuable data on issues related to the college mission and how it has been 

modified or sel~tively interpreted. 

History and tradition can also lend prestige to or build reward structures for an 

organization. The minutes of the Board of Governors may also disclose some of these. 
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For instance, the Board may indicate if they encourage the pursuit of outside grants and 

contracts, or place emphasis on particular programs, and if these emphases have changed 

over time and why. 

Long term plans, special reports, and annual reports to the Board of Governors 

from the administration will also be reviewed to look for mention of program emphasis 

or mention of outside grants and contracts, in order to determine where program 

emphasis has been placed and to see if there has been a shift in emphasis over the years. 

The same years will be studied as those studied for the Board of Governors. 

The researcher will try to uncover information about how the mission is actually 

carried out by looking at the distribution of various programs, both past and present. 

This review will show what the major types of programs are and what type of clientele 

is being served. By looking at the programs longitudinally it will be possible to see if 

there have been any major shifts in emphasis. Such shifts would be compared with the 

college mission statement. 

1. Data 

In order to study the effects of history and tradition on the selective interpretation 

and modification of the mission of the community college the following 

documents will be reviewed: the formal mission statements of the college, the 

assessment reports of the North Central Association, the minutes of the governing 

board, college catalogues, long term plans, departmental and special reports, and 
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annual reports from the administration to the Board of Governors and accounts 

in local newspapers. Nondirective interviews of faculty and administrators will 

be conducted. The key informant approach will be used to identify administrators 

and faculty knowledgeable about the community and the college, and/or had been 

with the college for enough time to be able to provide an historical perspective. 

2. Years 

The NCA assessment reports were made in 1972, 1975, 1981, and 1988. Each 

report will be studied. The minutes of the governing board for the years of 1967 

through 1970 represent the early founding years of the college as well as changes 

in administration. The years 1972, 1978-79, 1985 and 1989 are also years when 

there was a change in presidents. The minutes from 1985 to the present represent 

a period in which there was more involvement on the part of the governing board 

in the daily affairs of the college. These should be reviewed to see if they give 

evidence of modification or selective interpretation of the mission of the college. 

College catalogs will be reviewed in five year increments beginning with 1970. 

3. Change 

(a) The data will be analyzed to see if it reveals any material on the interpretation 

of the college mission and if there are any changes or modifications of the college 

mission either formally stated or implied. 
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(b) The data will also be reviewed to see if there is any emphasis that has been 

placed on particular programs and if this emphasis has changed or shifted over 

the years. 

(c) If there have been any reward structures that emerge from the data, the 

present reward structures will be compared with those of the past to see if the 

emphasis of rewards has shifted. 

4. Actors 

The documents will be analyzed to see whose views are codified in organizational 

practice and emerge as historically powerful in determining policies that would 

effect the modification or selective interpretation of the college mission. 

5. Theory 

The data will be analyzed in terms of the historical traditions of the institution to 

see how much history and tradition has contributed to the maintenance of the 

college mission. If the mission has not changed significantly in the years under 

study, history and tradition may provide a possible explanation for maintenance 

of the mission. 
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Positional Authority 
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The minutes of the Governing Board have already been analyzed for historically 

powerful actors. In depth interviews of the administration and faculty should also reveal 

who the powerful actors are and if their power stems from positional authority. 

Resources 

A review of the past and present allocation of resources will indicate where major 

support for programs has been directed, and if funds are allocated according to funding 

formulas, or if they been redirected. Budgets will be examined in five year increments 

starting with 1970, the year that Pima College first opened its doors to students. 

The resources of the community college are largely dependent on various funding 

formulas, although there are discretionary resources within the organization. The 

researcher will look to see if these discretionary resources have been channelled to any 

one particular area. Past allocation of resources will be compared with present 

allocations. The allocation of these resources will be compared with the mission 

statement to see how the allocation of resources fits or follows the statement of mission. 

It will be deemed that resources and mission coincide if changes in one seems to explain 

changes in the other. 

Pfeffer (1981) suggests that power of departments within an organization is 

generally based on resources. Financial resources are frequently linked to the acquisition 
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of other forms of support such as personnel and political support (Hall, 1982, p. 273). 

The allocation of resources may also be a guide as to where the power to modify or 

selectively interpret the college mission may reside. 

Since the financing of the community college is largely dependent on various 

funding formulas the pursuit of outside funding is not widely pursued by many 

institutions. However, a review of the outside grants and contracts received by the 

institution will be carried out to see if they supplement the mission, modify it or 

selectively interpret it, and who benefits from within the organization. 

1. Data 

Outside grants and contracts will be reviewed for impact on the college mission 

and in order to determine patterns of support. In depth interviews will reveal 

powerful actors. 

2. Years 

The data will be analyzed from the years 1970 through 1990. 

3. Change 

If changes in power (positional, resources) seem to coincide with changes in 

mission then one can assume that the one explains the other. 

4. Actors 

If it appears from examining the minutes of the board of governors that certain 

groups have more power to enforce their views, these groups will be said to have 
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the power to modify or selectively interpret the college mission. It will be 

necessary to see if the groups with power have derived that power from resources 

or politics or positional authority. 

S.Theory 

If shifts in power (positional, political, resources) occur when the college mission 

is selectively interpreted or modified then change may be attributed to changes in 

constellations in power. If the explanation seems to be related to positional 

power then changes may be due to the power of authority. If the explanation 

leans towards political action then it can be assumed that the changes have been 

due to political power. If the evidence points to resources then the changes may 

be due to the control of resources. The several sources of power may coincide. 

Social lnteroretation of Reality 

In order to determine how the social interpretation of reality leads to the selective 

interpretation or modification of the college mission, semi-structured, open-ended 

interviews, will be used to elicit data from various actors within the organization. These 

interviews will be analyzed to look for themes that cut across the organization and to see 

how they are interpreted. The investigator will look at different areas in order to 

determine how traditions and perceptions are constructed, or constrained by reality. 

Faculty from a number of different areas will be interviewed to see if there are 

themes that cut across the curriculum. These areas will include the faculty of historically 
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prestigious departments, departments with the largest number of full-time faculty, faculty 

who have received outside grants, and faculty who have been with the college for a long 

time. These faculty will be identified in the course of the data gathering operations 

described earlier. 

The faculty will be interviewed in an area which has the greatest allocation of 

resources, and an area with the least resources to see how these areas fit with the college 

mission. These departments will be chosen in order to determine the role of the actors 

at the extremes rather than in the middle of the spectrum. The faculty in these areas will 

be interviewed in an attempt to discover how they view their programs, and how they 

see their program (or discipline) relative to the mission of the college. They will be 

asked if they feel that their program is fulfilling the mission of the college or if the 

mission should be changed, and if so, how they would change it. They will also be 

asked if they perceive that the mission of the college has changed, and if so, what that 

change has been, and how the change has taken place. 

The administration, consisting of senior executive officers, academic deans of 

prestigious areas, areas with the greatest number of full-time faculty, or greatest 

allotment of funds, those administrators in charge of outside grants and contracts, and 

program coordinators of outside contracts will also be interviewed in order to determine 

what their interpretation of the mission of the college is, and to determine if they feel 

that they are fulfilling the mission and how. 
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Follow-up sessions where specific questions are raised that relate to initial 

findings will seek to confirm perceptual evidence. Follow-up interviews will allow the 

interviewer to recheck the validity of initial findings, enabling the interviewees to add 

data for which they may have discovered a need. 

1. Data 

Open ended interviews focused on understandings of mission will be conducted. 

Interviews will be taped and transcribed. The investigator will look for patterns 

of language, terms and phrases that refer to aspects of the problem. As patterns 

of categories emerge, the investigator will check for the frequency of occurrence 

of the various categories. The investigator will try to determine if there is 

consensus among the actors. An attempt will be made to identify the constraints 

and boundaries of the organizational actors and to determine how the various 

actors in the organization interpret their reality, thereby contributing to the 

selective interpretation or modification of the college mission. 

2. Time 

The investigator will interview persons in the present about the past. Archival 

data and historical newspaper accounts will be used to corroborate interview data. 

3. Change 

If it seems that those interviewed are interpreting the college mission differently 

from the actual mission statement or candidly say that they are trying to modify 



40 

the mission in some way, then one can deduce that the mission is being modified 

or selectively interpreted. 

4. Actors 

The key informant approach will be used to identify administrators and faculty 

who are knowledgeable about the community and the college, and/or have been 

with the college for enough time to be able to provide an historical perspective. 

Initially key administrators (involved in writing grants, strategic planning, 

vocational and transfer deans) will be asked to identify faculty and administrators 

who are representative of their given field, and knowledgeable about the history 

of the college. The informants chosen will not necessarily be representative of 

the college as a whole, but will be selected to assist in illuminating the archival 

data to be explored. 

5. Theory 

The community college mission is constantly being reconstructed and 

reinterpreted. The realities effect the way people interpret the mission. By 

identifying how powerful the constraints and boundaries are, the researcher may 

discern the realities that influence the actors in their modification or selective 

interpretation of the mission. 

If the data shows that the actors are modifying or selectively interpreting the 

mission then we can state that the social construction of reality is responsible for 
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the modification or selective interpretation of the mission, but only if they are 

different from the historically powerful and resource or politically powerful 

people. 

Analysis 

The investigator will attempt to discover whether and how the college mission has 

been selectively interpreted or modified. If it appears that the mission has been 

selectively interpreted or modified then the data will be analyzed to determine the major 

factor (or factors) involved. 

The investigator will attempt to uncover what part history and tradition has played 

in the selective interpretation or modification of the mission, what part has been played 

by resource dependency, and what part played by the social interpretation of reality. The 

data will be analyzed to see if there is an overlap between history and tradition, resource 

dependency, and the social interpretation of reality in the selective interpretation or 

modification of the college mission. 

All three factors, history and tradition, resource dependency, and the social 

interpretation of reality will be examined to determine if one is more important than 

another, if there is overlapping among them, or if all three are necessary to explain the 

selective interpretation or modification of the college mission. 
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Limitations 

This will be a case study of one urban community college, and as such may not 

represent community colleges nationally and therefore cannot necessarily be generalized 

to all community colleges. However, the findings from this study should be applicable 

to other institutions with similar features. 



CHAPTER 2 

HISTORY AND TRADmON 

Organizational forms and types have a history, and this history determines 
some aspects of the present structure of organizations of that type 
(Stinchcombe, 1965). 
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Clark suggests that parts of an organization are "deposited" into the present out 

of the past (Clark, 1984). Institutional practices and beliefs may be explained by 

referring to their predecessors. This chapter examines the mission to see what aspects 

have been "deposited" from the past; whose "iews were codified in organizational 

practice and emerged as historically powerful in determining policies that effected the 

selective interpretation of the college mission. The intent of the chapter was to assess 

the role played by history and tradition in shaping mission. Although the original design 

of the study called for an examination of politics in a different chapter, it was not 

possible to separate politics out from history. The political aspects of the institutional 

history were the history and tradition that were most salient. This chapter, therefore, 

also examines the role that politics played in determining policies that effected the 

selective interpretation of the college mission, and how it was implemented at different 

times. 

Abstract 

Pima Community College emerged in the late 1960's as a result of the efforts of 

different community groups. Actors within the community and the organization 
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envisioned the institutional mission from diverse perspectives. This chapter attempts to 

provide a closer understanding of the role of history, tradition, and politics, surrounding 

the selective interpretation of the mission of the community college and that, ultimately, 

resulted in an ongoing conflict. The findings were based on data from the college 

archives, newspaper accounts, and nondirective interviews of faculty and administration. 

Research Questions 

From this perspective the organization was examined to see what aspects of the 

mission were "deposited" from the past in terms of program emphasis and changes over 

time in the formal mission statement itself. Because it was impossible to extricate 

politics from history and tradition, the organization was examined to see if shifts in 

political power have occurred that coincided with the modification or selective 

interpretation of mission. 

Method 

My interpretation of the history and traditions of Pima Community College was 

formulated from interviews of seven faculty and administrators, four of whom were with 

the college from the founding days. Informants included a college president, an 

administrator who was active in grants writing, four liberal arts and one vocational 

faculty, two of whom served on self-study committees. The faculty were all actively 

involved in the faculty council. The key informant approach was used to identify 

administrators and faculty who were knowledgeable about the community and the college, 
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and/or had been with the college for enough time to be able to provide an historic 

perspective. Initially key administrators (involved in writing grants, strategic planning, 

vocational and transfer deans) were asked to identify faculty and administrators who were 

representative of their given field, and knowledgeable about the history of the college. 

The informants chosen for this chapter are not necessarily representative of the college 

as a whole, but were selected to help me illuminate the archival data I was exploring. 

The documents examined for this chapter are formal mission statements, college catalogs, 

the evaluation reports of the Pima College Faculty Development Institutes, site visit 

reports by the North Central Association of Colleges and Secondary Schools (NCA) 

(years 1971, 1975, 1984), institutional self-study reports (years 1974, 1981, 1988, 1989), 

annual reports (years 70171, 1975, 1980,85/86), Pima College Faculty handbook (1970), 

and minutes of the Board of Governors (years 1967 - 1970,1972, 1978-79, 1985, 1989). 

Because the Board minutes were so brief, and reports written by the institution tended 

to display the "halo effect, III newspaper articles and editorials (years 1964-1990) were 

used to corroborate information volunteered by informants, and to flesh out the minutes 

of the Board and other documents. The archival documents were examined for any 

information that would have a direct bearing on the mission and its interpretation by key 

1 According to Kerlinger (1986), the "halo effect" is the tendency to rate an 
object in the constant direction of a general impression of the object. In 
this case the authors of institutional documents enhanced positive attributes 
about the organization, and downplayed, or did not mention negative 
attributes, in order to present the college in the best possible light. 
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actors. Interview data and newspaper reports were used to corroborate findings and fill 

in missing facts. 

When reviewing the history of Pima Community College, eight historic periods 

emerged. These periods coincided with changes in actors andlor shifts in power. The 

historic periods or periods of change also corresponded with changes in the selective 

interpretation of the mission and how it was implemented. The historic periods were 

worked into an historic model of the history and tradition and politics of Pima 

Community College. The historic model comprises eight historic periods of change 

(Figure 1). Within each historic period, groups of actors and their corresponding 

themes, were identified in relation to the interpretation and implementation of the 

mission. Actors and themes that appeared in the archival data were either corroborated 

by interview data or newspaper accounts to be included in the model. 

Three main groups of actors were identified: the business community, educators, 

and minorities. These were the groups that had enough political power to be represented 

on the Board of Governors. The different groups of actors stressed different themes and 

employed different actions resulting in selective interpretation of the mission. The clash 

of opposing interpretations resulted in political conflict. 

In a long term history, the original elements of a conflict are finally forgotten. 

However, in the case of a twenty year history, where the same actors are still present, 

the same institutional practices, and fresh memories, nothing is forgotten, everything is 



mSTORIC MODEL 

PERIOD I COLLEGE EMERGES 12164 - 10/67* 

Actors: Business Community Educators Minorities 

PERIOD II CONFLICT BEGINS 12167 - 10/68 

PRAGMATIC/CONSERVATIVE PROGRESSIVEIDEVELOPMENTAL 
Actors: Business Community Educators Minorities 

PERIOD m CONFRONTATION 10/68 - 5/69 

CONSERVATIVE PROGRESSIVE 
Actors: Business Community Educators Minorities 

PERIOD IV INSTITUTE 5/69 - 6nO* 

COMMUNITY COLLEGE 
Actors: Business Community AdministrationlFacul~ 

PERIOD V FIRST YEARS 9nO-5n2 

COMMUNITY COLLEGE 
Actors: Business Community AdministrationlFacul~/Students 

PERIOD VI CONSERVATIVE SHIFT 6n2 - 6/87* 

BOARD OF GOVERNORS COLLEGE 
Actors: Business Community AdministrationlFacul~/Students 

PERIOD VII STALEMATE 1987-1989 

BOARD OF GOVERNORS COLLEGE 
Actors: Board Members AdministrationlFaculty 

PERIOD vm NEW BEGINNINGS 1990 * 

Actors: Business Communi!}: Educators Minorities 

Figure 1 

The group with the most power in each period is underlined. Note that the actors in Period I and Period 
vm are the same, but the power has shifted. 
* indicates revision of mission statement. 
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still present as one cognitive system. Institutional practices and beliefs can thus be 

more readily recognized from the past. 

Overview 
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When reviewing the history of Pima Community College this writer observed 

that there were distinct periods that appeared to concur with political change, with 

shifts in power, and stages of development of the institution. These shifts also 

coincided with changes in the selective interpretation of the mission. These periods 

were divided into the eight historical periods described below. 

Period I - College Emerges 12/1964 - 10/1967 

The College emerged in the late 1960's. It was presented to the community as 

primarily a vocational training facility that would also take some of the enrollment 

pressure off of the university. The composition of the first appointed Board was: 

three educators (one of whom was a promin~nt female member of the largest local 

minority), an attorney, and a member of the Chamber of Commerce. The desire was 

to use innovative educational ideas in the new institution. The mission was to be 

primarily vocational. 

In Period I, as will be documented below, community support for the college 

was frequently stressed as a major shared value; it was the impetus for the planning 

for the Pima County Junior College District by private citizens which began in 1964. 

The Chamber of Commerce, and the Jaycees were among the chief groups taking the 
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initiative in the support for the college ("Chamber of Commerce, It 1965). Over 100 

Pima County citizens and organizations participated in the preparation of a 235 page 

feasibility report (Pima County Jr. College District [pCC], 1967). 

To serve the community was the main element in the college mission statement 

and the thread that ran throughout all of the faculty and administrative interviews. 

The term "community" is all encompassing and subject to interpretation. There were 

many groups within the community, but three groups of actors emerged as the most 

politically powerful: the business community (who felt that they spoke for the 

community at large) and the educators (who were joined by the minorities) who felt 

that they were serving the best interests of the community. Each group could claim 

to represent the community, or to be serving the interests of the community when 

interpreting the mission. Each group had a different perspective of the mission, and 

therefore a different interpretation of what it should be. 

Elections were held and the public approved the college. A Board of 

Governors was appointed, and began planning the college. Innovation was stressed in 

their planning, which (as we shall see) was subject to multiple interpretations. In a 

second election, three of the original appointed Board members were elected by the 

public. The elected Board wrote a mission statement and selected a president of the 

college. Period I was a conceptual, or planning phase. 
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Period II - Beginnings of Conflict 12/1967 - 10/1968 

The new college president came with avant garde educational ideas and a 

conflict emerged (Turner, 1969d). Three of the original Board members 

(representing the educators and the minorities) backed the president and his ideas. 

Two Board members (who were newly elected, and represented the business 

community) were opposed to his ideas. Conflict arose in the Board between those 

who thought the mission of the college should be more pragmatic, more conservative, 

and stress vocational training, and those who wanted to stress progressive educational 

interpretations of the mission. 

A split was created and the beginnings of the conflict emerged. The dominant 

interpretation of mission was determined by which side had the power to enforce its 

vision of what the mission should be; whether the emphasis was serving the business 

community or fulfilling the educators' and minorities' concepts of the ideal college. 

The conflict could also be seen as the split between the emphasis on practical 

training versus the "human development movement" in education. The viewpoint 

from the business community entailed a non-analytical and pragmatic view of the 

college. From this view people attempted to focus on the college for the social and 

material betterment of the community. The professional educators, who represented 

the college viewpoint, stressed behavioral objectives and personal development 
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(Turner, 1969a). They represented an intellectual or cultural viewpoint. Due to the 

composition of the 

Board, the educators had the political power to enforce their interpretation of the 

mission and orient it towards human development. Period II set the stage for the 

conflict over the interpretation of the mission. 

Period III - Confrontation 10/1968 - 5/1969 

The college administration was aligned with the human development 

movement. Their interpretation of the mission was to produce good citizens and to 

prepare students for intelligent living. They saw general education as necessary to 

provide breadth of knowledge. They were concerned with the democratic process and 

the needs of a democratic society. They were supported on the Board by the 

educators on the Board and the female Board member who represented the minorities. 

The representative of the minorities was extremely active in education nationally and 

so was aligned with the contemporary educational philosophy of the time. 

The members of the Board of Governors who represented the business 

community, and those concerned with occupational education held a more 

conservative view. They resisted the new ideas and dissension developed into open 

confrontation on the Board. This group will be referred to as representing tIle 

conservative view. 
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With the backing of the educators and minority members of the Board, the 

administration was able to exert the political power to determine the mission. The 

interpretation of the mission was focused on participatory democracy, cultural 

diversity, and the motto, "take the student from where he is to where he wants to be. " 

This group will be referred to as representing the progressive view. 

Period IV - The Institute 6/69 - 9/70 

In this period the conflict gained momentum. The conservatives (who were 

dissatisfied with the way they saw the mission being interpreted) worked to load the 

Board of Governors with candidates that would uphold their views. The progressives 

were following their interpretation of the mission and were working to set up the 

college. 

Period V - First Years 9/70-5/72 

The conservatives (who were dissatisfied with the way they saw the mission 

being interpreted) worked to load the Board of Governors with candidates that would 

uphold a more conservative interpretation of the mission. The progressives followed 

their interpretation of the mission and were working to set in place precepts developed 

in the Institute. The experiment in participatory governance after the first two years 

was crushed in the college (6/72) by the political victory of the conservatives, and 

established the precedent for the Board to take an active role in running the college 

rather than just setting policy. 
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Period VI - Conservative Shift 6/1972 - 6/1987 

A shift in Board of Governors brought about the end of participatory 

democracy. The Board brought in an authoritarian president, Irwin Spector, who 

reorganized the administration, finances, etc. The experimental administrative and 

grading policies were discontinued. Although the North Central Association (NCA, a 

national accrediting agency) cautioned the Board about lines of authority between the 

Board and the administration, the Board seemed to be following a strategy of hiring 

presidents that would allow them to run the college. They fired Irwin Spector, and 

failed to renew the contract of his successor, James Manilla. The interpretation of the 

mission was more conservative. 

Period VII - Stalemate 1987-1989 

The Board conflict continued. The faculty enlisted members of the community 

to run for the Board in opposition to policies they did not like. The Board elected not 

to engage in a national search for James Manilla's replacement because they were too 

busy running college themselves, and selected an internal candidate, Diego 

Navarrette. They occupied the administration with studies of their pet projects for the 

college and forced the resignation of Diego Navarrette. At this point the faculty and 

students were fed up with the situation. The faculty refused to send representatives to 

the Board, and the students demanded their resignation. Eventually the North Central 
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Association (the NCA, a national accrediting association), stepped in and put the 

college on probation. 

Period VIII - New Beginnings 1990 

The NCA set in motion a total revamping of the Board. The college engaged 

in a year-long self-study for the NCA. A new president, Jeff Hockaday, was 

recruited after a lengthy national search. When he arrived, a group of 100 members 

of the community, the faculty, and students were invited to a two-day "Mission 

Charrette,,2 with Dale Parnell, to rewrite the mission statement. Emphasis was 

placed on economic development, selecting the interpretation of the mission that the 

business community had desired throughout the history of the college. 

Community groups were a viable force in shaping the community college 

mission through in interface with an elected Board of Governors. Although there 

were a variety of groups vying for power within the community, this study only 

addresses those groups that had enough power to be elected to the Board of 

Governors. The Board of Governors and the President were key actors in the 

2 The term charrette is the French word for cart and is derived from a 
practice of architecture students at the medieval University of Paris. The 
students transported their course projects on a cart when they took them 
to the University to be juried. As they travelled through the streets, the 
bystanders made comments and gave advice on the projects. The 
students, continued to work on their projects enroute, and often modified 
and improved them as a result of these reactions. 
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selective interpretation of the mission, but the faculty and the students played a part as 

well. 

PERIOD I COLLEGE EMERGES 12164 - 10/67 

Actors: Business Community Educators Minorities 

Period I - College Emerges 12/1964 - 10/1967 

From its in~'1'tion, Pima college was seen as no ordinary community college. 

There was a desire to develop an institution which would reflect the diverse cultures 

of the people in Tucson and its surrounding areas and that would serve the needs of 

the population. The planners of the institution wanted to draw upon modem 

educational techniques resulting from research by experts in the field in order to build 

the foundations of the institution (pCC, 1971). There was a desire to build an 

innovative institution (furner, 1969a). 

The early determination to develop Pima College into an innovative institution 

may have occurred because Tucson is also the home of the University of Arizona, a 

major research university with a national reputation. The first president of Pima 

College, Dr. Oliver H. Laine, and the majority of the Governing Board, felt that the 

institution should be developed with a different approach than the University in order 



to meet the needs of the community as well as to gain respectability and not be 

overshadowed by the University ("Report of visit," 1971). 
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In 1966 an election was held that gave formal approval to the establishment of 

the Pima County Junior College District. A five-member Board of Governors was 

appointed by the County School Superintendent's Office to proceed with plans for the 

college. 

The original appointed Board was composed of three persons who had been 

deeply involved in education; an eight year veteran of the school board and past 

President of the State School Boards Association; a former member of the faculty of 

the Harvard Graduate School of Business Administration and past president of the 

City and State Leagues for Public Schools; and a former president of the State 

Educational Association, who was currently a director of the national organization, 

appointed by both Presidents Kennedy and Johnson to advisory committees on civil 

rights and education, and served on the National Committee for Mexican-American 

Education. Of the two remaining members, one was an attorney and the other a 

member of the Chamber of Commerce, who was also active in a number of other 

civic organizations (Kamman, 1966). 

Among the actions taken by the original appointed Board, was th'e selection of 

the first president, Dr. Oliver H. Laine. With the assistance of citizen committees, 

they defined the educational objectives of the institution, and wrote a statement of 
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philosophy and purpose (Minutes of the Pima Jr. College Board of Governors [Pima 

Board], 1967). This mission statement was typical of community college mission 

statements throughout the country. 

The Pima Community College provides an open door of educational 
opportunity. It is more interested in what a student is ready to do than in what 
he has done. Seriousness of purpose and the aoility to profit from selected 
instruction are the characteristics most sought among those who enroll. The 
college expects each student to demonstrate satisfactory performance and to 
achieve his maximum potential. 

Arizona State law defines a Junior College as an "educational institution which 
provides a program not exceeding two years training in the arts, sciences and 
humanities beyond the twelfth grade of the public or private high school 
curriculum or vocational education, including terminal courses of a technical 
and vocational nature and courses beyond the basic education courses for 
adults.: A.R.S. 15-651 (4). 

The Pima County Community College operates within this definition and 
declares its functions to include: 

1. General education to prepare students for intelligent living. 

2. Occupational education programs of varying length to prepare 
students for useful and satisfying vocations not requiring a 
baccalaureate degree, with particular emphasis on community 
needs. 

3. Two years lower division collegiate work to enable students to 
progress smoothly into upper division work at the universities. 

4. Continuing education courses to satisfy the vocational and 
avocational aspirations of those young people and adults who 
usually attend evening classes. 

5. Guidance and personal counseling services to assist students in 
making sound decisions concerning their academic work and 
future careers. 



6. Community services related to identified needs including 
cultural, recreational, and general interest programs. 

Although the "open door" was the first statement of the mission, it was 

qualified by the expect.ation that each student demonstrate satisfactory performance. 

The human development movement was exemplified in the last phrase, that the 
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student "achieve his maximum potential." The order of the functions of the college is 

of interest. General education "for intelligent living" topped the list, followed by 

occupational and college transfer. Three out of the six listed functions dealt with 

general interest courses. Two of the six were occupational, with college transfer and 

guidance receiving one mention each. 

The mission was patterned after the goals and objectives of junior colleges that 

had developed in California and had become doctrine for public two-year colleges 

(pCC, 1971, July 30). According to Deegan and Tillery (1985) the standard mission 

came to be "(1) terminal education, (2) general education, (3) transfer and career 

orientation and guidance, (4) lower-division preparation for university transfer, (5) 

adult education, and (6) removal of matriculation deficiencies." The initial Pima 

mission followed this pattern with the exception of the removal of matriculation 

deficiencies. 

A bond issue was approved and a Board of Governors elected in a 1967 

election. The three Board members representing the education sector and minorities 
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were returned by election. They were joined by two newly elected businessmen. 

This change in the composition of the Board set the stage for the ensuing conflict. 

PERIOD II CONFLICT BEGINS 12167 - 10/68 

PRAGMATIC/CONSERVATIVE PROGRESSIVEIDEVELOPMENTAL 
Actors: Business Community Educators Minorities 

Period II - Beginnings of a Conflict 12/1967 - 10/1968 

As soon as the new president was selected and he began to take action, 

hiring advisors and formulating plans for the new college, a split occurred creating 

conflict between the members of the Board over the president's actions. 

Prior to the establishment of the college, all the early news stories stressed the 

economic advantages that would come from having a college in Pima City (Gudaitus, 

1964a, 1964b, 1964c, 1964d; "Study to begin," 1965; "If Tucson dawdles," 1965; 

"Junior college draws," 1965; "Junior college position," 1965; Kammin, 1966, 

1967a, 1967b; Emerine, 1967). The various school superintendents emphasized that 

the high school graduates needed to be able to have local, public, vocational training 

available (Gudairus, 1964a, 1964b, 1964c). A consulting economist from the 

University of Arizona conducted a survey (n 666, 445 eligible voters), and found that 

80 percent felt the college would help economic development. However, they were 

evenly split on whether the curriculum should teach subjects not offered by the 



University, offer the same subjects, or offer the same subjects as well as some not 

offered by the University (Emerine, 1967). 
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When Oliver Laine took office, he brought with him the ideas of Dr. Robert 

Grant, a specialist in community colleges from Michigan State University, which he 

presented to the Board (Turner, 1969d). Grant was engaged as a long-distance 

consultant to the college, with the understanding that he would eventually join the 

administrative staff. Grant proposed that the curriculum be built around "social 

models," to be constructed from the assessment of the behavior of persons in various 

fields of endeavor. Controversy developed among the college staff over Grant's ideas 

on education, which eventually led four of the original fifteen administrative staff 

members to resign. 

The controversy over Dr. Grant and his ideas on education spilled over into 

the Board meetings and into the press (Turner, 1969d). The business community was 

beginning to wonder if they were going to get the economic advantages they had been 

promised. The educators and the minority Board member sided with the President. 

They favored progressive educational interpretations of the mission. 



PERIOD ill CONFRONTATION 10/68 - 5169 

CONSERVATIVE 
Actors: Business Community 

PROGRESSIVE 
Educators Minorities 

Period ill - Confrontation 10/1968 - 5/1969 

As will be shown below, the more conservative position of the business 
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community, became opposed to the progressive educational ideas being developed in 

the college. This resulted in a split on the Board over the interpretation of the 

II"ission. The dichotomy could be viewed as representing the two extreme poles on 

the continuum between practical training and human development. 

Themes 

A number of themes emerged from the interview and archival data, which was 

corroborated by historical newspaper accounts. These themes were divided into those 

of the educator/minorities and the themes of the conservative Board members. The 

themes developed into actions leading to the selective interpretation of the mission and 

to the conflict over how the mission should be interpreted. The themes of the 

educators/minorities were: (1) inter- disciplinary approach, (2) behavioral objectives, 

and (3) participatory governance. The actions leading to implementation were: (1) 

changes in organizational structure, (2) institution of multi-media teaching methods 

and the (3) creation of the Institute (which will be discussed later). The themes of the 

conservative members of the Board, who represented the business community, were: 
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(1) education viewed as training for practical skills, and the feeling that the education 

of students should follow a more traditional pattern and thus, must be a disciplined or 

regimented endeavor. The themes of the conservatives also were translated into 

action. These actions were: (1) dissatisfaction with the way the college mission was 

being interpreted, (2) dissention on the Board, and (3) forced resignation of the first 

president. 

A quote from a veteran faculty member, an English instructor, Dick Petrozzi, 

illustrated the difference in opinion between the community and the college. 

And one of the problems we had in the college all along, but I tliin:( this is 
true with any community, with any educational institution, is that we're not 
always in total agreement, you know, with the community about what we 
should be doing, I mean because a lot of people in the community don't 
appreciate the value of education as education for its own sake. They tend to 
think especially of a community college in purely pragmatic terms, that we're 
supposed to be training people for them and sometimes you get messages like, 
you know, why are you making your students take all these courses when all 
they have to do is do this, you know. And the perspective of an educator 
says, well because we're dealing with human beings, we're not dealing with 
robots, you know. And if they're going to be good welders we still want them 
to be fuller human beings at the same time and it isn't always easy for the 
community to appreciate that, I think. 

Educators/Minorities: Interdisciplimny Approach 

The Pima College administrators supported the concept of a "don" system (as 

found at Oxford and Cambridge) and the "8-pack" system, which would enable 

students to work in small learning groups of no more than eight students using an 

interdisciplinary approach with a mentor. The don was to be the group mentor, was 
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not necessarily certified or accredited in education, but was an expert in his or her 

field. The don was to serve as a "social model," and was to be a practitioner, teacher 

and rudimentary counselor (Turner, 1969b). Although this concept could conceivably 

be applied to occupational education, it was steeped in the traditions of academe and 

thus leaned heavily towards the college transfer or general education programs. 

Edu(,-3.tors/Minorities: Behavioral Objectives 

The instructional strategy was to focus upon student development using guided 

peer-group approaches to learning. The behavioral objectives approach would be the 

cornerstone of the curriculum design. The behavior of a profession was to be 

ingrained in the student along with the necessary knowledge. This would be 

accompanied by self-pacing. Each student would go only as fast as his or her ability 

allowed, the progress to be charted by a professional (pCC, 1968; Turner, 1969a). 

Cultural relevance was to prevail through all curricula. By means of peer 

grouping, each student would come to understand different cultural perspectives by 

participating in groups that were et,1mically and racially mixed (Turner, 1969a). 

Educators/Minorities: Participatory Governance 

The original administrative structure was developed as a concept of complete 

openness. There was a sincere desire on the part of the staff to create an open 

institution in which students, faculty, administrators, Board members, and citizens 



from the community could all participate in the decision-making process of the 

institution (Pima County Community College District, 1971). 

Educators/Minorities: Organizational Structure 
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The interdisciplinary approach was emphasized in the administrative structure 

by grouping the instructional areas around a vice president for instruction, rather than 

the traditional academic department (pCC, 1971). 

Educators/Minorities: Multi Media Teaching Methods 

The multi-media approach was to be the element that would tie the curriculum 

together and allow for self-pacing. The lecturer would tape his lecture, enabling the 

student to listen as many times as needed, freeing the instructor to have more one-on

one contact with students. In conjunction with this idea, a contract was set with a 

media company to make multi-media auto-tutorialleaming packages for distance 

learning (Pima County Community College District, 1967; Emerine, 1967). 

Educators/Minorities: The Institute 

The college administrators desired to put innovative educational concepts such 

as participatory democracy into effect. They realjzed that it meant training teachers 

to revise their thinking, their attitudes, and their behavioral patterns, all of which, 

they felt, had been deeply ingrained into their fiber through many years of highly 

disciplined education. These teachers, in tum, would attempt to affect change among 
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students in these same areas, in order that the students might reach their full potential 

as human beings. (pCC, 1971). 

The administrators planned a one-year training Institute for 34 faculty and staff 

members, and an additional one-month summer Institute for 80 additional faculty 

members. The Institutes were intended to educate the participants in the new 

educational methods mentioned above, and then to determine their acceptance and 

acceptability to remain as core faculty for the College. 

These Institutes were made possible by the support of a grant from the Federal 

Department of Education, the Arizona State Department of Vocational Education, and 

the taxpayers of Pima County (Pce, 1971). The Institutes served as the vehicle to 

ensure that the educators'/minorities' interpretation of the mission would be 

implemented in the new college. 

Pragmatic Education Views 

As was noted earlier, the community had great expectations for economic 

benefits from the college in terms of economic development and vocational training. 

In a survey it was found that at least one third of those questioned thought that the 

college should not duplicate coursework carried on by the university «Gudaitus, 

1964a, 1964b, 1964c, 1964d; "Study to begin," 1965; "If Tucson dawdles," 1965; 

"Junior college draws," 1965; "Junior college position," 1965; Kammin, 1966, 



66 

1967a, 1967b; Emerine, 1967). This group viewed education as training for practical 

skills. 

Pragmatic/Conservative: Traditional Am>roach to Education 

Four of the original fifteen administrative staff members disagreed with Oliver 

Laine on his educational ideas, and subsequently resigned. Their disenchantment was 

supported by the two Board members who represented the business community, and 

the more conservative elements in the community at large (Turner, 1969d). 

Dick Petrozzi described the attitudinal difference between the pragmatic view 

and the progressive view regarding the decision-making process: 

And you know, one of the big things that happened in the college is that when 
we started out we were a very innovative institution and we were a very 
student oriented Lrlstitution and there were some people in the community who 
thought we were too lax. They wanted an approach which prescribed things 
more definitely for students and that didn't, quote, "cater" so much to 
students' desires and that sort of thing. We tried to make learning attractive 
and things like that instead of just saying, "here it is, learn it," you know. 

Dissatisfaction 

Dissatisfaction with the direction that the college was taking began to emerge 

in the Board meetings, when the consultant from Michigan State University submitted 

the proposal for the Institute to the U.S. Department of Education, and it was 

accepted. The year-long Institute would clearly have a determining effect on the 

interpretation of the mission. Although the educational ideas put forth were 

applicable to occupational as well as transfer programs, some of the dispute centered 



around the ability to translate the untried principals into an adequate curriculum in 

time for the college to open. Another concern expressed by the Board members 

representing the business community, was that the ideas would be too costly to put 

into practice (furner, 1969d). 

Dissention Among Board Members 
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The three original Board members were solidly in support of Oliver Laine and 

his ideas. They were the educators, and the representative of the minority 

community. The two Board members representing the local business community were 

opposed to the direction the college was taking under Oliver Laine. Those staff 

members who were antagonistic towards Oliver Laine's ideas and governing style 

repeatedly went to the dissident Board members with their complaints. This resulted 

in a good deal of debate and rancor at the Board meetings. The President of the 

Beard (one of the educators) eventually resigned in order to bring about a truce 

among the members of the Board ("Effective Friday, II 1969; Montiel, 1969; Sears, 

1969d, 196ge; Turner, 1969f, 1969g). 

Forced Resignation of the President 

The debate over Oliver Laine's ideas spilled over into the press. When his 

contract came up for renewal in May, 1969, the two business community members of 

the Board refused to participate in the meeting to discuss the contract, but instead 

appeared at the public hearing that was held later. Three and a half hours of 
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emotional debate resulted in a three to two vote in favor of retaining Oliver Laine for 

another two years. However, the next day Oliver Laine submitted his resignation 

(Sears, 1969a, 1969b, 1969c; Turner, 1969c, 196ge; "Time for action," 1969). 

The educator/minority members of the Board of Governors had the political 

balance in their favor to be able to push through their interpretation of the mission. 

They gave full support to Oliver Laine and the 1iStitute which he planned with the aid 

of Robert Grant, acting as a consultant. The Institute was funded by a grant from the 

government, and would shape the college in ways that were viewed as radical by the 

business community and some members of the college administrative staff. Although 

the conservatives were beginning to gain power, the initial moves towards progressive 

education had already gained enough momentum to push through the more 

progressive selective interpretation of the mission. 

Despite being in the minority on the Board, the conservatives were able to 

create such an unpleasant environment, that Oliver Laine resigned. When the Board 

president resigned, the composition of the Board changed. The Board could hire a 

new president, but the Institute was already scheduled to begin in two months. 



PERIOD IV INSTITUTE 

COMMUNITY 
Actors: Business Community 

Period IV - The Institute 6/69 - 9170 

6/69 - 9nO 

COLLEGE 
AdministrationIFaculty 
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The conflict over the interpretation of the mission gained momentum in Period 

IV. The business community actors, who were dissatisfied, worked to elect members 

to the Board of Governors who were members of the business community and would 

uphold a more conservative viewpoint. A former state senator, addressing the Pima 

County Republican Club, urged that a member of the Board by appointed who was a 

"good, hard practical business person," rather than a professional educator (Pima 

college committee, 1969, May 28). The college actors were busily working to 

establish the college in accordance with a more liberal view of what the college 

mission should be. The themes for each side of the conflict over the interpretation of 

the mission are discussed. 

Themes 

The themes of the college side of the conflict were (1) to develop a working 

model for the college, this included the curriculum, organization, intercultural 

program, the establishment of advisory committees for each occupational area, and (2) 

the writing of the college philosophy or mission statement. The themes of the 



conservative position were (1) a change in the composition of the Board of 

Governors, and (2) dissent over the interpretation of the mission. 
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As a result of conflict with the Board and protests from the business 

community about the projected organization of the college the first president of the 

College resigned in June of 1969. Dr. Kenneth Harper, formerly with the Office of 

Volunteer Selection and Training (VISTA), was asked to serve as provost until t.l-te 

Board could select a president. Kenneth Harper then became the Institute director. 

At the same time, the chairman of the Board of Governors resigned, and a 

replacement was appointed by the County Superintendent of Schools. There were 

now only two of the original members on the Board, one minority member and one 

educator. There were numerous administrative problems due to the change in 

leadership, but in spite of the problems, the planners managed to get the Institute 

underway. 

Educators/Minorities: Develop a Working Model of the College 

The Federal grant awarded to the college in May, 1969, eighteen months prior 

to its opening, was for a one-year, pre-service institute to prepare faculty to teach in 

an innovative educational institution. The faculty and administration would construct 

all components of the college. 

While the year long Institute was in session, eighty additional faculty members 

were being hired. The Board of Governors, the Institute evaluators, and the college 
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administrators were convinced of the need for an additional Summer Institute for these 

new faculty members. This short-term session was intended to be a more intensive 

repeat of the year-long Institute. It would serve to integrate the new faculty into the 

total college community. Importantly, it would inform them of many policy and 

curriculum decisions already made by their pioneer colleagues and would prepare 

them to function within a setting of participatory democracy. 

The College once again submitted proposals to the Federal Department of 

Education, seeking additional funding assistance for the Summer Institute. However, 

only a portion of the request was awarded, the sum of $25,071. Instead of the 

original ten-week program, a one-month Summer Institute was designed for August, 

1970. 

The August Institute was the cap stone of the year long Institute. These 

Institutes became the basis fOf the innovative college. The purpose of August 

Institute was to encourage the professional, technical, and social development of the 

new faculty members and prepare them to teach in an innovative educational setting 

(pCC, 1971). This was really the culmination of the actions started in 1968 during 

Period ill, the Confrontation Period. 

The new faculty were socialized to the innovative, more liberal view of the 

college. Faculty members who had participated in the one-year Institute served as 

group leaders in the summer session. The new faculty were to be oriented to the 
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college philosophy of participatory democracy, an important part of the mission at this 

time. 

Juan Garcia described the Institute: 

The Institute was actually a grant from I think a Title Three, one of the 
titles at the time, that provided stipends to twenty-five or thirty individuals 
who would then - who would help plan the college, who would then stay on 
Board as either administrators or teachers ....... and came and became the 
planning group for what the curriculum would be like, what kind of policies 
would we have, what kind of mission we would have, what the philosophy of 
the school would be, what kinds of student activities would we have, what 
kinds of - just the whole, and planned it. 

There were four major components of the year-long Institute, 1. Curriculum 

development, 2. Group process, 3. The role of Pima College in the community, and 

4. Cultural-Vocational programs (pCC, 1971). The four components were an 

outgrowth of the educators/minorities interpretation of the mission. 

Educators/Minorities: Curriculum Development 

The overall goal of the curriculum development section of the Institute was to 

introduce the prospective faculty to alternative education strategies and methodologies. 

However, generally speaking, programs and courses took the shape of recognizable 

and traditional design. The fundamental reasoning for this was based on a number of 

realities. The "don system" and "8-pack" approach which had precipitated much of 

the earlier controversy about the College, was an extremely costly and difficult plan 

to implement. Of more importance, the "elitist" overtones of such an approach 

seemed inappropriate to the community college in the view of the Board of 



73 

Governors, the administration, and the Institute participants. Time was also a factor. 

The learning process had to be merged with the completion of the overall offering of 

a completed curriculum to the community. The curriculum was based on the concept 

of units or mini-courses as the basic construct across all programs (pCC, 1971). The 

curriculum that was developed fulfilled the college function as stated in the original 

mission statement. 

Educators/Minorities: Group Process Evolves Into Organization 

In order to create an effective climate for change in education, the organizers 

of the Institute wanted to ensure that the faculty would be willing to accept changing 

conditions and emerging needs. If they weren't involved in the decisions that affected 

them there would be resistance. Therefore the Institute planners felt that participants 

would respond to a democratic involvement in the decision-making process (pCC, 

1971). It was hoped that such involvement could be escalated throughout the year, 

developing into a standard operating procedure at the College. Implementation of 

new ideas and changes in plans and directions would be based on evaluations and 

group determinations, and thus could be more readily accomplished (pCC, 1971). 

In order to accomplish this goal, participants were provided with a variety of 

experiences and course work in group process and problem-solving methods. These 

sessions were aimed toward helping participants understand the group process as it 

related to the Pima College philosophy (pCC, 1971). A coordinating council was 
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created so that various members of the faculty and staff could bring problems and 

concerns to the council which would in tum either solve those problems or re-channel 

them to individuals who could assist in their solutions (pCC, 1971). The group 

process was to assist in fulfilling the mission by creating a model democratic society. 

Educators/Minorities: Admissions and Grading Policies 

In keeping with the mission, the determination was made to have a completely 

"open door" admission policy. A grading policy was adopted which eliminated any 

grade below a C in order to allow students to make "changes in goals without punitive 

repercussions" (pCC, 1971). Although the open door was stated in the statement of 

philosophy and purposes, the grading policy is an example of selective interpretation. 

It is questionable whether grades below a "C" demonstrate satisfactory performance, 

as stipulated in the original mission statement. 

Educators/Minorities: Advising 

All faculty were to serve in an advisory capacity to students. Thus, each 

student was to be individually advised about programs and appropriate course and 

sequence by instructors who were knowledgeable in particular areas of study. This 

was bolstering the original stated mission. 
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Educators/Minorities: 

Intercultural Program or the Role of the College in the Community 

In order to develop awareness and appreciation of "differences which stem 

from differing backgrounds" and to encourage pride in individual heritage, as stated 

in the mission statement, participants regularly met with many different community 

segments and organizations throughout the year. A number of constituents visited the 

temporary college home, and the prospective faculty made many trips to meet with 

various groups and individuals from barrios, Indian reservations, and ghettos, as well 

as from all other sections of the community. After these presentations, the 

participants shared their own experiences in small groups. Group process techniques, 

discussions, and classes in Spanish were used to enhance the learning experience 

(pCC, 1971). 

Efforts were made to procure minority group staff members and there were 

continued attempts to develop curricula and procedures to meet the needs of minority 

youth as well as Anglo youth. Advisory groups were developed within the minorities 

(pCC, 1971). 

Educators/Minorities: Intercultural Committee 

One major value repeatedly shared and discussed during the Institutes centered 

on the integration of a faculty representing all ethnic groups. Since a relatively large 
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percentage of ethnic minority students were expected by the College, mere 

desegregation of faculty would not serve as a satisfactory model. 

The participants in the Institute felt it was necessary to concentrate on 

eliminating all real or imagined barriers between all persons. Interculturalness 

became a very important part of the mission of the institution, although it had not 

been a part of the first mission written by the Board. When speaking with Dick 

Petrozzi on the influence of tlte Institute on the mission, he indicated that this idea 

was not one that was universally accepted by the community: 

But to answer your question very specifically, the philosophy and the 
mission was established at that point in time. The philosophy became one of 
interculturalness, another strong facet that challenged some of the local 
community about, "What's this idea, you mean you're going to give 
preferential treatment to women and to minorities in hiring? Where's the 
equity and meritocracy of all the system. People should be hired because they 
had the credentials and the degree, not because they are of a certain skin color 
or of a certain sex. n But there was a very strong mood there in the Institute 
towards the interculturalness. The fact that the community [Le. the faculty] 
here reflects that community and that there should be role models on all levels 
of the staff, whether instructional or service support or administrative that 
would reflect what the community is comprised of, that was one of the major 
tenants of philosophy there. 

Stress was placed on the idea of sensitivity to all students, ethnic minorities, 

and other citizens i.'1 the community who might otherwise be disenfranchised from 

higher educational opportunities. In order to ensure that a cultural balance was 

maintained and that those hired possessed a sensitivity to the diverse cultures of the 

area, an Intercultural Committee was established. The Committee was composed of 
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representatives of the various cultures in Pima County who were part of the 

institution. All appointments had to have the approval of the Intercultural Committee. 

By this means, the College was very successful in obtaining minority faculty members 

(about 35 per cent) (pCC, 1971). The emphasis on cultural diversity was an example 

of selective interpretation of the mission. There was no mention of cultural diversity 

or minority representation in the original mission statement of the college. This 

emphasis developed prior to Federally mandated affirmative action and was an 

outgrowth of the alliance between the educators and the minorities. 

Vocational Programs 

The College's involvement in the community stressed both the cultural and 

vocational links with the community and business leaders. Awareness of community 

occupational needs as well as cultural concerns were examined (PCC, 1971). Institute 

participants spoke of the need for "dignifying" career or occupational education. The 

Board of Governors, the administration, and the faculty were dedicated to the concept 

of providing a meaningful and productive career choice to every student at Pima 

College (pCC, 1971). In order to facilitate this process, advisory committees were 

established for each occupational area. The vocational links with the community fell 

well within the original mandate of the college mission. 
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Pima College Philosophy - Becomes the Mission Statement 

The Institute participants also developed the Pima College philosophy, which 

served as the mission statement of the college for approximately eight years. The 

following is a quote from The Final Re.port of the Pima College Faculty Development 

Institutes (pCC, 1971). 

National policy has emphasized that the problems of an ever
changing, technically oriented society require that our educational 
system provide universal opportunity for post-secondary education for 
all citizens. This concept is being implemented nationally by the 
community colleges in various forms. Pima College, as a 
comprehensive community college, is dedicated to this concept. 

Pima College is a public institution where the student is taken 
"where he is" and exposed to highly diverse educational processes that 
will enable him to develop himself to the limits of his capabilities and 
desires. In welcoming any and all students who wish to pursue this 
goal, the College is fully aware of the heterogeneous nature of its 
current and prospective student body, the complex mix of expectations, 
and the diverse objectives involved. 

The proper functioning of a democratic society and the well
being of the individual depend on his opportunity to develop his 
abilities in accordance with his own chosen goals. To achieve this end, 
education should be designed as a continuous process which develops a 
man's awareness of both himself and his environment and prepares him 
to function more effectively in a highly complex society. 

The following statement of philosophy first appeared in the 1970-71 catalog. 

Pima College Philosophy 

The proper functioning of a democratic society and the well-being of 
the individual depend on his opportunity to develop his abilities in accordance 
with his own chosen goals. To achieve this end, Pima College believes 
education should be designed as a continuous process which develops a man's 
awareness both of himself and his environment and, thus, prepares him to 
function more effectively in a highly complex society. 



Each individual in the Pima College community is encouraged to take 
pride in his own heritage and at the same time to develop awareness and 
appreciation of differences which stem from differing backgrounds. 

79 

An institution committed to these ends attempts to create an atmosphere 
rich in a diversity of subject matter, materials and educational approaches. In 
accepting the principle of continuous and open evaluation of all activities, the 
College will encourage all participants to make free, intelligent and responsible 
choices from a wide range of alternatives. 

Goals 

Pima College provides an open door to educational opportunity. It is 
more interested in what a student is ready to do than in what he has done. 
Seriousness of purpose and the ability to profit from selected instruction are 
the most important qualifications for enrollment. 

Functions 

Arizona State law defines a junior college as an "educational institution 
which provides a program not exceeding two years training in the arts, 
sciences and humanities beyond the twelfth grade of the public or private high 
school curriculum or vocation education, including terminal courses of 
technical or vocational nature and courses beyond the basic educa.tion courses 
for adults. " 

Operating within this definition, Pima College declares its functions to 
include: 

1. General education designed to increase the individual's awareness of 
man's knowledge and his capacity for intelligent and responsible 
participation in society. 

2. Educational programs of varying length to prepare students for useful 
and satisfying vocations with emphasis on community needs. 

3. Two years of lower division collegiate work to enable students to 
progress smoothly into upper division work at the universities. 



4. Continuing education courses to satisfy the vocational and avocational 
aspirations of those young people and adults who are interested in 
attending evening classes. 
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5. A professional staff responsive to the needs of individuals for assistance 
in career guidance, academic work, and personal counseling. 

6. Community services related to specific needs including cultural, 
recreational and general interest programs. 

The goals and functions were basically those written by the first Board in 1967, with 

little changes in wording and emphasis, with the exception of the addition of a 

professional staff added to the goal dealing with guidance. The Pima College 

Philosophy was totally new and was developed during the Institute. The philosophy 

stressed preparation of the individual for functioning in a democratic society, and 

cultural awareness and diversity. To emphasize the importance of the cultural 

heritage of the community, the statement of philosophy also appeared in Spanish on 

the first page. The educators and minorities gained enough power to see their vision 

of the mission formalized into the philosophy statement of the college. They wanted 

a commitment to development of the individual, appreciation of cultural diversity and 

a variety of educational approaches. They desired to educate citizens for participation 

in a democratic society. in keeping with the times, the statement was couched in 

sexist language, but this was remedied at a later date. 

The Institute had a great deal to do with the shaping of the college. Juan 

Garcia spoke about the influence of the Institute on the college: 



... It molded it, curriculum, philosophy, rules, procedures, kind of the 
beginnings of the codification manuals, personnel manuals, policy manuals, 
and so on like that. 

Conservative/Pragmatic: Change in Composition of the Board 

The five founding Board members were appointed by the County School 
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Superintendent, and were solidly behind the advanced educational ideas of the college. 

Two of the original members did not seek reelection in 1967. Their elected 

replacements were much more conservative and were in opposition to the progressive 

educational ideas that were fostered by the first college president, Oliver Laine, which 

carried over into the Institute. This opposition eventually led to the resignation of 

Oliver Laine. The progressives on the Board still had a majority of three. When the 

dispute erupted over Oliver Laine, the chairman of the Board resigned in 1969, in 

order to avert a recall of the total Board. A fourth founding member resigned in 

1970, leaving only one of the original founding members on the Board to fully 

support the progressive educational ideals. 

Dissent Over Interpretation of the Mission 

The vocational faculty visited community business counterparts in their various 

discipline areas, in order to make contact with representatives of these organizations. 

The purpose of this contact was to seek potential training situations and employment 

possibilities for Pima College graduates. Advisory committees, made up of persons 

in the community, helped in making contacts with bUSL'1ess org~"1izations and 
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determining overall curriculum and equipment needs. Despite these efforts, there was 

a growing concern that the hoped for emphasis on occupational education was not 

going to materialize. This conflict extended to the Institute participants. The 

occupational sector felt that they were being treated as inferiors. 

Juan Garcia described the atmosphere of the Institute, which reproduced 

among the faculty the conflict between the pragmatic view of the business community, 

and the progressive educational views of the college administration and participants in 

the Institute: 

And then the Institute came on board and by time that we - there was during 
the Institute perhaps among other kinds of differences of opinion that even got 
into riffs between the liberal arts and the vocational education. A very 
standard kind of script, there was a person who was brought on board, ... who 
set it up (a group who was very much into, and very professional) in 
occupational-vocational education. And then there were others who came on 
board who were looking at - if you look at the milieu of the seventies, the 
counter-culture and all the rest of that, were looking at human potential 
movement, personal growth, do your own thing kind of philosophy that was 
prevalent at the time. take a person where he is to where he wants to go, 
openness, and there was the butting of the heads between those two 
philosophies. There's room for both in my opinion, depending on - because 
you have different individuals who want to learn in different ways. 

These differences were worked through among the faculty during the Institute, so that 

by the time Pima college opened there was full collegial rapport among the faculty 

(pee, 1971). 
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Summary 

Period IV was the action phase that set the stage for the situation that plagued 

the college for the next twenty years. The college faculty and administration (with 

the support of the progressive educators and the minority members of the Board), and 

grants received from the federal government, were able to interpret the mission in 

keeping with their ideals. The participants of the Institute designed and shaped the 

mission of the college along the lines of the human potential ideal that was prevalent 

in the late 1960s and early 1970s. Although the curriculum was planned around 

interdisciplinary ideals to some extent, in practice it became much more conventional, 

largely in response to having to interface with outside agencies and other educational 

institutions. The curriculum had a much stronger emphasis on academics than the 

original plans for the college had called for, largely due to the gathering of avant 

garde educators and academics who were hired to participate in the Institute. The 

mission was selectively interpreted to place a greater emphasis on the liberal arts 

curriculum. 

The organizational structure was designed to enhance participatory decision-making 

processes and collegiality. There were no department heads, but rather discipline 

coordinators. Disciplines were group~ into interdisciplinary instructional areas. 

Intercultural relations were stressed and emphasis was placed on minority 



representation on the faculty and among staff members. The balance of minority 

representation was assured through the actions of the Intercultural Committee. 
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The democratic organizational structure and the emphasis on cultural diversity 

were two new areas of emphasis in the mission. The democratic organizational 

structure was designed as part of the educational process to prepare citizens for 

participation in a democratic society. While cuitural diversity was an end in itself, it 

also contributed to the educational process. The educators wanted to educate the 

whole person, not just merely produce a trained workforce. This is what led to the 

misunderstandings and conflict between the academicians of the college and the 

business community. The conservative elements in the community were also 

concerned about the bilingual program. A quote from the Board Minutes (taped in 

June, 1970) illustrates this concern. The quote is a question from the audience. 

"They won't learn to speak English as long they can speak the mother tongue." The 

Bilingual program was established in 1970, with funding from the Federal 

government. The bilingual program courses were taught in English with assistance in 

another language, in most cases Spanish. Students not limited in their English 

proficiency could increase their proficiency in another language (mainly Spanish) in 

certain subject matter areas such as business, secretarial studies, or psychology. By 

taking these courses, students could gain a better understanding of other cultures. 

The original publicity for the college had primarily emphasized vocational training 
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and the Institute changed that emphasis. Therefore, there was growing dissatisfaction 

with the way the college was being organized and the interpretation of the mission. 

This resulted in a change in the composition of the Board. 

PERIOD V FIRST YEARS 9no-sn2 

COMMUNITY COLLEGE 
Actors: Business Community AdministrationIFaculty/Students 

Period V - First Years 9/1970 - 5/1972 

The educational experiment based on participatory democracy finally took 

shape. Awareness of cultural diversity was further strengthened with the 

establishment of a bilingual program. The organizational structure proved to be too 

ambiguous however and towards the end of the period there was a shift in power. 

The conservative view eventually became dominant due to a change in the 

composition of the Board of Governors which would lead to a more conventional 

interpretation of the mission. 

Themes 

The College instituted a decision process based on participatory democracy for 

the entire college. A bilingual program was developed, reinforcing the intercultural 

emphasis. The students became actors in the selective interpretation of the mission 

with their power of choice over what curriculum they wanted to follow. 
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The conservatives on the Board viewed the collegial atmosphere as an 

ambiguous organizational structure. They felt that there was a lack of emphasis on 

vocational programs, and there was a lack of good fiscal policy. The conservative 

views prevailed and forced the resignation of the progressive president. The 

participatory governance also led to a lack of clarity of the roles of the Board and the 

administration. 

The College opened in the fall of 1970, with an initial enrollment of 3,728, 

using an airplane hangar as a temporary facility until the main campus was ready. In 

that first year, with the aid of Federal grants, tutorial and bilingual programs were 

developed in an effort to serve the total constituency, bolstering the interpretation of 

the mission of cultural diversity. 

Under Kenneth Harper the faculty were dedicated to the innovative 

interpretation of the mission of the college and were willing to try new approaches to 

education. Although the morale was good, there was a feeling throughout the college 

that more positive leadership was needed. It was felt that responsibility and authority 

were not clearly established in many aspects of the operations of the college (pCC, 

1971). 

Curriculum 

The college opened with an approximately equal emphasis on transfer, 

occupational, and developmental services. However, a majority of the administrative 
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staff came from academic backgrounds. In 1971, the only experienced vocational and 

technical. educator in the organization at an administrative level was the Dean of 

occupations, and he was in a staff, not a line position. By June of 1972, 66 

percent of the FTSE (Full Time Student Equivalent) was generated by the Divisions 

of Humanities/Performing Arts, Communications, Computer Science/Math, and 

Behavioral. Sciences (pCC, 1971). This was due to the choices made by the student 

body. They were, in effect, selectively interpreting the mission in their curricular 

preferences. 

The seeming lack of emphasis on vocational education caused dissatisfaction Ltt 

the community over the perceived interpretation of the mission. The college had 

originally been presented to the community with the idea that the emphasis would be 

on technical. (pragmatic) education. The conservative elements in the community did 

not perceive that progressive education and occupational education could be 

combined. The change in emphasis in mission from a technical. school to an equal. 

emphasis on college transfer could be attributed to the influence of the Institute. Juan 

Garcia discussed the views of the community on this emphasis: 

You have to realize that the college was sold to the tax payers here by 
the fact that it would fulfill the void in occupation and vocation. The 
committee that was formed sold it and they used the Jaycees and various other 
groups here, local. groups, to go out and sell the idea to the community that 
they would be voting for it on the premise that this is going to be a technical. 
school, and the Institute changed that. That's the dramatic impact of the 
Institute. And there - as a result of that of the change there came on a lot of 
circumspects about, "they're sitting on the floor over there," you know, 
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"doing touchy-feely kind of stuff," and "they're not really," you know, "who's 
going to provide us the knowledgeable and trained automotive technicians, 
who's going to provide these things that we need in this community?" 
"They're too busy over trying to see if they feel good. n 

The dissention in the community led to an abortive attempt to recall one of the 

members of the Board of Governors. The recall move was instigated by a local 

business woman who felt that the college failed to provide enough trade courses. 

Dick Petrozzi told how the conflict developed: 

There was one person who led the charge about this, and thought that 
the community had been sold a bill of goods and it was (local business 
woman). She led the charge against "what's all this human potential, human 
growth movement, what's going on here?" "I thought we were going to get 
trained persons that were going to be able to help us fix things," proforma at 
that level, at that specialist, technical level, the paraprofessional level. "We 
need nurse aids in hospitals, we need these people that would feed directly into 
that. " 

Administrative Organization and Structure 

Under Kenneth Harper the administrative organization and structure of Pima 

College was unusual in the degree to which it sought to implement group involvement 

in institutional decision making. According to the Pima College Faculty handbook of 

1970, the college deliberately avoided a conventional academic organizational system 

and instead, substituted a framework designed to permit a high degree of iI,dividual 

participation in decision making. Therefore, there was no organizational chart 

available for these years. The organizational structure of the Pima College sought to 

coordinate the application of information with college objectives by emphasizing 
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group process management. The college was operated through a series of 

interlocking decision centers. The decision centers represented clusters of activity 

related to common purposes or processes, these ranged from institutional decision 

centers (instructional divisions) to the Governing Board of the college. In its effort to 

become an "open institution," there was an emphasis on allowing full opportunity for 

the participation of all persons concerned with the college's decision making. Both 

students and faculty members were included as members of decision making bodies 

(pCC, 1971). To an outside observer it appeared that Pima College was less 

concerned with the "nuts and bolts" operation and the merits of the decision being 

made, than with the process by which decisions were reached (pCC, 1971). This 

organizational structure was a selective interpretation of the mission, to educate for a 

democratic society. 

The organizational structure was not well understood within or outside the 

college. Some individuals involved suggested that the structure was generating 

ambiguity regarding accountability and promoted unnecessary delays in reaching 

decisions (pCC, 1971). Members of the Board of Governors were concerned that 

there were no clear lines of authority. This was reiterated in the Minutes of the 

Board of Governors May 13, 1970: 

Starting something brand new like this requires a different set of rules 
of living. It may very well be that the college cannot get off and running 
without the intimate involvement perhaps of the Board and perhaps some of 
these committees, but generally speaking, it is my feeling that it would be a 
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terrible mistake if we started this that we would continue it. I think that as 
democratic and participative as the President may wish to make his staff and 
the students, the fact remains that he is the President and he is held responsible 
for the administration and we are the Board. Like it or not, we are being held 
responsible for policy, so regardless of how you cut the mustard, that area of 
responsibility is very clear as far as our public accountability for these 
resources are concerned. 

The Board member went on to say that some members of the staff were 

circumventing the president and contacting the Board in order to accomplish their 

desires. He felt that this was a dangerous precedent. This practice, however, 

continued for the next twenty years. 

Articles appeared in the local papers about the continually changing 

organizational charts, and the difficulty experienced by faculty in getting needed 

equipment for classes (Turner, 1971). The new college was also plagued by financial 

difficulties. In its first year of operation the bookstore suffered losses of $5,472, due 

partly to the purchase of books which became obsolete and did not sell (panitch, 

1971). 

The combination of dissatisfaction over the community's perception of the 

interpretation of the mission, the unorthodox organizational structure, and financial 

mismanagement led to the forced resignation of Kenneth Harper. In its second year 

of operation the college experienced the selection of a third president, Dr. Irwin L. 

Spector. Because of the early involvement by the Board in the day-to-day operations 

of the college, no clear differentiation between the roles of the Board and the 
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administration existed. This was a problem that continued to plague the college into 

1990 (pCC, 1971). 

Summary 

In Period V the college began full operation at temporary quarters in hangars 

at the airport until they could take possession of their new campus. The 

administration and the faculty were able to implement their interpretation of the 

mission, which had been formalized in the statement of philosophy, by instituting 

participatory governance and the establishment of a bilingual education program. The 

idealism and enthusiasm for their mission carried over from the Institute, however the 

ideal of participatory democracy became confusing to those not experienced in 

collegiality. The decision process seemed to cumbersome and chaotic and tipped the 

scales in favor of the conservative side of the Board. The blurred lines of authority 

under the open decision-making structure also resulted in a lack of clarity in the roles 

of the Board and the President. This eventually led to more difficulties with the 

Board in later years. The business community gained control of the Board and used 

the President's fiscal ineptness as an excuse to force him to resign and to bring in a 

more authoritarian president. In its second year of operation the college had its third 

president. 
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PERIOD VI CONSERVATIVE SHIFT 6n2 - 6/87 

BOARD OF GOVERNORS 
Actors: Business Community 

Special Interests 

COLLEGE 
AdministrationIFaculty 

Students 

Period VI - Conservative Shift 6/1972 - 6/1987 

Under the dominance of a more conservative Board and the new president, 

Irwin Spector, there was a gradual diminishing in the progressive interpretation of the 

mission. There were several changes in the formal mission statement during these 

years. Members of the college faculty then began to seek out candidates for the 

Board to enforce their interpretations of the mission. This resulted in an escalation of 

conflict in the Board. 

Themes 

The theme of the Board seemed to be that of hiring presidents who would do 

what they wanted, in an attempt to interpret the mission of the college in a more 

conservative manner. The first president (Irwin Spector) hired under the conservative 

power shift had a more authoritarian style of governance and was more interested in 

the business side of the college. His authoritarian style, in addition to antagonizing 

the faculty, eventually antagonized the Board. The second president to be hired under 

this theme (James Manilla) lasted longer than any of the others because, unlike his 

predecessor, he resisted antagonizing the Board. However he was accused of not 
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being responsive enough to faculty concerns and ultimately went the way of his 

predecessors. The last president in this period (Diego Navarrette) was perceived to 

be an amiable man who would do the bidding of the Board, but as we shall see in 

Period Vll, when the Board determined that this was not the case, they got rid of him 

after only one year in office. 

Members of the college faculty discovered the political power of the Board and 

went out into the community and promoted candidates to run for the Board of 

Governors that would espouse their cause. 

Administration 

This period began in 1972 with the selection of Dr. Irwin L. Spector as 

president of the college. Under Spector the administrative structure of the college 

was organized along more conventional lines (see Figure 2). The instructional 

divisions were reorganized along with a committee and task force structure designed 

to allow faculty and students to still be involved in the governance of the institution. 

However, in looking at the organizational chart one should note that all lines of 

authority resided in the Office of the President, and faculty and students felt shut out 

of the decision making process. 
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Dick Petrozzi made the following observance: 

And then we got Irwin Spector, now he was really sort of (if you'll 
pardon my own personal response to this) sort of inflicted on us to shape us 
up. Because he was a dollars and cents style person. And unfortunately one 
of the things that happened is that Kenneth Harper, who was a great 
administrator from the standpoint of institutional morale and cooperation and 
vision and all of those things which we consider very important, was (I 
wouldn't say negligent) but maybe not diligent enough about keeping financial 
records and so that was the excuse that was used (and it was appropriate 
because something had to be done about that). But anyway that was the 
opening for getting somebody in here who was an authoritarian administrator 
and who made this into a very conventional kind of place. So we went 
through this pendulum swing and we've been sort of going back and forth 
since. 

Irwin Spector was extremely unpopular with the faculty. He was accused in 

the newspaper accounts of having a "divide and conquer" strategy aimed at preventing 

the build up of power bases among faculty and administrators ("Controversial 

Spector," 1977)." The position of Dean of the West Campus, for instance, was 

filled six times in four years. It was a joke at the time, "if you're on the way up, 

you're on the way out." One instructor was quoted as saying, "If you keep moving 

the puzzle parts, no one can put it together - No one can get any power 

("Co~troversial Spector," 1977)." 

The college expanded greatly in size under Spector's presidency. He 

established a separate "vocational" campus (the Downtown Campus) and hired a 

specialist to develop and expand the community service courses, so that within a short 

time the college had doubled in size. Under his regime occupational and general 
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interest areas of the mission received much more emphasis. This interpretation of the 

mission was more in keeping with the early desires of the business community. 

There was resentment on the part of the faculty of the West Campus. Irwin 

Spector would not allow transfers by the academic faculty to the Downtown Campus. 

They had to put in their applications along with all those from outside of the system. 

The establishment of the new campus also set in motion competition for resources by 

the various campuses. The atmosphere of collegiality was diminished. 

In June of 1978, after an election of new Board members, which included two 

new members representing the educators and one new member representing the 

minorities. The three new members had the majority and asked Irwin Spector to 

resign. After a year long search, James Manilla was hired (1979) and served for 

eight years. Although his administration was a change from the iron fisted rule of 

Irwin Spector, he continued in the conventional direction set by the Board and the 

original mission continued to be attenuated. James Manilla accepted blame for set-

backs the college experienced, such as the failure of a bond election in 1984, or lack 

of increase in enrollment. Towards the end of his regime, all difficulties that the 

college experienced were blamed on him. Victor Davis, an administrator in the 

central office, explained the situation at the end of James Manilla's term as president. 

When I first came here especially, the outgoing president was the classic 
example of a garbage can because when he was going out they threw 
everything at - everything got blamed on him, all problems and faults of the 
of the college. 
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The Board gradually began to take a more active role in the day to day 

operations of the college. The Board members increasingly represented special 

interests (or their own interests) rather than the public at large. In April, 1987 the 

Board appointed a long term veteran of Pima as interim president. He had been with 

the college since it first started. In February of 1988 the Board voted to scrap plans 

for a national search and handed him the job uncontested and he became the fifth 

President. Newspaper accounts of his administration were glowing. The Board no 

longer represented the business community, there was a minority representative, two 

educators, a conservative lawyer and a conservative business man. The Board 

members attempted to push through special projects that would change the 

interpretation of the mission. 

Curriculum 

In the first two years of operation of the college, the majority of the students 

were attending exploratory or university transfer programs. The trend changed during 

the 1973-74 academic year, so that by 1975, students were leaning more toward 

occupational or career type studies (pCC, 1975). This trend, which was true of 

community colleges across the nation, continued at Pima. The college reported that 

during the spring semester of 1980, of the 22,921 students enrollro, the largest 

numbers, 9,676, were enrolled in occupational courses (pCC, 1980). By 1985 the 

college reported that 43 percent of the students were enrolled in progra.'11s for direct 



98 

employment, and 26 percent were enrolled in university transfer programs. The 

students had an impact on the emphasis and implementation of the mission by their 

selection of courses. In 1990 there was an approximately equal mix of occupational, 

university transfer and general interest or community service courses. 

One part of the mission that diminished during Period VI was Cultural 

Diversity. In early college catalogues stress was placed on the Cultural Diversity 

Committee, then in the academic year, 1973/74, after the arrival of Irwin Spector, it 

disappeared. Oliver Brown, and English instructor spoke of the disappearance: 

Under Spector, I remember we had the task force, multicultural task 
force at the time. It was pretty well dropped out of the administrative - it 
was confrontive, the minority that were on board and the administration, it 
was confrontational, it was an uphill battle. I will say that he was not aware 
of and concerned about minorities, but it wasn't given the same level of 
importance that it had before a.'ld it has now. 

The general/exploratory studies program was another part of the early mission 

that also seemed to gradually diminish, and disappeared from the catalog by the 

academic year, 1975/76. Dick Petrozzi had an interesting perspective on this 

circumstance. 

I think what happened is that we were really sort of ahead of -- when 
we started out we had a reputation for being a very innovative college and we 
were probably ahead of the rest of the country. We were doing things that the 
rest of the country was only talking about with cultural diversity, with general 
studies and things like that. And then we had a lot of that just sort of pull 
back, you know, pull back from it as part of this externally imposed 
discipline. A lot of that was just sort of shoved into the background. 
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With a conservative Board and an authoritarian/unresponsive administration, 

members of the faculty continued seeking candidates in the community to get elected 

to the Board of Governors and counteract the conservative Board members, overturn 

the administration and further their causes. The faculty succeeded towards the end of 

this period in getting candidates on the Board to get rid of James Manilla, because 

they felt he was not responsive enough to their desires. 

Juan Garcia explained how this strategy manifested: 

I've said it that there are too many people with their own hidden 
agendas, who go out and either bring on board members who have their own 
axes to grind, - that's what I was talking about - some Board members that 
were brought on by a group, primarily because they said, "We want a Board 
member that's going to be able to stand up to James Manilla." So they go out 
and they bring somebody on. Or, "We want a Board member that is going to 
counteract another Board member that we don't like." That was the 
(Smith/Jones issue. Some faculty members went out and got somebody cause 
they didn't like Mrs. (Jones), right or wrong, whatever the reasons were, so 
brought on (Jane Smith) .... And you can't say that it won't be a coalition of 
writing, welders, machine tool technology and computer science people. 

Changes in the Mission Statement 

In the 1975-76 catalog, written under Irwin Spector, a mission statement 

appeared that was written in nonsexist language. Kay Graham, a member of the 

administration who had been with the college since 1972 spoke about the position of 

women at Pima . 

... . we had very few women in the administration, yet the strength and the 
leadership has come from female faculty, and still is to this day, still is to this 
day. And the irony is, there was always large representation of women, so 
you know it surprises me then on the language, but then again that might be 
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the culture of the time, but I'm sure that any women -- if you talk to the ones 
from the very beginning, the women administrators will probably tell you that 
there was definitely a difference in the way they were treated, but I don't 
know aqout female faculty, the ones we've had for twenty years, and have 
been here forever. They're stillllIe leaders today, you know, and so if they 
were hired then that meant they were strong then and they are still strong 
today. 

The 1975-76 mission statement also included a statement of institutional goals. 

Pima College Philosophy 

The proper functioning of a democratic society and the well-being of 
individuals depend on the opportunity to develop their abilities in accordance 
with their own chosen goals. To achieve this end, Pima College believes 
education should be designed as a continuous process which develops the 
individual's awareness both of themselves and their environment and, thus 
prepares them to function more effectively in a highly complex society. 

All individuals in the college community are encouraged to take pride 
in their own heritage and at the same time, to develop awareness and 
appreciation of differences which stem from differing backgrounds. 

An institution committed to these ends attempts to create an atmosphere 
rich in a diversity of subject matter, materials and educational approaches. In 
accepting the principle of continuous and open evaluation of all activities, the 
college encourages all participants to make free, intelligent and responsible 
choices from a wide range of alternatives. 

Functions 

Arizona State law defines a community college as an "education 
institution which provides a program not exceeding two years training in the 
arts, sciences and humanities beyond the twelfth grade of the public or private 
high school curriculum or vocation education, including terminal courses of 
technical or vocational nature and courses beyond the basic education courses 
for adults. " 

Bringing its philosophical approach to bear on the State of Arizona's 
definition of its mis!iior:, Pii.i.a Community College has declared its functions 
to include: General education designed to increase the individual's awareness 
of knowledge and his/her capacity for awareness of knowledge and his/her 
capacity for intelligent and responsible participation in society. 
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Education programs of varying lengths prepare students for and 
satisfying vocations with emphasis on community needs. Two years of lower 
division collegiate work to enable students to progress smoothly into upper 
division work at universities. Continuing education courses to satisfy the 
vocational and avocational aspirations of young people and adults interested in 
attending evening classes. 

A professional staff responsive to the needs of individuals for assistance 
in career guidance, academic work and personal counseling. Community 
services related to specific needs including cultural, recreational and general 
interest programs. 

Statement of Institutional Goals 

* To provide educational opportunities that facilitate human and personal 
development; 

* Provide an environment that promotes independent thinking and effective 
communication; 

* Prepare students for entry into and appreciation of actual careers; 

* Develop an instructional program that accommodates individual differences 
in learning rates, aptitudes, prior knowledge, etc.; 

* Engender in each student a concern for excellence and a desire for 
continuous learning; 

* Utilize the total community as a laboratory for learning; 

* Contribute to the educational, social and cultural development of Pima 
County; 

* Institute an organizational concept of defining outcomes, differentiating 
processes, and evaluating results for all undertakings; 

* And provide for continuous college evaluation. 

There is another difference besides the removal of the sexist language, the 

original goals statement has been greatly expanded from the one of 1970 listed below. 
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Goals 

Pima College provides an open door to educational opportunity. It is 
more interested in what a student is ready to do than in what he has done. 
Seriousness of purpose and the ability to profit from selected instruction are 
the most important qualifications for enrollment. 

The new statement was basically an expansion of the one written in 1970. Although 

specific mention of the "open door" was no longer present, the statement of 

institutional goals listed specific functions that would facilitate an "open door" policy. 

The statement "develop an instructional program," reflected the increasing demands 

placed upon the community college for remedial work in order to accommodate the 

"open door" policy. The addition of the statements, "to prepare students for entry 

into and appreciation of actual careers," and "utilize the total community as a 

laboratory for learning," gave more emphasis to occupational education. 

The statement "institute an organizational concept of defining outcomes, 

differentiating processes, and evaluating results for all undertakings," was making an 

institutional and organizational statement of the last sentence in the statement of 

philosophy that referred to the principle of continuous and open evaluation of all 

activities. This statement reflected the conservatives' concern over the organizational 

structure of the college and allowed for evaluation of programs as part of the mission. 

Irwin Spector was brought in because of his organizational skills and to counteract the 

openness developed by the Institute. In the statement appearing in 1978179 (written at 

the end of Spector's tenure as president), there was another slight change. The 
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second statement of institutional goals read, "develop an environment that promotes 

independent thinking and effective communication," rather than "provide an 

environment, .... " Developing an environment seems to lead more towards selective 

interpretation than actually providing an environment. 

The mission statement that appeared in 1982/83 was rewritten under James 

Manilla to include a formal statement of "mission," along with the "philosophy" and 

"goals. " 

Philosophy 

The proper functioning of a democratic society and the well-being of 
individuals depend on the opportunity for individuals to develop their human 
potential in accordance with their chosen goals. To achieve this end, Pima 
Community College believes education should be designed as a lifelong 
process, developing an awareness in individuals, both of themselves and their 
environment, and thus preparing them to function more effectively in a highly 
complex society. 

The College encourages all individuals to take pride in their own 
heritage and, at the same time, to develop an awareness and appreciation of 
differences which come from diverse backgrounds. 

The College supports the continuous evaluation of all activities to 
improve its services to the community and to increase awareness of 
accountability in all its participants. 

This was basically a rephrasing of the old statement of philosophy. 

Mission 

Within its legislated definition, the mission of Pima Community 
College is to provide an atmosphere which is responsive to individual 
differences and rich in a multiplicity of subject matter, materials, and 
instructional approaches to assist all participants in making free and intelligent 
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educational, social, and cultural development of Pima County. 
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The "Mission" shortened the old section that used to contain the quote of the 

Arizona State statute referring to community colleges. The "goals" statement was 

also rewritten and expanded and a new section was added, "operational goals." 

The goals derived from the mission statement build upon the concepts of the 
College's transfer and general education function, the occupational function, 
the developmental support function, the special interest function, the 
community services function, and the overall function to promote quality in all 
programs. 

* 

* 

* 

* 

* 

* 

* 

To include general education in all programs to enhance the capacity 
for personal enrichment, and for intelligent and responsible 
participation in society. 

To prepare students to progress smoothly into upper division work at 
colleges and universities. 

To assist all students in the exploration of alternatives and the 
establishment of career and educational goals. 

To prepare students for employment and advancement within their 
chosen careers. 

To provide special opportunities for students who need to bring their 
academic skills up to an adequate level. 

To offer continuing education to serve both occupational and 
avocational interests. 

To provide community services related to specific community needs, 
including cultural, recreational, general interest offerings. 
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* To provide educational opportunities to assist all students in developing 
their highest academic potential. 

The statements referring to providing for academic skill improvements for students 

and provide educational opportunities in developing their highest academic potential 

were new to the mission statement, although not a new idea or emphasis, just a 

rephrasing of the old student development ideal, placing the emphasis on academic 

potential, rather than human potential, and reflecting the need for remedial or 

"developmental" preparation of students in order to benefit from college level 

instruction. Sally Patrick, who had been with Pima since it first opened, spoke about 

the evolution of the developmental programs. 

-- when the college first started everybody was just kind of there. You'd come 
in and then you'd sign up for a class and then we'd figure out what to do. So, 
there's more of an effort to identify people in terms of their abilities and their 
needs initially. There's more developed systems for addressing those needs 
and ability levels. I'd say the educational process is much more articulated 
and much more self conscious and much more attempted to identify particular 
audiences rather than just saying "Well here's a college, come to us." 

Qperational Goals 

Institutional Mission - To review and assess the philosophy, mission and 
institutional goals of the College. 

Student Success - To improve student goal setting and to assist students in 
reaching their educational and career goals. 

Student Recruitment and Retention - To develop additional methods of 
recruiting students from specific markets and to implement activities to 
increase student retention. 
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Program Assessment - To evaluate existing functions and services, discarding 
those which no longer serve an important purpose, and improving and 
consolidating those which are retained. 

Program Development - To explore and develop new modes of delivering 
educational services and new substantive offerings which better serve a wide 
variety of students. 

College relations and Communications - To improve the two-way flow of 
information about College programs and services to the total community and to 
establish a wide variety of positive relationships within and outside the 
College. 

Resource Development - To implement a comprehensive resource development 
plan for increasing revenues and acquiring external funds. 

Accountability - To increase the productivity, cost-effectiveness, and 
management efficiency in all units and in all aspects of College operation. 

Planning and Evaluation - To refine and evaluate the planning-management
evaluation system in which the College master plan, operational goals, and 
clear measures of accomplishment are utilized by Governing Board members, 
administrators, faculty and staff. 

Faculty/Staff Development - To develop and implement a comprehensive staff 
development plan for all employees of the College. 

The above section was a detailed expansion of the last two statements of the 

"institutional goals" of the 1978179 statement, "institute an organizational concept of 

defining outcomes, differentiating processes, and evaluating results for all 

undertakings," and "provide for continuous college evaluation." The removal of the 

sexist language and the initial statement of institutional goals occurred under Spector. 

The totally rewritten statement with the inclusion of the formal statement of 

"mission," the "operational goals," and the emphasis on students' academic 
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development occurred under James Manilla. The operational goals statement 

represented the attempt by James Manilla to place his stamp on the administration of 

the Pima mission. The majority of the operational goals addressed administrative 

concerns (as will be seen in the chapter reporting on interview data). The student 

oriented operational goals represented the faculty concerns. Facu1ty were concerned 

with student success, recruitment and retention and program development. The 

administration were more interested in program assessment, resource development, 

planning and evaluation, college relations, staff development and institutional mission. 

The emphasis on student development would indicate that the faculty still had a 

powerful voice in the interpretation of the college mission. 

By the end of Period VI the Board membership, rather than reflecting the 

community at large, became a conglomeration of special interest groups (such as 

persons linked with county politics) who were promoting Board members for their 

own causes. Members of the college faculty could see this happening and decided to 

also promote their own candidates. 

SummaIJ 

Period VI began with the more conservative business community 

representatives on the Board gaining the power to enforce their interpretation of the 

mission, which was to make the college a more conventional institution, and place 

more emphasis on occupational training. They achieved this by hiring presidents that 
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would interpret the mission in accord with their views. The first president they hired 

(Irwin Spector) was an authoritarian administrator who used divide-and-conquer 

tactics in order to retain power. Under Irwin Spector there was a shift in emphasis of 

the mission. There was no longer any reference to participatory democracy. The 

emphasis en cultural diversity all but disappeared. The areas of occupational 

education and community service or general interest courses increased greatly. The 

offering of community service courses allowed the administration to selectively 

interpret the mission without having to be voted on by the faculty. Course offerings 

to the business community were facilitated through the community service wing of the 

college. There was also an increase in the size of the college, both physically with 

the addition of another campus and the proliferation of courses offered out in the 

community, and in enrollment. The new campus selectively changed the 

interpretation of the mission by changing the interdisciplinary emphasis of the original 

campus and by offering more occupational courses. The original campus had housed 

occupational and academic programs and instructors side by side. The new campus 

physically separated the occupational and academic programs. Although there were 

still some occupational offerings at the original campus and academic courses at the 

new campus. The development of more campuses also set up rivalry between 

campuses for funding and programs, thus diminishing the atmosphere of collegiality 

established during the Institute. 
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With a change in the composition of the Board, Irwin Spector was fired and 

another replacement was found who was more congenial, but still was not responsive 

to the faculty. After eight years the Board then replaced him with an amiable, 

internal candidate without engaging in an outside search. 

The college faculty began to take part in community politics. They sought out 

candidates for the Board of Governors that would either counter the conservative 

Board members, or would work to unseat unpopular presidents. By the end of Period 

VI the Board no longer represented community interests, but the special interests of 

individuals and groups. This resulted in tempestuous Board meetings. 

During Period VI, participatory governance disappeared. The Intercultural 

Committee was no longer prominent. Although general studies diminished for a time, 

by 1990 it was on the rise in the form of general education. The formal mission 

statement was rewritten twice, once to remove the sexist language and the second 

time to include a formal statement of mission where there had previously only been a 

statement of philosophy and goals. The new mission statement reflected the selective 

interpretation of the mission by the administration. 
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PERIOD vn STALEMATE 1987-1989 

BOARD OF GOVERNORS COLLEGE 
Actors: Board Members AdministrationIFaculty 

Period VII - Stalemate 1987-1989 

In Period Vll, the Board of Governors was no longer a policy setting body, 

but became an assemblage of special interests that seemed more interested in running 

the college themselves, and therefore had the college administration involved in 

different study committees in pursuit of the particular special interests of the various 

Board members. The elements of conflict in this period led to chaos on the Board, 

pressure from state regulating bodies, the firing of the college president, and low 

morale among the staff. The college was placed on probation by the NCA because it 

found that the Board was interfering with the ability of the college to carry out the 

mission. 

Themes 

The Board, in an effort to maintain the ability to run the college, rather than 

merely act as a policy setting body, seemed to follow a strategy of selecting a 

president that would allow them to control the coilege. The Board was composed of 

two former part-time faculty, an independent building contractor, a former employee 

of the college, and a member of the minority community, who was also physically 

disabled. All but the minority member had their own personal agendas for the 
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college. They each had their own personal interpretations of the mission. They also 

wanted to make personnel decisions. Victor Davis gave his observances on the 

position of the Board and their seeking a president that would allow them to run the 

college. 

They're not a Board that makes policy. They get in there and -- based on my 
own experience with it, the president (James Manilla) that left - they came in 
and started running the college, brought some consultants in, started running 
the college, and you know, the hiring a new president was an afterthought. 
They seemed to want more a president that would buy into the fact that they 
like to control a lot of things, rather than bringing in somebody from the 
outside who was more independent and who would set a new tone and mood 
for the college. 

As a result of an NCA accreditation team visit to Pima College in 1981, a 

focus visit was scheduled for the spring of 1984 in order to address the role of the 

Governing Board. The NCA stated that, II 1. The Board obviously and blatantly 

interferes in administrative affairs of the College. 2. The Board insists on voluminous 

time consuming documentation of materials presented to them, causing a tremendous 

workload requirement on the administration, with much of this material dealing with 

administrative rather than policy Board affairs (pCC, 1984)." Seven years later, an 

NCA evaluating team stated that the Governing Board was far too influential in the 

selection of administrators below the level of the president (Knight, 1988a). In 

March, 1989, the College was placed on probation for two years because the 

Governing Board could not distinguish between its policy-making role and duties 

deemed those of the college administration (Knight, 1989). 
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Victor Davis spoke about the power of the Board and their involvement in the 

affairs of the college: 

They're very involved, or have been in the past, in the day-to-day 
operations. When the old president left (James Manilla), and before they hired 
the new president (Diego Navarrette), they made the new president the interim 
president for a while and the Board members themselves were active in the 
college. In fact there's a controversy just came up as a result of the Board 
meeting last night ..... There was some kind of mild accusations of collusion. 
This is at that point where the Board was actually running the college. 

In less than a year friction developed between the Board and their new 

President. The Board wanted to continue to run the college and appoint 

administrators. The State Board of Directors of Community Colleges was highly 

critical of the College Governing Board's interference in the internal affairs of the 

college and threatened to withhold funds. The State's Attorney General's Office 

began an investigation into the actions of the College Board. The NCA placed the 

college on probation due to the actions of the Board. There were rumors that three 

Board members wanted to get rid of Diego Navarrette by discrediting him (Knight, 

1988b). They were successful in their endeavor and after less than one year, the 

president was removed from office when it was revealed that he did not have a 

master's degree, although it had been published in the college catalogs that he had 

one. 
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Harry Rosselini, a math instructor, gave his observations on the affect of the 

Board on the mission: 

... 1 think it's the nature of any college district, like Pima, that you are under 
the pressures from any local board ..... But if you have a Board that is in a 
power play mode by external sources that want to create their Pima college 
(which was the intent of the last Board of Governors), being as involved as I 
was with it, you could see where there were outside influences, political, 
economic, that were trying to create a college that was completely different 
than what the mission really was .... And we do, we do respond to that Board. 
It is quite conceivable that two years ago, had not that Board been so 
outlandish in their actions, that we would be in various serious trouble today. 
Because everything would look good, but internally, it would be pure hell. 
Because they would be pushing faculty and administration into comers that we 
don't want to be pushed into. And we would have absolutely no redress, 
whatsoever. And it was only by a matter of chance that we were able to see 
the inequities that they were actually doing. And finally the courts could see it 
as well. But you get an intelligent Board that can manipulate and can indeed 
move in one direction, it is conceivable that you could have the Board of 
Governors picking out text books and selecting what will and will not be 
taught in the classroom. That's the kind of power that they have .... 

The situation on the Board of Governors had deteriorated to such an extent 

that morale in the college was quite low. The faculty refused to send representatives 

to the Board meetings, the out-going faculty representative remarked that "The Board 

is seen as a combat zone and the faculty is anti-war (Knight, 1988c)." 

The faculty became extremely frustrated with the situation on the Board. Sally 

Patrick spoke on the attitude of the faculty towards the situation: 

... many of the faculty are tired of the struggle who don't believe any more 
that they can do anything that will make any difference. 

1 hear just lots of people saying, "Well, they can do whatever they want to do 
over there, and I'll just teach my classes." Faculty bdieve they can be good 
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teachers in their classes if they're left alone. But in terms of making - having 
any impact on the direction of the college they don't feel they can. That's 
why you get, in my opinion, just sort of a general attitude of helpless rage, 
that I found a lot last year during all the Board stuff. Just terrific anger with 
people feeling that "they are shitting on my college but I can't do anything 
about it." 

The chaos on the Board had an impact on the mission, because various Board 

members had their own private agendas on how the mission should be interpreted. 

George Jeffers, a vocational instructor, addressed how the Board actions impacted on 

the mission: 

... 1 think (the Board) had a very definite impact on the perception of the 
college, and the perception of the ability the college to perform its mission. 
And there was one Board member who wanted to do a rodeo arena, and you 
know, I mean there a lot of people with their own little projects. And it 
shouldn't be the purpose of the Board to determine whether or not we have 
football, you know, that ought to come from within. It shouldn't be 
somebody's pet project. If we had a situation where we diverted money into 
football, which conceivably is going to have a positive affect on a group of 
people, I would think yeah, that would have had a profound impact on the 
mission. And the fact that we ended up doing the study and tying up as many 
people's time and energies as we did, also has a profound impact on the 
mission, because there are only so many hours that people are going to work 
and if the Board needs something done, or wants something done, it gets done. 
So there was a lot of talk about inappropriate Board activities, and it was all 
pretty justified. 

The NCA agreed with the observations of the faculty and put the college on 

probation. They concluded that the actions of the Board were indeed preventing the 

college from carrying out the mission. 
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Summazy 

In Period VII a stalemate situation developed with the Board of Governors as 

the various Board members attempted to institute their own interpretations of the 

mission. These Board members, with the exception of the minority member, did not 

represent the community at large, but was composed of members with personal 

agendas, such as handing out patronage linked to county politics grounded in divisions 

between Democrat and Republican politics. The Board became more and more 

involved in the day-to-day operations of the college. The Board members had their 

own agendas for how they interpreted the mission. Actions were taken by various 

regulatory bodies to put an end to the conflict that had been simmering for twenty 

years. The college was put on probation by the NCA because the actions of the 

Board were preventing the college from carrying out the mission. This action set in 

motion a total reassessment of the interpretation of the mission. 

PERIOD VIII NEW BEGINNINGS 1990 

Actors: Business Community Educators Minorities 

Period VIII - New Beginnings 1990 

When the College was put on probation by the NCA, they set to work to clean 

up the situation. Four of the Board members resigned, either on their own, or under 

pressure, leaving the minority representative. Four new Board members were 
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appointed by the County Superintendent of Schools. An extensive national search was 

undertaken for a new president, and one with excellent credentials, Dr. Johnas (Jeff) 

Hockaday, was hired. The College administration conducted a serious self-study in 

order to show the NCA that they were eradicating the deficiencies cited by the 

evaluators. A group of 100 people from the community, the University, the faculty, 

and students were convened by the new president to rewrite the mission statement. 

Themes 

The four contentious members of the Board, who were only representing 

special interest groups and not the community at large, were forced to resign, leaving 

the minority member. A serious campaign was undertaken to find candidates for the 

Board of Governors that would better represent community interests. 

The college, with the new Board, conducted a serious nationwide search for a 

new president that would be able to bring the college back together and set a course 

for the interpretation of the college mission. 

Sally Patrick spoke on her hopes for the new president and her sense of how 

the mission had been interpreted: 

I think that -- I hope, that when the new president is hired both the Board and 
the president will be able to give the college a sense of direction and mission. 
I think that one thIng that has troubled college for a long time maybe, oh for 
ten or fifteen years, is we haven't had a - we need to have a dream each, 
more or less. And something that can make people see a vision of what Pima 
could be and ought to be and believe it and instead we've had just a sort of a 
sense of well we don't know what it is we're supposed to do but we're going 
to try to do a good job. 
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Dick Petrozzi expanded on his hopes for the ability of the new president to 

prevent the old pattern with the Board from repeating. 

That's why we went out this time looking for somebody who was good at 
inter-college communications. Because if you keep the communications 
flowing, people know how to go about making their needs known and getting 
the ear of the right person or persons, you know, then they don't get frustrated 
and to go do an end run with the Board. 

The college spent the following year in preparing a self-study for the NCA. 

All members of the college community were encouraged to participate, the new 

Board, the administration, faculty and students. One of the primary efforts was to 

study the mission statement and to reformulate it. One new element that was 

suggested to be added was a greater emphasis on economic development (pCC, 

1990). 

The first two paragraphs of the statement of philosophy in the mission 

statement that appeared in the 1990 college catalog remained essentially unchanged 

since the first catalog appeared in 1970171. When a formal mission statement was 

introduced in 1981182, it incorporated elements that had previously appeared under 

"Philosophy" and "Institutional Goals." Despite some rearrangements in wording, the 

formal mission statement of the college had remained unchanged since 1970. 

A retreat attended by members of the reconstituted Board of Governors, the 

college NCA Self-Study coordinator and committee co-chairs, the President's 

Executive Staff, and representatives of the various college constituencies was held to 
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assess the mission. It was concluded that the then current mission statement needed 

some revision and the purposes needed to be reformulated. It was agreed that the 

new President should lead the effort when he took office. 

The group formulated eight recommendations for incorporation into revisions 

of the college's statements of mission and purposes. One of the recommendations, 

"to include the concept of economic development in u;e mission," was a totally new 

concept in the mission. This concept, however, was the chief precept that sold the 

college to the community twenty-five years before. There were a number of other 

recommendations that indicated new shifts in the interpretation of mission. 

* 

* 

* 

* 

* 

* 

* 

* 

to support student access in various ways: financial, academic, 
temporal, physical and geographic. 

to clearly define the role of developmental education. 

to maintain the principal institutional focus at the post-secondary level. 

To assure quality in all services to students, providing counselling and 
referrals to appropriate community resources when necessary. 

to reflect the cultural diversity of the larger community in the college 
work force, programs, and services. 

to include the concept of economic development in the mission. 

to express the college's commitment to its employees by providing an 
optimum teaching and learning environment. 

to include in the mission statement the college's intention to provide 
"proactive, demonstrable educational leadership in the community. " 
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Early in September of 1990 the college administration invited 100 members of 

the community, (business people, politicians, educational leaders), representatives 

from the University, faculty and students, to participate in a "mission charrette" to be 

led by Dale Parnell. The purpose of the two-day event was to rewrite the mission 

statement. The statement was completely reworded and economic development was a 

prominent feature. 

Pima COMMUNITY COLLEGE 

Mission Statement 

Pima Community College provides quality higher-education opportunities for 
those who live in the constantly changing, multicultural communities in central 
Southern Arizona. Through its academic, work-based, and cultural programs, 
the College assists individuals in achieving their full potential and in 
contributing to their community. Pima Community College's special strength 
lies in inspiring student learning through creative, effective teaching. College 
faculty and staff are committed to equal access, quality learning experiences, 
and equitable opportunity for student success. 

To carry out its mission, Pima Community College will --

* Provide a core of learning in all associate-<iegree and certificate 
programs which demonstrates the College's vision of an educated person and a 
commitment to education as a lifelong process. 

* Provide diverse, integrated academic and work-based programs to 
prepare students to compete effectively in a complex and ever-changing 
technological society and in a global economy. The College will provide the 
opportunity to develop ethics, competence, and effectiveness for the work 
place. 

* Assist those in transition between the College, four-year, and other 
institutions with comprehensiveness and quality academic programs and 
experiences so that they successfully continue their education with a 
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strengthened sense of self-worth, awareness and motivation. The college will 
have strong articulation partnerships with high schools, colleges, universities, 
and other institutions. 

* In the spirit of open access, undertake the fundamental obligation to 
provide learning opportunities for students who require additional linguistic 
andlor educational preparation for college-level work. The College will form 
collaborative partnerships with the community-at-Iarge to provide realistic 
alternatives for all who need them. 

* Develop in students a recognition of their individual and unique 
values, and their ability to contribute to the enrichment of the College 
community. The College proactively will value and reflect the bilingual and 
multicultural diversity of the larger community, enriching its students and the 
community by celebrating this pluralism. 

* Provide accessible educational services to the community that are 
responsive to individual, organizational, and corporate needs and an integral 
part of the College's educational and supportive processes. 

* Encourage and facilitate the educational, personal, and professional 
development of each student through outreach, ease of access, assessments, 
and integrated educational support services. The College will foster high 
expectations and positive results for each student. 

* Play a vital role in servicing and supporting economic development in Pima 
County for the well-being of its citizens. The College will convey an 
understanding of the College's role in economic development through 
collaborative planning, degree and certificate programs, continuing education, 
training, retraining, and assistance to employers. 

* Through dialogue and collaboration with internal and external 
constituents, ensure that College goals and programs serve their unique, 
changing needs and create advocacy and a widespread sense of ownership 
within the community. 

The College is accountable to its students and to the community for sound 
linkages, fiscal responsibility, and educational results. The CoEege 
continuously will assess student outcomes for informed decision-making and 
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strategic planning. It will also promote the worth of its employees and a work 
environment highly conducive to fulfilling the College mission. 

The Revised College Mission Statement was approved by the Board of 

Governors on October 10, 1990, one week before the NCA was to make a return visit 

in order to investigate the removal of probation for the College. The mission 

statement was enthusiastically received by the Board. The Chairman of the Board 

made the following remarks. 

Let me just make one or two comments with regards my impression of the 
mission statement. I was a participant of the charrette. I thought there was 
outstanding representation of the community, it was cross sectional. It was a 
joy to see the enthusiasm with which all participated in the charrette. John 
asked me to say a few words of welcome, and I asked ... , "What do you think 
I could say in ten seconds," and what he said was, suggest to them that this 
the most important statement for the '90s because it will set the tone for the 
allocation of resources, hundreds of millions of dollars that we will 
spend .... the tone and the focus .... I asked (John) to talk to me a little bit and 
he pointed out a few things which I would like to share with you. This new 
mission statement includes such dynamic words and energetic words as, 
global, this is different than previously, ethics, global articulation and 
linguistic preparation, economic development, assessment, marketing, and 
although not expressly said, in the last part, accountability, promotion of the 
good of the employees of the college. These concepts and ideas are why I 
think I intend to vote for it. I think it's an excellent statement. 

There were a number of new concepts added to the mission statement. There 

were several references to an economic orientation. The old statement referred to 

preparing individuals "to function more effectively in a highly complex society." The 

new statement changed to read, "prepare students to compete effectively in a complex 

and ever-changing technological society and in a global economy." The same section 
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stated: "The College will provide the opportunity to develop ethics, competence, and 

effectiveness for the work place." "Play a vital role in servicing and supporting 

economic development in Pima County ... " was another economic reference in the 

mission statement. "Articulation partnerships" was another new reference, as was the 

concept of promoting "the worth of its employees and a work environment highly 

conducive to fulfilling the College mission. n The emphasis on Multicultural diversity 

was reaffirmed arId strengthened by stating that "The College proactively will value 

and reflect the bilingual and multicultural diversity of the larger community ... " "The 

College's vision of an educated person" is of interest, and reflected an earlier 

commitment to general education. The "proper functioning of a democratic society" 

was no longer included from the mission statement of the Institute, but may have been 

replaced by "the College assists individuals in achieving their full potential and in 

contributing to their community. " 

The minority representative on the Board was very enthusiastic about the 

mission statement. 

The mission statement tells what this institution is about and that is education. 
It also looks at the diversity of our community and it is really turning back 
into the direction we have gone before to set forward to the year 2000. 

The following is a quote from another Board member. 

I honestly believe that this new mission statement truly is one of the 
substantive things we as a Board can do. And as long as I have the pleasure 
of serving this college, I am going to push to live this mission. I hope and I 
really pray that we can ... see the management to in fact instill every person 
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within this institution to live this mission, because this is what we are about. 
And so often we get caught up in the mundane, we forget that this truly is 
what we are about, and I look forward to watching this grow, and I'm - this 
is not cnly the most important document I've been pushing for since I've been 
on this Board and looking forward and seeing it happen. 

It might be interesting to contrast the attitudes of the Board of Governors with 

that of the faculty towards the new mission statement. The following was the 

response of Oliver Brown when asked about the mission statement. 

The latest version of the mission statement. Well, one side of me says what 
was wrong the one we had. But I agree that it's time that we revised it. And 
there's been a lot of community involvement in making of this one. We were 
pretty much entirely on our own without the wide diverse involvement that I 
understand is going to create this new mission statement. So It obviously is 
going to reflect more of what the entire community thinks our mission should 
be, which is what we should do. 

When asked what he personally thought of the new mission statement he replied: 

I think it basically is responding to political powers in the community, to be 
honest with you. I don't think it's going to in any way, destroy my role as an 
effective teacher. 

Summaty 

In period VIII, after the college was put on probation by the NCA because of 

the actions of the Board, the Board of Governors was reconstituted. A new president 

was brought in after an extensive national search. The mission statement was 

rewritten and showed elements that were deposited from the past that appealed to the 

educators, and minorities, as well as elements that reflected the interests of the 

business community. 
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Conclusion 

The analysis showed the clash of opposing groups of actors, their themes, and 

who had the dominant position. This political struggle was centered around the way 

in which the mission was interpreted. 

As Stinchcombe (1965) has suggested, "organizational forms and types have a 

history, and ... this history determines some aspects of the present structure of 

organizations of that type." To follow Clark's (1984) analogy, the model illustrated 

the "deposit" of an ongoing conflict into the present out of the past, and who the 

principal actors were in the interpretation of the mission. The business community 

via the interface of the Board of Governors and the President emerged as an 

historically powerful force in the shaping of the institutional mission. The views of 

the President and the Board of Governors were codified in organizational practice and 

emerged as historically powerful in determining policies that effected the selective 

interpretation of the institutional mission. The faculty, during the Institute period, 

were a powerful element in shaping the mission. Students also played their part in 

the selective interpretation of the mission through their selection of curriculum. The 

students had an influence on program emphasis. 

Program Emphasis 

When the institution was first planned, the community wanted an emphasis on 

vocational training. When the college was opened the students first selected courses 
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in the areas of Humanities/Performing Arts, Communications, Computer 

Science/Math, and Behavioral Sciences. By 1975 students were leaning more towards 

occupational and career type courses. 

Changes in the Mission Statement 

The mission statement was changed four times from the one originally set 

down by the first Board of Governors in 1966. The revisions coincided with changes 

in actors. In 1970, during the Institute, the mission statement was written by the 

faculty. In 1975 the sexist language was removed and a section covering institutional 

goals was added. The revision of 1982 included a formal statement of mission and 

added a section on operational goals reflecting administrative interests, which was 

dropped in subsequent catalogs. The last revision occurred in 1990, with the college 

on probation, a new Board of Governors and a new president. The revised mission 

statement brought in such new concepts as economic development, preparing students 

to compete in a technological society, and developing ethics in the work place. 

Another new concept promoted the worth of the employees and their work place. 

Shifts in Political Power 

Shifts in political power have coincided with modification of the mission. The 

first mission statement was written during Period I by the Board of Governors. 

Although the initial campaign to found the College came from the business 

community, the educators and minority representative held the balance of power. 
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There was a shift in actors in Period II when the first College president was selected. 

The conflict over the interpretation of the mission began between the representatives 

of the business community and the educators and minorities. Period ill saw open 

confrontation and another change of actors. There was a change in presidents and 

Board members, but the educators still held the power to determine the mission. In 

Period IV there was a major shift in actors when the faculty were hired. The mission 

was rewritten. The next change in actors occurred in Period V when the college 

opened its doors to the students, who then selected the curriculum they would follow, 

thereby selectively interpreting the mission. 

In Period VI the balance of power shifted from the educators to the Board of 

Governors when the composition of the Board changed to an orientation towards the 

business community. The mission statement was revised. Later in the period special 

interest groups began to replace the business community. A stalemate occurred in 

Period VII and the NCA put the college on probation because the actions of the Board 

members prevented the college from carrying out its mission. The actors in Period 

VIII resembled those in Period I, but the business community had more political 

power and was able to have more of an influence on the mission statement. 

Aspects Deposited from the Past 

There are a number of aspects of the college that carried over from the days of 

the Institute, and a good number of faculty remained with the institution. The way 
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the college was organized can be related to the early desire to institute the "Don" 

system. Juan Garcia, who was an administrator during the Institute spoke about the 

significance of the Don system to the organization of the college: 

Although the "don" system did not materialize, the present administrative 
organization has some carry-over in this direction. 

Currently Pima College is organized into divisions rather than separate departments. 

The students are not enrolled in "majors," but follow "programs. " 

The general/exploratory studies program was a part of the early mission that 

gradually diminished, and disappeared from the catalog by the academic year, 

1975/76. The general education requirements have replaced the old exploratory 

studies program. Dick Petrozzi had an interesting perspective on this circumstance. 

Yeah, and see it again though, we're coming back. The nice thing is 
that the pendulum is finally kind of settling around the middle somewhere. 
We're coming back to a lot of that because we've got now, we have, through 
a different avenue we've got general education requirements now which are 
being re-introduced into all parts of the college. So one of the interesting 
things, see we ... (this again is just my own personal interpretation) but looking 
back it's clearer than it used to be to me. 

Democracy was also an important value that was established in Period N (the 

Institute). One place where the ideal of equality among the members of the college 

community was in evidence was the lack of reserved parking for faculty. The veteran 

faculty member quoted above explained the situation. 

That's because we don't want reserved parking places. We think 
students have as much a right to a parking place as we do, you see, because 
that's just one of those old fashioned prestige things. Because I'm a faculty 
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member, I don't have to walk as far as you. So there's still, you know, some 
of that still hangs on. 

When asked if the ideal of collegiality continued, he replied: 

Well it isn't as uniform as it used to be. I still think that there's a 
strong majority of the faculty who are committed to this idea of collegiality 
and equality and who don't insist on their prestige. I think there's still a 
majority of the faculty, but it used to be almost everybody. And now we've 
got a lot of new faculty members over the years who have come from other 
institutions and where they're used to privileges and they miss them here and 
the keep - in fact a couple of years ago we went through a bit of a crisis 
because we had a faculty member who wanted to institute rank ...... And it got 
soundly defeated. The faculty council voted it down, and it wasn't just 
because the faculty council members didn't, it's because they started hearing 
rumblings all over the college. So it's still here, still here ...... You know, 
there are all kinds of reasons that it would have had advantages, but we 
thought the price was too high to pay. It would have distanced us from our 
students and we didn't want to do that. It's still around. 

The conflict during Period vn served to lower the morale of the College. 

Sally Patrick, a long-time English instructor made this observance about the effects of 

the conflict: 

Pima used to be fairly participatory governance and all faculty and staff and 
students were involved in stuff like that. As years went by it's not that way 
any more. 

Hopes were high for the new President. The veteran faculty hoped that the 

original values of the College would be revived. Dick Petrozzi had this comment 

about the future of the College: 

So maybe, you know, maybe we're getting out of our adolescence now into 
adulthood as a college and maybe we can still hold onto those good things that 
have been here from the beginning that we haven't really lost yet and, you 
know, and bring them out in the open again and do some good things with 
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them. I think that cultural diversity is one of them. We used be a lot more -
we used to get a lot more excited about that in the college than we have 
recently, again because, you know, it's one of those value things that if you 
have a conventional administrator, somebody who's only interested in money, 
then things like that get forgotten very quickly. 

Cultural diversity was one aspect of the college that was deposited from the 

past, and has continued with the presence of the bilingual program, and statements in 

the college catalog encouraging individuals to take pride in their own heritage, while 

developing an awareness and appreciation of differences resulting from diverse 

backgrounds (pCC, 1989, June). 
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The original intent of this chapter was to examine positional authority, politics 

and resources of Pima Community College to see if shifts in power have occurred that 

coincided with the modification or selective interpretation of mission. We have seen 

in the previous chapter that politics and positional authority are inextricably linked 

with the history of the institution and therefore cannot be discussed separately from 

the history and traditions. \Vhile the previous chapter was implicitly about resources, 

this chapter will explicitly deal with them. Therefore, this chapter will be devoted to 

the examination of the role played by resources in the modification or selective 

interpretation of mission. 

In a study of the power of academic departments within a research university, 

Salancik and Pfeffer (1974) linked power to resources. The power of academic 

departments was closely related to the proportion of outside grant and contract money 

the department brought to the university, as well as to academic status. Pima 

Community College, as we have seen in the previous chapter, is organized into 

academic divisions. The academic departments do not have the same emphasis as 

would be found on the university campus. Academic prestige does not play the same 

role in the community college as it does on the university campus, and has little effect 

on the garnering of resources. In general, community college programs are formula 



131 

funded on a per capita basis, with vocational programs receiving funding through a 

higher funding formula than the formula that funds academic programs. 

In a study of the budgeting process of Pima Community College, Tehrani 

(1983) found that Wildavsky's politically rational budgeting model strongly prevailed 

within the institution. He found that the political budgeting approach prevailed for 

three reasons: (1) historical, (2) organizational, and (3) the existence of government 

budgetary formulas. All three reasons were related to incremental (or decremental) 

budgeting. In his study he concluded that historically, the College had practiced 

incremental budgeting since its inception, and budgetary changes historically were 

expressed in incremental terms. He stated that "organizationally, higher education 

institutions' main category of expenses is salary and wages which often has built-in 

incremental factors (e.g., salary increments). Further, local financing and state 

funding formulas also are developed on incremental budgeting bases. Each year, 

every category of expenses is increased or decreased (rarely) on a percentage basis, 

leaving the College at least partially compelled to adopt incremental approaches to 

internal resource allocation ... (Tehrani, 1983)." 

Interview data indicated that the actual allocation of funds followed principles 

of incremental budgeting, and is based on the setting of priorities. A faculty member, 

Harry Rosselini, described the budgeting process: 

Usually the process is called historical, what you got last year you'll get this 
year and five percent more .... So it's not so much a formula as it is a process 
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that we are locked into. I can ask for money for various reasons. I can 
justify it over the past three years, I can justify it, it has no meat, it's simply a 
matter if they can do it and we're on a list and we get into that mode, we may 
get it, we may not .... 

Ed McMasters, an academic dean, discussed the budget process from the 

administrative view: 

And so it's really based on setting priorities of what's needed. And then if 
your process is such that you do this on a yearly basis, every year, and let's 
say that you asked for a new computer this year and you don't get it and then 
you come back and ask for it next year, you have better chance of getting it 
next year because you've had it on the priority list for some time, see. So 
that's sort of the way things work, that you have to be able to make your case 
for what it is you want, and then you sort of have to stand in line a little bit. 

Although the community college does not rely on outside grants and contracts 

in the same way that the university does, outside moneys have played an important 

role in the modification and the selective interpretation of the mission. An example 

can be seen in the previous chapter in the grants that were instrumental in establishing 

the Institute which was so influential in shaping the early College. 

This chapter attempts to provide a closer understanding of the role of 

resources in the selective interpretation of the mission of the community college. The 

findings are based on data from the college archives. 

Research Question 

Is the mission of the organization shifted or modified when shifts in resources 

occur? 
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Research Design 

Archival materials and financial records of outside grants from the years of 

1969 through 1991 were examined. Funding sources, programs and amounts were 

compared with the mission statements and changes in mission statements over the 

years. 

Data 

A review of all grants and contracts as published in the minutes of the Board 

of Governors and in Annual Reports was conducted from the years 1969-70 through 

1990-91. 

Theory 

Resource dependency theory will be used to see if shifts in resources coincide 

with shifts in mission. 

Method 

The data were coded according to the source of the funds, the amount of 

funding, and what groups benefitted from the funds. Funding sources recorded were 

the Federal government, State government, local government (city and county), 

private funding sources (such as industry and business), foundations, and a category 

of multiple source funding in which Federal, State, and local or foundation monies 

were combined into one funding source (such as CETA funds, PPEP, Title XX, 

Model Cities Program funds, etc.) so that it could not be determined exactly how 
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much came from anyone source. Funds from Indian reservations were either classed 

as federal or multiple source funding. 

The categories for who benefitted from the funding were chosen to help 

conceptualize the relationship between the college and the community. The 

determination of who benefitted from funding was broken into vocational, vocational

targeted, the public sector, disadvantaged, college preparatory, and institutional 

support, in order to see if there was a funding pattern that could be linked with how 

the mission was interpreted. Graphs were made indicating the amount of funding 

received in all categories for each year from 1969 to 1990. These graphs were 

compared to the years that changes occurred in presidential administration and to 

changes in the mission statements. 

The vocational category included any programs that were job oriented or were 

specifically for economic development but were not targeted towards a special 

population or serving the public sector. This included financial aid for nursing 

students, programs offered at t.lte Skill Center (a vocational training center acquired 

from the public school system in 1972 and now called the Center for Training and 

Development), and grants from the State for vocational education. Also included in 

this category were contracts to provide training to private enterprise and contracts to 

do archaeological ~xploration for private land developers. 
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Vocational-targeted programs were those vocational programs targeted for 

specific populations, such as Native Americans, handicapped, minorities, 

disadvantaged, displaced homemakers, etc. These programs were offered at the Skill 

Center and also at Indian reservations. 

Included in the public sector category were those programs which served such 

public agencies as the fire fighters, police, the prisons, and the armed forces. These 

were all vocational training or enhancement prograrI1s for the public sector. 

The disadvantaged category included all non-vocational programs for 

physically handicapped, and programs targeted specifically for disadvantaged that 

were non-vocational programs. Programs for senior citizens and displaced 

homemakers that were not specifically vocational were also included in this category. 

This category includes remedial programs to assist students in bettering their academic 

achievement and also includes such things as sign language interpreters for the 

hearing-impaired. 

College preparatory programs were all those programs designed to enhance the 

college preparatory function of the college. Funding for art exhibits, poetry reading, 

and concerts were included in this category. 

Institutional support covered categories such as library resources and grants for 

the physical plant. Grants specifically targeting faculty and infrastructure were also 

included in this category. 
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Funding for Pell grants, student loans and veterans, as well as tuition, was 

excluded because any person that qualified for these funds could have them to use for 

any type of program, vocational or college preparatory. Also not included were 

programs offered for a neighboring county that does not have a community college 

(Pima College is paid by the credit hour to offer courses, both vocational and 

transfer), as this is a service that is provided under the law governing community 

colleges in the State and would not necessarily reflect the way the mission is 

interpreted. 

The data were coded into the following categories: institutional support, 

targeted vocational programs, disadvantaged programs, vocational programs, college 

preparatory, and public sector. These categories were loaded into a computerized 

statistical program in order to sort out the amounts of funds in the various categories 

as seen in the tables. 

Analysis 

Overview 

In analyzing who benefits from the categories of outside funding it was found 

that over time the largest categories for funding were vocational programs and the 

public sector. When these two categories are combined we see that the overwhelming 

amount of funding was for vocational programs, both private and public. The rise 

and decline of the various funding categories of outside funding, if viewed through 
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the historical periods of the college found in the previous chapter (see Figure 3) 

reflect the power struggle between competing groups to influence the modification and 

interpretation of the mission. Although the original faculty continued to press for 

programs for human development and the disadvantaged, the administration joined 

forces with the business interests in the community resulting in the vocational areas 

getting the greatest funding. By analyzing the sources of funds we see that there are 

also forces outside of the college that are influential in shaping the mission of the 

college. Ultimately the funding from sources outside the college can be linked to the 

modification and selective interpretation of the mission. 

Who Benefits? 

Table 1 depicts what programs benefit from the categories of outside funding. 

In 1969 when the College first began, the largest category was institutional support 

and reflected a large grant from the federal government to develop the college. The 

other two categories that year were targeted vocational programs and programs for the 

disadvantaged. This reflected the concerns at the time of the beginning of the college 

to help the disadvantaged and minorities. 

In 1970 we see an addition of vocational and public sector programs (training 

programs for city employees, and law enforcement). Institutional support was still 

quite high, but the greatest funding at this time was for the disadvantaged. Funding 

was obtained for a nursing program in Li.e vocational area. 
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Extra funding carne in 1971 for college preparatory programs in the form of a 

grant for equipment for science and for modem languages. However, overall funding 

for the college preparatory programs remained the lowest funding category. The 

vocational programs gained in strength as did public sector programs with the addition 

of training for Headstart workers. The programs for the disadvantaged continued to 

be the most heavily funded programs. 

Funding for vocational, targeted vocational programs and programs for the 

disadvantaged hit a peak in 1972 before dropping off slightly in 1973. The funding 

by outside sources for public sector programs rose slightly higher than vocational 

programs in the same year with the addition of a training program for emergency 

medical services. 

There was a sharp rise in funding for vocational programs in 1974 and 1975, 

when they received more funding than any other category and rose above the 

$100,000 mark. This position was reversed in 1976 with funding for the 

disadvantaged being the most highly funded category. This was a peak year for 

funding for disadvantaged programs that would not be exceeded until 1989. In 1977 

they dropped down to below the level of targeted vocational programs, and 

institutional support and remained fairly stable for the next seven years. The funding 

for public sector programs hit the lowest level in 1977, slightly lower than college 

preparatory programs. They began to rise in 1978 and surpassed funding for all other 
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programs in this year (funding was received for such things as archaeological surveys 

of a National Monument, foster parent training, and training programs for the 

prisons), while the funding for vocational programs hit the lowest level in the period 

of the study. 

In 1979 there was an upswing in funding for all categories with the exception 

of institutional support, which stayed flat for the next three years. In this year 

vocational programs received the highest amount of funding, followed by the public 

sector, and targeted vocational programs. College preparatory programs hit a peak 

that would not occur again for six years and were at an equal level with programs for 

the disadvantaged. 

Funding for vocational programs dropped slightly in 1980, as did the public 

sector programs, programs for the disadvantaged and college preparatory programs. 

College preparatory programs and programs for the disadvantaged were still evenly 

matched in funding. This changed in 1981 when college preparatory programs started 

to move downwards, while programs for the disadvantaged started to increase 

slightly. 

Funding for vocational programs in 1981 began a dramatic increase. The 

targeted vocational programs rose above the funding for public sector programs and 

became the second highest funding category. The vocational programs continued to 
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rise in 1982, while the targeted vocational programs dropped below the public sector 

programs. 

The vocational programs hit an all-time peak in 1983 with a $500,000 grant 

from the Federal government for a wastewater training center. The public sector 

grants dropped to a level with the disadvantaged programs and then jumped in 1984 to 

a level above the vocational programs. 

In 1985 funding for vocational programs had a slight rise with the addition of 

a grant from the Federal government for $615,000 for Southwest Border Programs 

(support for health manpower training and economic development along the Southwest 

Mexican Border region of the United States), while funding for public sector 

programs and targeted vocational programs dropped. The funding for programs for 

the disadvantaged had a slight rise this year due to two grants from the Federal 

government totalling $211,719; $117,117 for special services for disadvantaged 

students, and $62,693 for bilingual education. 

Vocational programs rose sharply in 1986 with ten grants from multiple 

funding sources totalling $1,381,028, while targeted vocational programs received the 

least funding of any category. Public sector funding showed a modest increase, while 

funding for disadvantaged programs decreased. 

Targeted vocational programs received the most funding from outside sources 

in 1987, followed closely by the public sector. The funding for vocational programs 
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took a sharp drop from the level of the previous year and stayed flat for the next two 

years. Targeted vocational programs and public sector programs continued to rise in 

close proximity for the next two years. In 1989 there was a sharp rise in the public 

sector funding due to eight grants received from the Federal, State, and local 

governments. The Federal government awarded a grant of $125,911 for a wastewater 

training program for the prison and the State government awarded five grants totalling 

$753,068 from the Department of Corrections. Institutional support received a grant 

of $499,973 from the Federal government from the Title ill Strengthening Institutions 

Program. Vocational programs also began to increase with funds from private 

sources, multiple funding sources, and foundations. There was a total $290,038 from 

private sources, which included $270,000 from the Arizona Consortium for Education 

and Training (ACET) for credit courses for private industry. 

Vocational Programs and the Public Sector 

In Table 2 we can see that over time the major focus of outside funding has 

been in the area of vocational programs. When the targeted vocational programs and 

vocational programs are combined, they outrank all other categories, with the public 

sector programs coming in second. These two vocational areas, one serving the 

private sector (providing job training, and services to private industries) and the other, 

the public sector (providing job training and services for the public sector, including 

the prisons, the military, and police and fire fighters), far outrank the programs for 
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the disadvantaged, which were the programs that initially shaped the mission. After 

1977, which was a peak year for disadvantaged programs (special services for 

disadvantaged students, handicapped project, service programs for senior citizens), 

nothing other than vocational program areas have hit over $100,000 unti11989. If we 

combine all of the vocational funding (funding for public sector jobs and private 

sector jobs) we see that after 1976 the driving force in funding from outside sources 

has been in the area of jobs and economic development (Table 3). 

When we look at the categories of institutional support and college prep, we 

see that they have remained relatively flat, with institutional support being the greater 

of the two. The area that has received the least amount of funding is the college 

preparatory area. This area is clearly not driving the mission and yet the community 

colleges are supposed to be the key to a college education for the underserved. They 

are supposed to take some of the pressure off of the four-year institutions by 

supplying the first two years of college. The college preparatory area has consistently 

been the area to receive the least amount of funding from outside sources. 

Sources of Funds 

When we study the source of the funding on Table 4 we see that the greatest 

source of funding is the Federal government. The multiple source category is the 

next highest source, followed by the State government, with the exception of the years 

1977, 1979 through 1982, 1985, from 1989 on when the State government takes 
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precedence. Local government is the fourth largest source of funding and peaks in 

1981. Funding from private sources (such as industry) begins in 1974 and is greater 

than foundation funding. Funding from foundations is intermittent and remains flat. 

Looking at Table 5 in comparison with Table 2 we see that there is a close parallel 

between funding from the Federal government and the vocational programs, while the 

State funding more closely resembles the public sector funding (the State was 

responsible for the majority of the funds for the prisons). The funding for these 

vocational areas (public and private) generally tends to be for low paying jobs, such 

as the Needletrades School, bilingual teacher aide training program, and jobs for the 

Job Training Partnership Act (JTPA). The rise at the end of the public sector in 

Table 3 is due to a large increase from the State government for vocational education 

in the prison system. Much of the funding for the disadvantaged categories has come 

from the multiple funding source category. Neither the Federal government or the 

State are putting large amounts of money into the transfer function, i.e. college prep. 

From studying these tables we can see that the Federal government plays a 

large role in influencing the mission of the community college, as does the State, 

although in concept, the community college is supposed to be locally funded and to 

reflect the interests of the local community. 
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Student Enrollment 

In order to examine the patterns of student enrollment at the College (pCC, 

FACT BOOK: 1975, 1978179, 1983/84, 1984/85, 1988/89, 1989/90), the following 

courses were moved from the university transfer category to the vocational category: 

pre-nursing (years 1973 through 1981), administration of justice (years 1974 through 

1978), corrections (years 1979 through 1990), criminal justice (years 1979 through 

1990), automotive tech (years 1973 through 1990), and electronics tech (years 1973 

through 1986). The categories of these courses were changed in order to be 

consistent with the classifications used by the Federal government and because the 

College itself moved them in and out of the above named categories. 

If we look at student enrollment patterns reported by the College the patterns 

do not seem to reflect the same pattern as that of the outside funding sources. The 

three categories shown in Table 6 are vocational programs, university transfer, and 

general studies. An associate of general studies degree can be earned by completing 

60 credit hours of study with three credit hours in communication, three credit hours 

in math/science and fulfillment of the college reading requirement. As students may 

transfer to another program at any time, the general studies degree tends to be the one 

that students declare when they don't have any direct focus for their studies. In 1970 

the largest number of students were enrolled in the college transfer progrciIll (42.7 

percent), followed by vocational programs (33.5 percent), the lowest enrollment was 
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in the general studies area (23.8 percent) (See Table 6). By 1975 The vocational 

programs peaked out at 50.9 percent of the student enrollment, university transfer 

dropped to 29 percent and general studies was still the area with the least enrollment, 

dropping to 20 percent. By 1980 the number of students enrolled in vocational 

programs had dropped to 45.4 percent, enrollment in college transfer programs had 

dropped to an all time low of 22.1 percent, while general studies enrollment had 

increased to 32.4 percent. From 1980 to 1986 the general studies area remained in 

the 33 percent area, while vocational program enrollment remained at around 45 

percent until 1985 and then dropped to 42.2 percent in 1986. Enrollment in college 

transfer programs increased to 24.3 percent in 1985 and remained at the same level in 

1986. College transfer programs and general studies continued to rise in 1987 and 

1988, while vocational programs dropped to one percentage point above the general 

studies programs in 1988. General studies and vocational programs both dropped 

slightly in 1989, while college transfer programs rose to 28.7 percent. In 1990 

College reports show general studies enrollment to be the most highly enrolled area at 

37 percent followed by vocational programs at 34.3 percent (dropping from the 

previous year), with college transfer remaining steady at 28.7 percent. 

Table 7 depicts the national trends in post-secondary education of high school 

seniors for the years of 1972 and 1980. We see, when looking at the percentage of 

high school graduates from 1972 with any post-secondary education who had received 
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any credential within 4 years of graduation, that 10.1 percent had received any 

vocational credential, 4.8 percent had received an academic A.A. degree and 22.3 

percent had received a bachelors degree. By 1980 the number of high school 

graduates receiving any vocational credential rose to 11.6 percent, while those 

receiving an academic A.A. degree dropped to 3.2 percent a.'1d the number of high 

school graduates receiving a bachelor's degree within 4 years of graduation dropped 

to 17.8 percent (National Center for Education Statistics, 1989, p.14). Although 

program enrollment patterns may not necessarily reflect degree patterns, they can 

serve as indicators of trends for the sake of comparison. In 1970 the student program 

enrollment pattern at Pima College appeared to be opposite of the national degree 

trend, while in 1980 the student program enrollment patterns seemed to reflect the 

national degree trends. 

Historical Implications 

In the chapter on history we have seen that during Periods II and III (1967 -

1969) (see Figure 3), the educators and minorities had the political power to influence 

the mission and they were oriented towards human development. \Vhile initial 

funding for institutional support was the highest at onset of the college due to the 

massive funding to establish the college, the funding for the disadvantaged was the 

greatest funding category from 1970 through 1973. The interpretation of the mission 

was focused on participatory democracy, cultural diversity, and the motto, "take the 
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student from where he is to where he wants to be." During the first two years of the 

college operation (period V; 1970 - 1972, see Figure 4) the vocational programs and 

the public sector began to get increased funding, but they were still outranked by 

funding for the disadvantaged. 

There was a shift in the Board of Governors in 1972 towards more 

representation from the business community, and the Board brought in a new 

president, who dispensed with participatory democracy and reorganized the 

administration and the finances. The funding for disadvantaged programs fell off; in 

fact, funding for all programs decreased. The shift of focus of the Board and the 

arrival of the new president coincided with funding for the vocational programs rising 

dramatically. After a low point, institutional support also began to rise. Under the 

new president the Skill Center was acquired and the downtown campus (which had a 

more vocational focus) was established. The new president was not very popular with 

the faculty, who were more student oriented. In 1976177 the disadvantaged programs 

peaked to an all time high. When the authoritarian president left in 1978179 funding 

for the vocational programs hit an all-time low. 

In 1979 another president was hired by the Board (which was still influenced 

by the business interests), and all the outside funding for all vocational programs 

began to rise, including the public sector programs, which hit their first peak under 

his regime. In 1985 the college reported that 43 percent of the students were enrolled 
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in programs for direct employment, while 26 percent were enrolled in university 

transfer programs (pCC, 1986). The power struggle over control of the Board that 

began to develop during the academic year 1984/85 was discussed in a previous 

chapter. The president began to lose support and the faculty began to have more 

influence. In 1984185 the developmental programs rose, while funding for the 

vocational programs fell. It was the first time in ten years that these two areas 

approached the same levels. In the previous chapter it was noted that this president 

accepted blame for set-backs the college experienced, such as the failure of a bond 

election in 1984 and lack of increase in enrollment. Towards the end of his regime, 

all difficulties that the college experienced were blamed on him. In 1987 the Board 

appointed an interim president who was one of the original founding members of the 

college, a minority person, who was oriented towards human development. Between 

1987 and 1989 the confusion and instability on the Board had increased to such an 

extent that the accrediting agency finally stepped in. Funding for the vocational 

programs fell, while funding for targeted vocational programs and disadvantaged 

programs rose, as did the public sector. In 1990 when stability returned to the Board 

(which was then dominated by the business sector), the College again hired a new 

president, the disadvantaged programs leveled off, while the public sector programs 

rose dramatically followed by the vocational programs. 
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Implications for the Mission 

The initial mission statement of the college was broad and general. The "open 

door" was mentioned at the head of the statement. The last sentence of the opening 

paragraph states that "The college expects each student to demonstrate satisfactory 

performance and to achieve his maximum potential." It is with this initial statement 

that we see the greatest funding for the disadvantaged categories. The first vocational 

programs were targeted vocational programs. 

The mission was rewritten and appeared in 1975/76. The first educational 

programs to be mentioned were the vocational programs, followed by lower division 

collegiate work and continuing education courses. This coincides with a rise in 

vocational fundLrlg. There was also included a statement of expanded institutional 

goals. Many of these had a human development focus, and the following year the 

disadvantaged category rose to an all-time high, not to be reached again until 1989. 

Although specific mention of the "open door" was no longer present, the statement of 

institutional goals listed specific functions that would facilitate an "open door" policy. 

Statements emphasizing career education such as "prepare students for entry into and 

appreciation of actual careers," and "utilize the total community for learning," were 

added at this time. The vocational programs fell off in the following year and then 

rose again in 1978. With the new mission statement the public sector programs 

started to increase. 
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Although "general education in all programs," and "preparing students for 

progress into upper division work at colleges and universities," are the first two stated 

goals of the new mission statement, the developmental and academic areas were not 

getting the outside funding. 

A set of operational goals was included in the mission statement that appeared 

in 1978. One of the goals was "Resource Development - To implement a 

comprehensive resource development plan for increasing revenues and acquiring 

external funds." The appearance of these institutional goals coincided with a meteoric 

rise in the funding for the vocational areas. This rise in funding also coincided with 

the dominance of the administration over the faculty, as was shown in the chapter on 

institutional history. The faculty were concerned with student oriented issues, while 

the administration were more interested in resource development. At this time the 

administration had more influence on how the mission was interpreted or were able to 

use outside funding sources to back up its position. 

In the period from 1987 to 1989 there was another shift in the administration 

and a president was brought in who was recruited from within the college. He had 

been one of the original members of the college and shared the philosophy of the 

early members of the institution. He was also a minority. With this change in 

administration there was a rise in funding for the targeted vocational programs, the 

disadvantaged category and the public sector funding. 
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The changes that occurred in the composition of the Board and the arrival of a 

new president in 1990 were congruent with the greatest disparity in outside funding 

for the vocationall public sector program areas and funding for programs for the 

disadvantaged and college transfer programs. In 1990 there was a rapid rise in the 

outside funding for the vocational areas, and also an increase for institutional support. 

Under the new president the mission statement was completely rewritten with 

the aid of representatives from the business community and reflected a change in 

philosophy. Where the old statement referred to preparing individuals to "function" 

more effectively in a highly complex society, the new statement referred to preparing 

students to "compete" effectively in a complex and ever-changing technological 

society," and a "global economy." The mission stated that "The college will provide 

the opportunity to develop ethics, competence, and effectiveness for the work place, " 

and will "playa vital role in servicing and supporting economic development" in the 

county. The mission also stated that the college will provide accessible educational 

services to corporate needs, as well as to individual and organizational needs. There 

was a full paragraph included in the mission statement discussing the role of the 

college in servicing and supporting economic development. This section of the 

mission statement was congruent with the increased funding for the vocational 

program areas. Multicultural diversity was rea.ffirmed in the mission statement which 
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was reflected in funding for programs for the disadvantaged that continued to maintain 

a level of funding above that of institutional support and academic transfer programs. 

Conclusion 

By examining the funding from outside sources of revenue we see that shifts in 

resources are congruent with changes in the composition of the Board and with 

changes in interpretation of the mission. When the college was first founded, the 

emphasis was on education for everyone with a focus on helping the disadvantaged. 

Institutional support and programs for the disadvantaged were the areas that received 

the largest amount of funding from outside sources. Although the community college 

is viewed as providing the transfer function in higher education, enabling more people 

to attain college degrees, the resources were not being committed by Pima College to 

enhance to this function. The resources for the transfer function were never on a par 

with the vocational programs. 

We have seen historically that many of the original faculty remained with the 

College and continued to press for programs for the disadvantaged, however, when 

the administration was selected by a Governing Board that tended to be dominated by 

the business interests in the community, the funding from outside sources was 

concentrated on the vocational areas. Funding from outside sources for the transfer 

function has consistently remained low. Changes in the mission statement and 

changes in the funding trends have tended to follow changes in the administration and 
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the composition of the Board and have changed roughly in the same direction (see 

Figure 4). Economic development was written into the most recent College mission 

statement, and was congruent with funding from outside sources (particularly the 

Federal and State governments) for vocational programs. This mission statement was 

developed with the aid of representatives from the business community. 

Resources seem to influence the interpretation of the mission of the college, 

but are interwoven with history and politics so it is difficult to separate out which 

influence predominates. Further research needs to be done on the nature of the 

influence of sources of funding on the community college. 
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CHAPTER 4 

SOCIAL INTERPRETATION OF REALITY 

There has been discussion in the literature for a number of years about the social 

construction or interpretation of reality (Berger & Luclemann, 1967; Jones & Day, 1977; 

Tierney, 1988; Weick, 1979). These theories stress that "reality is selectively perceived, 

rearranged cognitively, and negotiated interpersonally" (Weick, 1979). Weick (1979) 

states that "the human creates the environment to which the system then adapts. The 

human actor does not react to an environment, he enacts it." The model of the enacted 

or interpreted environment is based on a social construction of reality (Berger & 

Luckmann, 1967), and the various groups struggling to shape policy, giving the 

organization great capacity to create its environment through selective attention and 

interpretation (Tierney, 1988). Reality is not something objective or external to the 

organization, instead organizational reality is defined by participants through processes 

of social interchange in which perceptions are affirmed, modified, or replaced according 

to their apparent agreement with the perceptions of others. Although the missions of 

community colleges as institutions are very similar and tend to be very general rather 

than referring to specific programs, they might be interpreted quite differently because 

of the way the shared assumptions of individuals participating in the organization 

influence decisions (Tierney, 1988). 
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Tierney (1987) has stated that an organization's culture is reflected in what is 

done, how it is done, and who is involved in doing it. The culture of an organization 

provides the participants many patterns of meaning to focus on the understanding of the 

organizational goals, and will thereby be reflected in how the mission is modified or 

selectively interpreted. Weick (1979) states that "analyses of the social construction of 

reality emphasize that actors attain at least a partial consensus on the meaning of their 

behavior and that they look for patterns that underlie appearances, actions or events. " 

It is assumed that something tangible is the target of these efforts (Weick, 1979). In the 

case of the community college these efforts to create at least partial consensus might be 

directed towards focusing on organizational goals and would thus be reflected in the 

modification or selective interpretation of the mission. 

The social interpretation of reality is reflected in the thoughts of organizational 

actors that reflect different levels of the institution. What the actors say reflects where 

they are in the institution and may be different than what they say in public texts and 

speeches. Their interpretations of reality will be reflected by what they say about their 

reality in private interviews. In the previous two chapters we have seen that there are 

boundaries set by external groups and resources. Through selective interpretation the 

actors may be able to shape or influence these boundaries. 
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Research Question 

Within the constraints and boundaries of the organization, how do the various 

actors in the organization socially construct their reality, thereby contributing to the 

selective interpretation or modification of the college mission? 

Method 

In order to determine how the social interpretation of reality leads to the selective 

interpretation or modification of the college mission, semi-structured, open-ended 

interviews, were used to elicit data from various actors within the organization. These 

interviews were analyzed to look for themes that cut across the organization. The key 

informant approach was used to identify administrators and facult'j who were 

knowledgeable about the community and the college, and/or had been with the college 

for enough time to be able to provide an historical perspective in order to determine how 

traditions and perceptions were constructed, or constrained by politics and history. 

Informants included three college presidents and six other administrators, five college 

transfer and four vocational faculty, two of whom served on self-study committees. Key 

administrative informants (involved in writing grants, strategic planning, vocational, 

transfer and campus deans) were asked to identify faculty and administrators who were 

representative of their given field. 

Nine faculty from a number of different areas were interviewed to see if there 

were themes about the mission that cut across the curriculum. These areas included 
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faculty from departments with the largest number of full-time faculty and departments 

with only one full-time faculty, faculty who had received either awards or outside grants, 

and faculty who had been with the college for a long time. The faculty were selected 

from an area which had the greatest allocation of resources, and an area with the least 

resources to see how faculty in these areas interpreted the college mission. These 

departments were chosen in order to determine the role of the actors at the extremes 

rather than in the middle of the spectrum. The faculty in these areas were interviewed 

in an attempt to discover how they saw their program (or discipline) relative to the 

mission of the college. They were asked if they felt that their program fulfilled the 

mission of the college or if the mission should be changed, and if so, how they would 

change it. They were also asked if they perceived that the mission of the college had 

changed, and if so, what that change had been, and how the change had taken place. 

Follow-up sessions were held when specific questions were raised that related to 

what initial findings sought to confirm. Follow-up interviews allowed the interviewer 

to recheck the validity of initial findings, enabling the interviewees to add data. 

Data 

Open ended interviews focused on informants' understandings of mission were 

conducted. Interviews were taped and transcribed and the data was loaded into 

Ethnograph (a computer software program) and coded. The investigator looked for 

patterns of language, terms and phrases that referred to aspects of interpretation of the 
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mission. As patterns of themes emerged, the investigator checked for the frequency of 

occurrence of the various themes. Table 8 demonstrates how many lines of text were 

devoted to each theme that had been identified in previous chapters. The investigator 

then tried to determine if there was consensus among the actors. An attempt was made 

to identify any constraints and boundaries of the organizational actors other than politics, 

history, and resources and to determine how the various actors in the organization 

interpreted their reality, thereby contributing to the selective interpretation or 

modification of the college mission. 

Change 

If within the constraints of history, politics and resources and any others that 

might emerge, it seems that those interviewed were able to push the constraints or change 

them, in interpreting the college mission differently from the actual IPission statement or 

if they candidly said that they were trying to modify the mission in some way, then one 

can deduce that attempts were being made to modify or selectively interpret the mission. 

Theory 

The community college mission is constantly being reconstructed and 

reinterpreted. The realities affect the way people interpret the mission. By identifying 

how powerful the constraints and boundaries are, the researcher may discern the realities 

that influence the actors in their modification or selective interpretation of the mission. 

If the data shows that the actors are modifying or selectively interpreting the mission then 
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we can conclude that the social construction of reality is responsible for the modification 

or selective interpretation of the mission, but only if the actors are able to shape the 

constraints set by history, politics and resources. 

Analysis 

The analysis of the data is organized around the themes that emerged in the two 

previous chapters, as well as other themes that emerged from the interviews. In the two 

previous chapters we have seen that there was historically a conflict as to which groups 

would influence the interpretation of the mission. We have also seen that the funding 

from outside grants and contracts was predominantly in the area of vocational programs. 

In this chapter we will analyze what the various actors have said. We will look at what 

the administrators have said and what the faculty, both transfer and vocational, have said. 

Table 8 presents the various themes that we will address that emerged in the last two 

chapters. The graphs represent the numbers of lines of text devoted to each theme. 

While one would expect the administration to be more even in what they say about the 

college, Table 8 demonstrates that the administration were interested in the vocational 

areas, not transfer, and some sort of changed mission. They were also interested in the 

disadvantaged. The transfer faculty were of course interested in their own area, as were 

the vocational facu1ty, but the transfer faculty also spoke more than any other group 

about the disadvantaged. This may reflect their origins in the human development 

movement. 
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Economic Development 

While service to business was not reflected in the original mission statement, it 

was acknowledged through the programs and sources of outside funding that the 

administration approved, the recommendations that were sent to the Board, and what the 

Board approved. A number of administrators, and facu1ty as well, acknowledged that 

the college had really been involved in economic development for quite some time and 

the new mission statement was making the effort legitimate. 

One junior member of the administration acknowledged that there was a strong 

emphasis on serving the needs of business and industry at the college. This was reflected 

in a number of ways, which included the language used to discuss the mission, the 

concern expressed about establishing connections with the business community and in an 

executive office that was created expressly to coordinate the economic development 

efforts of the college. 

Another administrator was interested in developing a data base so that he could 

understand "what businesses are out there," what the businesses needed in terms of 

training and then trying to provide it. He didn't see this as an expansion of vocational 

programs, but rather a redirection of the vocational programs in order to provide what 

was needed. 

Administrator Stan Gold, relied heavily on the language of business in order to 

discuss the mission: 
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But, what about mission in the business sense? And that is, who are our 
customers, and who do we want our customers to be, our consumers. What are 
their needs, and then, clearly, what technologies or media exist through which we 
can address those needs? And realizing that this consumer group is continually 
changing, their needs are evolving and the technology by which we can respond 
is continually changing. You really need to reassess your mission periodica11y-

Stan Gold offered another example of his orientation towards business: 

But then, if you look at mission in the business sense, as the business schools, 
and the marketing people would look at it. It's defined by your consumers, their 
needs, and how you go about meeting those needs. And we're just now coming 
to grips with that. 

Oliver Brown, a transfer faculty member, felt that the Board was a "little heavy 

on the business side." This was corroborated by Stan Gold, who was discussing a 

special advisor to a new Board of Governors. The advisor had been working with the 

Board to help them "to come to grips with the mission." He stated: 

And (the advisor) is a business man, and he understands what we mean by 
mission, and he's not deceived or misled by semantics, you know, using different 
terms. He's quite clear on what mission is, fu"ld that is deciding who you're set 
up to serve and how you're going to go about that. What your priorities are. 

An academic administrator, Ed McMasters, told of a course he would like to 

establish that would be of benefit to the business community. 

One of the prime things that I'm looking at for my goal, I'm not sure that the 
general education committee will buy it, but I'm trying to sell a course, a one 
credit course in service. That people today, when people go out and get jobs, the 
jobs that are out there -- 80 percent of the jobs that are out there are service 
related jobs, in some way. That's our whole society is moving to that service 
thing. So that I feel that students need to understand really what service means. 
And how many times have you walked into a store or a business and people 
ignore you and that sort of thing. And I'm saying "If you want to stay in 
business, you're going to have to learn service." 
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Ed McMasters, and George Jeffers, a vocational faculty member, both indicated 

that it was necessary to make contacts with business either because of funding or 

diminishing resources. One senior executive officer, Marcia Moss, spoke of the 

"obligation" to the business community being on a different time table and tailoring 

programs, courses and training activities to their industrial sites. Another administrator, 

Steve Wheat, spoke of needing to keep in touch with the business community and 

increasing the outreach. He stated that since the curriculum was largely faculty driven 

the curriculum process needed to be supplemented with closer contacts to business as part 

of the mission. 

A senior executive officer discussed the new position of the college on economic 

development. 

Pima Community College does as well in economic development as it does in any 
thing else it does. I meet with the economic developers in the city, you know, 
politicians and others who are interested in economic development and they 
always compliment the College for what it does in this area. I read the 
newspaper, like you do, and I realize there's American Airlines comes, they say 
they come because they get the training at Pima Community College. So it is 
really involved, but it was not stated in the mission. It just was something that 
we did because we thought we ought to do it and the community wants to do it, 
so we did it. So what we were really doing there was making us legitimate. The 
mission now says that we are to play a role in the economy of the region, and we 
do that through the economic development work, including now a new position 
in that area that will really specialize in that. 

A number of administrators, and faculty as well, acknowledged that the college 

had really been involved in economic development for quite some time and the new 



173 

mission statement was making the effort legitimate. Transfer faculty member, Oliver 

Brown, said "the community wanted it, so put it in. " 

Joe Rosetti, occupational faculty member, summed up the attitude, that is also 

shared by many of the administrators, in straight forward language: 

- I've always wanted to get out there and do different kinds of things because one 
of my motivating forces is economic development. And quite some time ago I 
told Pima College that we've got to get in bed with industry, because if we don't, 
we're going to be missing the boat. The community college has got to let go of 
their traditional approach, and they've got to get out to the industry, no matter 
what it is, whether it's aviation, or electronics, or whatever, to help industry, we 
have to get out there, we have to find out exactly what's needed and provide it, 
and work in conjunction with the industry to provide training to our local 
community, so that the jobs are kept here locally, so that then we recruit from the 
local citizens. -- Economic development is the new phrase for the '90s. It really 
is. 

Table 8 demonstrates that the administration and vocational faculty were strongly 

interested in economic development, business, a.."1d vocational programs, while the topic 

wasn't of great importance to the transfer faculty. From the interviews we saw that the 

administrators considered the business community to be an important constituency. 

Grants and Contracts 

Although service to the business community and economic development were not 

part of the original mission, the College was providing services to the business 

community for years, through contract education, in order to garner more resources. 

Economic development was written into the 1990 mission statement. Contract education 

has been a way of side stepping the funding formula. Educational units have been 
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offered to business and industry on a cost covered basis. These units have come from 

all areas of the college, technical, communications, foreign language, etc., either credit 

or non credit. In the past there was no one central coordinating body for these contracts. 

Under the most recent president the position of vice-president for economic development 

was created. This was done in order to have one person responsible for coordinating 

services to the business community, such as contract education. Economic development 

was written into the mission statement of 1990. 

Outside grants and contracts have exerted considerable influence on the 

interpretation of the mission. The original mission statement was written as the result 

of a grant from the U.S. government that assisted in shaping the college. Vocational 

faculty member George Jeffers, was part of a NCA self-study committee in 1988 and the 

research of his group found that grants exerted influence on the mission . 

... Unfortunately there was a time when grant writing was, you know, tweaking 
the mission to sell the grant, and I think we're through with that. 

Jeffers said that the committee looked at mission statements from 1970 to 1988 and found 

that the mission statements had changed . 

... and not so much the mission, but especially the goals of the institution have 
changed, and they seemed to change at times an important grant was being 
applied for .... You know, we should have one mission for the college, and that 
ought to be an identifiable mission. That's something we've never done. We 
really don't have a mission that when you read it, it says, "Pima Community 
College. " It says, two year school, yeah, community college, junior college, 
those kind of things, but it doesn't say, "Pima Community College." It doesn't 
say what's unique about this place, or about these people. 
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Senior executive, Marcia Moss, Felt that grants helped to emphasize some aspects 

of the mission and expand opportunities for minorities and disadvantaged populations. 

They play a part in that they enable us to pay special attention to some of the 
particularly significant elements of our mission. The kinds of examples that I 
would give within our mission, within our district, we have a great many Native 
Americans. The Native Americans from the different tribal units have a 
tremendous need for education, yet their ability to succeed in our college 
environment has not been at the level that either they or we would like to see. 
Grants enable us really to pay some attention to that ... We have been able to fund 
some special activities for returning homemakers, re-entry women, with 
demonstrable success.... So the one funding, grant funding will address an 
educational need and then you can go on to further refinements and expansion. 
So it really does, it helps to initiate things, to focus, it helps to account and 
expand. And so I would say from that point of view, yes it really does help. 

Administrator, Victor Davis, also felt that grants could be used to enhance the mission 

by creating opportunities for disadvantaged populations. 

I think an important part of the mission of the community college is to create all 
kinds of enhanced opportunities for people who are from disadvantaged 
populations. Although this community college is trying to serve a broad portion 
of the community, and it does serve a broad portion, there's a lot of people who 
fall through the cracks, especially ethnic minorities. They're part of the initial 
head-counts but nobody really notices what happens to them in the course of the 
year. 

Marcia Moss stated that grants could be used to push and shape the constraints 

of the institutional budget. 

If you get 30,000 pure dollars to focus on something, that's something you don't 
have the lUXUry of doing in an institutional budget. You've got this eternal push 
to spread it out, give everybody a little bit, which means that nobody can focus 
on anything. So that grant funds allow us to push in the other direction, take 
something and really work at it, and sometimes to develop a model, a very small 
scale but highly polished model that we can then apply and it has value way 
beyond the amount of the dollars. 
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Disadvantaged 

Commitment to serving the minority communities, although not stated formally 

in the original college mission statement, was certainly emphasized in the early college 

catalogs. Five of the administrators and two transfer faculty members spoke of the 

importance of service to the minorities in the community. As we have seen in previous 

chapters, the minorities in the community are important political actors. From the early 

days of the College cultural diversity, bilingual issues, and multicultural issues, have 

been an unstated aspect of the College mission. During the formative years of the 

College cultural diversity and multicultural education received a great deal of emphasis 

from those College members who were more oriented towards human development. 

With the change in administration to more business oriented presidents multicultural 

issues were de-emphasized, but the ethnic minorities in the community were still seen to 

be a force that needed to be recognized. 

Dick Petrozzi, a transfer faculty member who was part of the 1989 NCA review 

process, in quoting part of the NCA report, explained how the college would address 

service to the minority community in the most recent revision of the mission statement. 

"In pursuit of its mission the college will reflect the cultural diversity of the 
community it serves. This cultural diversity will be reflected in the composition 
of the college work force and in programs and services offered by the college. " 
That again is like a-- kind of like a recommitment to affirmative action and that 
sort of thing. But it's more than that, I mean it's because it's a commitment to 
do even more than the law mandates, even more than what the Federal 
Government expects, but what we see as important to our own community. And 
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actually you'll find it in the very earliest statements that the college made, 
cultural diversity has always been emphasized there. 

A senior executive officer discussed how the most recent mission statement addressed the 

issue of cultural diversity within the community. 

So the multi-culture issue in Tucson, and by issue I don't mean the problem, 
because that's new to Tucson, but the many cultures here make the mission 
necessarily different, and the old mission did not speak to that. This one, as you 
are aware, speaks of, well in fact it introduces itself with this commitment to the 
many cultures of Tucson, the ethnic groups participating in ownership of the 
college and then goes on to give some assurance that all these things will take 
place ..... We need to begin with the people. The people are diverse. We need 
to say that's an asset, that's the beauty of the service region, and then build a 
college that supports that contention or that belief. And that's what this mission 
does. 

Kay Graham, a senior administrator who has been with the college for many years, 

didn't feel that there was as much emphasis on multicultural education in recent years 

as there had been in the past. 

I think that the commitment to the student is still here. I'm not so sure that the 
commitment to ethnicity, multi-cultural education is as obvious as it was then. 
It was very obvious when I was here in '72. 

Many of the grants received bolstered services to minorities. Administrator, 

Victor Davis, pursued grants in order to insure that these communities were not left out 

of the educational arena . 

... . grants are a good way to extend-to create the outreach component, to build 
the bridges to the community that aren't there. And when we talk about 
community in a community coilege, I think in a city like Pima, there are multiple 
communities, many, many communities. We envision community as being a 
semi-homogenous kind of thing, but in this town it's not at all, and there's some 
communities have largely been ignored, and not served by the community college 
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at all. But that sort of reflects some of my personal ideology too, it reflects the 
kinds of things I do in my work. Someone else doing this job might have an 
entirely different approach to it altogether. 

Administrator, Ed McMasters, expressed his views on service to the minority 

community. 

So I'm supportive in that and I'm supportive of the role that I play in 
minorities, to get minorities into the educational process, and so I think that's 
one of the nice advantages of Pima is to try and bring education to everybody. 

Sally Patrick, a transfer faculty member, expressed the sentiment that many 

faculty and administration hold towards the disadvantaged student. 

I think part of Pima's mission is serving the kind of students who have 
difficulty accessing the mainstream. 

This sentiment represents a philosophy that was inherited from the past and has 

nationally been referred to as the "open door" policy. While there are many who 

support this philosophy as demonstrated by the following quote from John Canaday, a 

senior administrator, there is a great deal of concern about the ramifications of this 

policy, particularly in the area of remediation which is necessary for service to 

disadvantaged populations. 

Open door philosophy means you've got to do things differently, but I take the 
position, that's the asset to the community college and not a detriment to it. 
Now some of the faculty, of course, would not agree with me on that, and 
that's fine. 

John Canaday saw remediation as part of the mission. 

But there are a lot of students who come to us who could not get into the 
University, period, at the freshman level. So if we expect to produce a good 
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product, if we have value added to those students, we have to do some 
remediation. Which could be called developmental studies, or remediation, or 
whatever it is called. And community colleges do a great deal of that. That 
isn't a handicap, it's really an asset, because that's a part of it's mission, 
unlike the universities. 

Academic administrator, Steve Wheat was not as positive about remediation. 

That's the danger in it. I kind of see that as a - if not a problem right now, 
it's certainly going to be one if we don't get our mission in focus here. We're 
reaching a point too, where there's a debate now in school, how far down can 
we go to remediate deficiencies in just reading, writing and math? It's one 
thing to take a student in who is a high school drop-out and dropped out at the 
sophomore level. It's one thing to take that student and bring that student up 
to college level work. It's quite another matter to take the student who has a 
third grade education and bring that student up all the way. And then of 
course there's been the influence of a lot of would-be students from foreign 
countries, Asians have been coming in the last few years who don't speak 
English, or they speak English always in a very elementary -- so we have 
English as a Second Language programs. 

An equal number of administration and faculty have expressed concern about 

remediation. Vocational faculty member George Jeffers, explained the concerns about 

determining which governmental agency is responsible for supplying remedial 

education. 

You know, there's a lot of things being laid on us right now, like one thing is 
basic adult literacy education. Immigration-naturalization act has put a 
situation where there's an awful lot of people who potentially need some 
English skills, who don't have them. Is that a requirement of Pima College? 
Is that a requirement of Pima County? Is that the State Department of 
Education? 
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Steve Wheat, an academic administrator, also expressed concern about the open door 

policy and just how far to take remediation and the effects it might have on the 

college. 

I'm a little concerned that we're trying to serve everybody because when you 
try to do everything for everybody you don't do anything well ... So we're 
debating how far down to we go to remediate. Are we just becoming a 
remediation center, we need to watch that ... 

He stated that the question of remediation needed to be clarified. 

We need to know what we'll be doing in the '90s. We can't be everything for 
everybody, that's been the problem. Pima is an open -here's another theme 
for you. Pima is an open access school, and we've got to decide if we can 
still do that. That goes along with remedial work, I mean, that means 
anybody can enroll. Anything that moves can enroll. So we need to take a 
look at that. 

All of the transfer faculty were concerned about the problems involving academic 

standards that the "open door" policy presents. Oliver Brown a long time member of 

the transfer faculty gave some historic perspective on the policy towards 

disadvantaged students and how that might affect academic standards. 

To take students -- it still floats around here all the time - to take students 
from where they are to where they want to go. That was our standard phrase. 
Take them from where they are to where they want to go. 

The other side, if we really wanted to take people from where they were, u~en 
one of the things we should have been doing was reaching out further into the 
community to give them that opportunity to get where they wanted to go. So 
that it did in a way answer the mission along with taking them from where 
they were to wanted to go, there were a core of us that felt that this is a 
college, and it has standards, and it is academic and must get up to academic 
performance to succeed. 
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Oliver Brown explained that an assessment program was instituted in math and 

writing and he managed to get a catalog change so that the assessment score is a 

prerequisite for his department. 

Well see our open door has partially shut .... But effectively in the classrooms 
if they don't have - if they're not performing at the level that they should be 
for that course we boot them out. We pretty much do that. So, it's an open 
door, but it's open to people who can succeed, not just anybody. It's a slight 
change from what we originally had. And we're working toward, I think 
establishing some points at which can we tell students, "You'll have to go 
somewhere else, you're not ready for Pima College." 

Harry Rosselini, a transfer faculty member from a different area expressed, his 

concerns about academic standards with regards to remediation. 

I'm literally appalled at America in general, that the majority of courses, if 
you took all of the courses of a community college throughout the nation, to 
see how many remedial courses are actually taught, I think that's the first 
thing the Secretary of Education should look at, just the number of remedial 
courses being taught under the age of 18 or under the age of 25. It indicates 
to me that the high schools have not done their job. When we look at our 
math courses here, the elementary algebra level are the majority of courses 
being taught. That's over 70 percent of courses are being taught at the 
elementary algebra level at the age of about 12 or 13 years old. Now that's an 
indictment against the nation as a whole and it's no surprise to me as to why 
we're at the bottom of the list in mathematics and science. 

There was concern expressed by both administrators and faculty over the 

resources necessary to cover the expenses of remedial programs. George Jeffers, 

vocational faculty stated: 

There's a limited amount of money available through tax revenues and through 
state aid and one of the real problems the college has had historically is the 
sense that we'll be all things to all people. And I think that what the future 
says is that we're going to be less and less able to do that. 
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Academic administrator, Steve Wheat, was also concerned about the resources needed 

for remediation. 

Well, the question of remedial eduction. How far down do we reach? And do 
we take a student from where to where? That's really important because 
we're looking at increasingly scarce resources. I really see a financial, if not 
crisis, crunch coming in the 90's. There's no question in my mind. There'll 
have to be a lot of consolidation of resources and refocusing of them. So we 
have to look at remedial eduction. Just how far are we going to go with that, 
what are we going to do with it. 

Senior administrator, Stan Gold, was also concerned about the open door policy and 

funding. 

We're expected to serve, right now, whoever walks through the door, because 
that's the choice that we have made. But there are problems associated with 
that. One is funding. Can we afford to serve everybody who comes to the 
door? We're now 27,000. We register 30,000 students a semester. That's 
different figure from when we started. 

Marcia Moss, a senior executive officer, explained the situation faced by the college 

with regards to remedial education. 

There is a very clear position on the part of the Department of Education, that 
adult education is the responsibility of the school districts. But where do the 
students go to get their further education? They come to us, because their 
goal is not to get remedial education, or developmental education, or whatever 
aspect or terminology you use. Their goal is to be employed to get employed, 
to achieve citizenship, to do any number of different things. Their goal is 
where we are. To reach that goal they need this education. We are forced 
into providing it and as any document on education of the last ten years will 
tell you, we've got droves and droves and generations of adults who have 
these needs. They're coming to the community colleges. We are not funded to 
provide that but we have to provide it any way in order to help them be 
successful. 
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The funding formula doesn't cover developmental education because it's non-

transferable. Marcia Moss, explained how the College managed to provide 

developmental programs . 

... we cannot function without a broad and fairly sophisticated program of 
assessment and remedial and developmental education, and there are all kinds 
of semantic games played but it's meeting the basic skill needs in order to be 
able to take to the rest of what we offer. So we do provide it. We don't have 
a formalized total program or unit and I think that would be different if we 
could be funded to do it. So this is a matter of not having the organization 
and the structure because that is not rewarded monetarily. So we can eke out 
bits from different units. We have developmental technical and developmental 
general education courses and try to sneak people into the other systems that 
are supported financially. 

The last chapter showed that financial support for programs for the 

disadvantaged had a low priority at the college. Administrator Kay Graham, saw 

developmental education as one of the missions of the College. She related how the 

lack of financial support affected her position. 

I was put in charge of being the director of developmental education and my 
charge was to design and implement a comprehensive developmental education 
program .... The resources never came, and yet that's one of the missions. And 
then eventually I just resigned. 

Table 8 clearly demonstrates that the transfer faculty and the administration 

were about equal in their concerns over issues affecting the disadvantaged, while these 

issues were mentioned less by the vocational faculty. If we break this down into the 

categories of minorities, open door, and remedial, we see in Table 9 that the 

administrators were more concerned about minorities than were the faculty. 
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The vocational faculty didn't mention them at all. The faculty were more concerned 

about the issues surrounding the open door policy and remedial education. Many of 

the transfer faculty were from the original group of faculty who were interested in 

human development. The faculty said that they were seeing increasing numbers of 

students in need of remedial education. 

The administrators showed much more interest in the various constituencies in 

the community, those forces exerting pressure from outside of the College. The 

vocational faculty were primarily interested in ties with the business community and 

had some concerns about the open door policy. The transfer faculty were concerned 

about issues affecting their individual disciplines, such as having to cope with ill-

prepared students. 

Transfer 

On Table 8 we can see that while the administration and vocational faculty 

were little concerned with the transfer function, the transfer faculty placed as much 

emphasis in their interviews on the transfer function as the vocational teachers placed 

on economic development. One administrator, Ed McMasters, explained his 

perspective on the transfer function at the College. 

Transfer component in the country for most community colleges is declining, 
and here at Pima I don't see that happening, at least not at this time. And 
apparently there is an emphasis now, seemingly on a national basis, that 
transfer is not such an important kind of thing for community colleges, and 
more into the employment and so forth. It's not happening here, that I know 
of. 
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In the last chapter we saw that the data contradicted this statement. Pima did indeed 

seem to be following the national trends in program emphasis. 

Both faculty and administration agreed that the transfer program was driven by 

university requirements. A junior administrator summed up the situation at Pima 

College . 

... the curriculum of the community college, especially transfer 
curriculum, is dominated in large part by what's transferable, and they 
have to meet the requirements of the university, they have to be pretty 
much the same course, and I think that inhibits a lot of creativity within 
curricular structures. 

Administrator, Steve Wheat, also mentioned the influence of the university. 

The transfer programs and things are pretty well determined by the university, 
universities. So that's not a big problem. We pretty much do what they want 
us to do. 

Transfer faculty member Carol Arnold also voiced this policy. 

So we -- if the University changes, we change. So when they were going 
through a lot of changes the last couple of years we were hopping and jumping 
to change, to find out what they were doing, so our students could take the 
right courses and not loose credits on the transfer over. 

Another transfer faculty member Harry Rosselini also said that the transfer programs 

at the College followed the University. 

We track the University, its courses, its policy, that some other faculty 
members might disagree, but I think that if we don't respond to the University 
changes, then we don't have a program, because we're really a support. 

Administrator Stan Gold had questions about the reverse transfer function at 

the College. 
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How important is it that this institution support the students of the State 
University? Because we're doing it. Thousands and thousands each semester 
State University students are studying at the Pima Community College. 

Transfer faculty member Harry Rosselini felt that students at Pima College and the 

University should be on the same level. 

An A at Pima should be an A at the University, a B should reflect a B in the 
equivalent course. So that would be my simple definition of the transfer 
program, no grey areas, in other words if they can't succeed at the University 
by taking the same curriculum that a two year student at the University does, 
then we failed. That would be my definition. 

Transfer faculty member, Sally Patrick, didn't seem to attach any special significance 

to the transfer program. 

I think the transfer program is just sort of a staple, like flour. You know, it's 
always in there. Other entities have arisen, but the need of a student to be 
able to transfer to another institution hasn't diminished or changed. 

Transfer faculty member Harry Rosselini was also concerned about the reputation of 

the transfer program. 

We as a community college have much more at stake than just the course 
content because we have a reputation to get over. The reputation, of course, 
is that if you go to junior college you're not smart enough to go to university. 
You teach at a junior college you just couldn't quite make it in the university. 
And with those two things against you our students have to come out with a 
perception that they come from an inferior school, coming from inferior 
instruction and even though the University, publicly, will not say that or 
anything, we know as faculty members what goes on under the table. I've 
heard it from students and I've heard it from faculty, I've heard it myself from 
University facu!!'j. 



188 

A vocational instructor, Cliff Bounty, who had been with the College for a long time 

had different views about the transfer program and thought that the College should be 

different from the University. 

And you see, we should not compete with them, but we should be different. 
And it should be for a different class of people. Now if you want to go to 
university, go to university. 

The transfer faculty tended to focus their discussion of the mission around the 

transfer function. Transfer faculty member, Harry Rosselini, felt that the mission of 

the transfer program is to offer opportunities for students to be prepared for university 

work. 

As far as the transfer program is concerned the mission, I think, would 
be to establish an environment where students can, if they did have a 
poor experience at a university want to try again after a number of 
years, come back as an older than average student, say. Then they can 
get into a transfer track and try college again, and there is a smaller 
class load, smaller class numbers, more student-teacher contact, little 
less intimidation, as far as going into a class of younger students of 
four or five hundred or 175 or up to 1000, sometimes in these larger 
classrooms. So we could offer a beginning - a new beginning to some 
individuals. Also mission could be to establish a less expensive trial 
whether a student really wants to go on to college or not. And I know 
that the way the mission is specified, it's supposed to satisfy 
community needs and the individual needs and the student needs and so 
on and so on. With the philosophy based on "any body's welcome to 
come in try, see if they like it and get involved in areas, to different 
programs, according to advice they may get from the different areas. n 

He felt that shifts in the mission were pushed by the need to follow changes in the 

University curriculum. 
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I think it's continually changing in the sense that we - at least in the transfer 
program, we're driven by university changes, and if in particular we have to 
add courses or subtract courses or modify curriculum to meet those changes 
then that is where possibly they may change. For instance if they - if any 
university drops a program or modifies a program dramatically, we will 
simply modify our program gradually to satisfy those students that need that. 
We still try and maintain some portions of that, that other students need. So 
mostly I think we try to do as much for everybody as we can, but I think 
we've realized that we can't, and I think that's where the major shifts in 
mission come about. We can't do everything for everybody. 

We saw in the previous chapter that the transfer function of the College 

received little in the way of outside funding. Table 8 shows that it received little 

attention from the administration. It was subject to pressures from the outside in 

terms of the curriculum, in that it had to follow changes coming from the University. 

The transfer function had support internally from the students and from historic 

tradition. 

Mission 

Table 8 demonstrates that the topic of mission is far more important to the 

administrators than it is to the faculty. Several administrators viewed the mission as 

transitory, that the mission changes all the time. A senior administrator, John 

Canaday said, "My point to you is, missions can change." Vocational faculty 

member, George Jeffers, also saw the mission of the College as constantly changing. 

So we do see minor shifts in the mission. I doa.'t know, in the long run, I 
think the most serious shift will be a decision on -- are we going to try to be 
all things to all people, or - the fact that we can't be all things to all people, -
- I would hope that we take a handful of things that we could do real well and 
do them real well, and then try and facilitate people's access to other things. 
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Ed McMasters, an academic dean, felt that the mission should constantly be changing 

and the College needed to work more closely with industry. 

The mission of the College, if the College is doing what it's supposed to be 
doing, the mission of the College will change all the time. It's not that it's 
going to change every year in the catalog, but as (the City) grows and as the 
College grows with it, our mission changes .... Things have changed now, 
we've learned now that in the future we're going to have to work much more 
closely with private industry, that we need the cooperation of industry because 
we can't always do everything. Sometimes it's too expensive for us to do the 
kinds of things we want to do. 

The mission at Pima College has tended to evolve due to pressure from outside 

forces, the greatest force being the pressure from the business community. Marcia 

Moss, a senior executive, spoke about how outside pressures resulted in 

organizational change. 

Yes, I would say that the organizational change has tended to follow requests 
to which we've responded. We've simply responded and then ultimately the 
organizational change has followed where that responsive activity is occurring. 
Rather than saying "This is the kind of direction we're going to have to go, 
and this is the organizational structure we're going to need to go there." It's 
been a little bit back-to-front, but I think it's also symptomatic of one of the 
things that really is part of our mission, and that is to be responsive to 
changing needs where ever they are. So sometimes the organization gets a 
little bit pushed and stretched to fit the changing realities. 

Marcia Moss went on to explain the advantages of the lack of a structured approach: 

... Sometimes having a little less structure enables you to respond, where if you 
have more structure it makes it harder because you have set a way of doing 
things and then it's difficult to step outside. And I think that that is one of the 
advantages that the community college's have had. We were running so fast 
when we started as educational entities that we didn't have time to set up a lot 
of structure and now structure is being required by so many things and so we 
find we can't be responsive within that structure, then we have to move out 
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and do things another way to respond to needs. And again in time that will 
develop a structure, and then we'll have to do something else, as long as we're 
a vital and creative part of higher education. 

Steve Wheat, an academic dean, felt that outside influences had an affect on 

the mission process at Pima College. 

One thing that I've noticed at Pima is that we usually go do something and 
then find a mission statement to describe what we're doing. In a way that has 
some advantages, but the other side is that we don't always know what we're 
about, so ... In a way we're still trying to serve the community, O.K. The 
needs of the community have changed, maybe that's what really is changing. I 
don't think our overall mission has changed. I guess it's a problem of 
definition, revise the definition as time goes on so we don't stagnate, lose 
touch with the people we're trying to serve. 

Dick Petrozzi, a transfer faculty member and a member of the task force to 

rewrite the most recent mission statement for the North Central Association (NCA) 

accreditation report, spoke about the connections being developed with the business 

community and a new executive position for economic development, and the 

competition for resources that might ensue. 

But we've also done some things most recently, like set up that small business 
development center. And we have a separate vice-president now for 
... (Executive), what is his position, it has to do with business and industry. 
You know, there's a lot more effort being made to establish those connections 
CJld meet those needs. But I think it's being done in a way that it's not really 
having much of an impact on the credit courses in the college. However, in 
the long run, those things do - they do compete for dollars. And this is 
another reason why we have to do this (rewrite the mission), you see, because 
we've got to establish priorities, that helps us to ma..1ce decisions as objectively 
as possible. So that we're not just arbitrarily beefing up this at somebody 
else's expense. And that's been a big need in the college for a long time 
because again, the college has grown so fast and it's just been a process of 
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accretion, you know, you just keep doing more here and doing more and you 
don't pay much attention to the impact that that's having on the whole thing. 

Marcia Moss felt that the mission should drive what happens in an institution 

rather than being "this statement which is tucked on page twenty-five of the catalog 

and looked at whether you need to or not every ten years." Marcia Moss felt that 

leadership and mission are closely tied. She thought that the role of the chief 

executive officer and the Board is to set a common vision for the institution. She 

didn't feel that it happened at Pima College in the past. She felt that there was a lack 

of coordination or common purpose at Pima and gave the following scenario. 

I have this wonderful picture that I got from a workshop that I was in once of 
everybody being in a boat, and everybody has an oar and if everybody is 
flailing away with the oars, half of the people on one side of the boat with 
oars facing one way and half on the other, you're just going to run round and 
round in circles. But everybody's working very hard and using a lot of 
energy, or you can have a mixture, you know, all different directions and 
nobody's rowing on time and again a lot of energy. But if you have 
everybody lined up and you have the cox of the crew who's saying "O.K. now 
everybody and we're heading in that direction and this is the timing, n a lot less 
energy can get that boat a whole lot further, and I think organizationally the 
same thing holds true. And so that mission and leadership really do go very 
close to each other. 

The question of an identifiable mission has been addressed since the above 

interview. The most recent president instituted a revision of the mission. The 

revised mission did not set out new directions for the College, but rather defined on 

paper the various interpretations of the College mission that had taken place in the 

past. 
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Vocational faculty member, George Jeffers, described how the administrators 

affected the interpretation of the mission: 

I think the - well let me put it this way .... the administrators are the check 
valves of the organization. The administrators can tum on money and tum off 
money and can turn on time and tum off time, and so and so forth. I don't 
think that the movers and shakers are necessarily the administrators. I think 
that there's movers and shakers in administrators, staff, faculty, students, all 
over the place. I think there are some administrators who do cause this place 
to work real well, and who cause it to be creative and so on and so forth. But 
there are some administrators who essentially dot the I's and cross the T's and 
do those more routine kinds of things. But the administrative structure is such 
that the finances come through the administrative structure, time commitments 
come through that and so without the support of the administration, the upper 
level administration, an awful lot of things can be kept from happening. 

We can see that both administrators and faculty felt that the mission has 

constantly changed, largely due to outside influences and shifts in outside funding. 

Conclusion 

The interviews demonstrated that the members of the College were aware of 

the boundaries set by external groups and by resources as were seen in the two 

previous chapters. Other boundaries were also identified, i.e. the university 

requirements. The interviews also demonstrated that there was a consensus between 

the administrators and the vocational faculty on the theme of economic development, 

vocational programs, and service to the business community. It was clear that the 

administrators perceived the business community to be an important constituency. 

Economic development did not appear in the original written college mission 

statement. Through the use of grants and outside contracts to local businesses, the 



194 

college was, in effect, engaging in economic development. It was acknowledged that 

the College had been engaged in economic development for years and that it was 

finally addressed in the mission statement of 1990. Economic development received 

further recognition in 1990, through a new level of administration, in the form of a 

vice-president for economic development. 

Changes in resources had a definite effect on the selective interpretation of the 

mission, these changes, however, were not necessarily due to shifts in political power, 

or resource dependency, per se. However, the administration did seem to be key 

actors in the garnering of resources through outside grants and contracts. Outside 

grants and contracts aided the administration in shaping the mission. 

In the area of disadvantaged we find that the administrators and the transfer 

faculty seemed equally concerned. However the administrators were more concerned 

about minorities than were the faculty. The minority communities represented 

another constituency that brought pressure on the College to be recognized. The 

College also received funding for disadvantaged programs, even though it was not at 

the same level as that for vocational programs. The concerns of the transfer faculty 

were centered around coping with academically disadvantaged students and providing 

remedial education. 

The administrators were more in tune with influences impinging on the 

College from outside, while the transfer faculty were more concerned about internal 



matters, such as having to cope with ill-prepared students. The outside forces that 

affected the transfer faculty were changes in the university curriculum. The 

vocational faculty were in consensus with the administration on economic 

development. They responded to influences from the business community. 
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Administrative leadership was seen as a key element in the interpretation of the 

mission. Being able to remain flexible and responsive to change was perceived by the 

administration as favorable because it allowed for selective interpretation of the 

mission. 

Thus we can see as Tierney (1988) has stated, that reality is not something 

objective or external to the organization, instead organizational reality is defined by 

participants through processes of social interchange in which perceptions are affirmed, 

modified, or replaced according to their apparent agreement with the perceptions of 

others. In this case in the organizational actors working within constraint engaged in 

selective interpretation of the mission of the College. 
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CONCLUSION 
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My overall interest has been the process by which the dominant mission of the 

community college is selectively interpreted or modified. This has been addressed 

from three perspectives, history and tradition, resource dependency, and social 

interpretation of reality. Each perspective has given a somewhat different picture of 

the process of the modification or selective interpretation of the community college 

mission. 

History and Tradition 

From this perspective the organization was examined to see what aspects of the 

mission were "deposited" from the past in terms of program emphasis and changes 

over time in the formal mission statement itself. Although the original design of the 

study called for an examination of politics in connection with resource dependency it 

was not possible to separate politics from history. 

In chapter two, L'1e analysis of history and tradition showed the clash of 

opposing groups of actors, their themes, and who had the dominant position. This 

political struggle was centered around the way in which the mission was interpreted, 

with the actors supporting a human development orientation pitted against those 

pushing for a focus on economic development and vocational training. The views of 

the President and the Board of Governors were codified in organizational practice and 
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emerged as historically powerful in determining policies that effected the selective 

interpretation of the institutional mission. Although the original impetus for formation 

of the College came from the business community, initially the Board of Governors 

was dominated by members who favored a human development orientation. This 

orientation was changed when members were elected who were more oriented towards 

business. The business community via the interface of the Board of Governors and 

the President emerged as an historically powerful force in the shaping of the 

institutional mission. 

Aspects Deposited from the Past 

There were aspects of the how the mission was interpreted that were carried 

over from the past. In 1990 there were approximately 300 faculty members with 77 

of the original 114 faculty members still with the institution. The original human 

development oriented faculty, as well as some newer faculty, tended to press for 

programs for the disadvantaged. Cultural diversity is another aspect of the college 

that was deposited from the past, and given the political power of the minorities in the 

community, will probably continue into the future. Initially the minorities and the 

human development forces were linked, both within the institution and on the Board 

of Governors. The minority representation on the Board changed, both in ethnicity 

and in orientation, with the greater ties to the business community. 
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Changes in the Mission Statement 

The mission statement was changed four times from the one originally set 

down in 1966 by the first Board of Governors, which was made up predominantly of 

educators. The revisions coincided with changes in actors and shifts in political 

power. The mission statement of 1970 reflected the sentiments of the faculty, who 

were influenced by the human development movement, and were not oriented towards 

business. The last revision occurred in 1990, with the inclusion of economic 

development and vocationalism written into the revised mission statement. The 1990 

mission statement was developed with the aid of over 100 people from the community 

(business people, politicians, educational leaders), representatives from the 

University, the faculty, and students. 

Resource Dependency 

From this perspective the organization was examined to see if shifts in power 

(positional and resources) occurred that coincided with the modification or selective 

interpretation of the mission. 

In chapter three, by examining the funding from outside sources of revenue we 

saw t.'lat shifts in resources were congruent with changes in the composition of the 

Board and with changes in interpretation of the mission. We have seen historically 

that many of the original faculty remained with the College and continued to press for 

programs for the disadvantaged. However, when the president was selected by a 
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Governing Board that tended to be dominated by the business interests in the 

community, the funding garnered from outside sources was concentrated on the 

vocational areas. The funding that was readily available from the federal government 

and the State was congruent with forces powerful both inside and outside of the 

institution. The minorities were among groups targeted for funding for vocational 

programs, and in that sense became aligned with the forces supporting economic 

development. Funding from outside sources for the transfer function consistently 

remained low. 

Changes in the mission statement and changes in the funding trends have 

tended to follow changes in the administration and the composition of the Board and 

have changed roughly in the same direction. Economic development was written into 

the 1990 College mission statement, and was congruent with funding from outside 

sources for vocational programs. 

Resources seemed to influence the interpretation of the mission of the college, 

but were interwoven with history and politics so it was difficult to separate out which 

influence predominated. 

Social Interpretation 

From this perspective an attempt was made to identify the constraints and 

boundaries of the organizational actors and how the various actors in the organization 



interpreted their reality, thereby contributing to the selective interpretation or 

modification of the college mission. 
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The interviews demonstrated that the members of the College were aware of 

the boundaries set by external groups and by resources. Other boundaries were also 

identified, i.e. the effect of university requirements on the transfer curriculum. The 

interviews also demonstrated that there was a consensus between the administrators 

and the vocational faculty on the theme of service to economic development, 

vocational programs, and the business community. It was clear that the 

administrators perceived the business community to be an important, if not the most 

significant, constituency. 

In the area of the disadvantaged we find that while the administrators and the 

transfer faculty seemed equally concerned with the disadvantaged in general, the 

administrators appeared more concerned about minorities than were the faculty. The 

transfer faculty were more concerned about the disadvantaged in general, than were 

the vocational faculty, and the vocational faculty did not seem to be at all concerned 

about the minorities. For the administration, the minority communities may have 

represented another constituency to be recognized as a force that brought pressure on 

the College. The College did receive outside funding for disadvantaged programs, 

even though it was not at the same level as the funding for vocational programs. 
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Everyone reaJired that the mission changed over time. It probably changed in 

relationship to politics and resources more than anything else. "Serving the needs of 

the community" is the way they expressed these changes. This expression is vague 

because this could mean changes due to demographic data, changes in technology. 

Most of the pressures were in the same direction, with the exception of the initial 

human development people. The faculty concerned with human development would 

have like to keep things the way they were, but the other pressures were strongly 

against them. Changes in resources had a definite effect on the selective 

interpretation of the mission, but these changes were not necessarily due to shifts in 

political power, or resource dependency, per se, but need to viewed in the context of 

the national political climate. However, members of the administration did seem to 

be key actors in the garnering of resources through outside grants and contracts, 

which strongly influenced the shaping of the mission. 

Mission 

The investigator attempted to discover if indeed the college mission has been 

selectively interpreted or modified. The investigator attempted to uncover what part 

history and tradition has played in the selective interpretation or modification of the 

mission, what part has been played by resource dependency, and what part played by 

the social interpretation of reality. In analyzing the data there was an overlap 
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between history and tradition, resource dependency, and the social interpretation of 

reality in the selective interpretation or modification of the college mission. 

All three factors, history and tradition, resource dependency, and the social 

interpretation of reality were examined to determine if one was more important than 

another, or if all three are necessary to explain the selective interpretation or 

modification of the college mission. 

Not too much can be said that is definitive in terms of separating out history 

and tradition, resources, or selective interpretation because of the overlapping among 

them. 

Overall the revision of the mission seemed to follow the general political 

climate of the Reagan and Bush years. This was a time period when the political 

climate was more focused on private enterprise, making money, and vocationalism. 

According to Phillips (1992), the 1980s were dominated by capitalist-conservative 

thinking. He stated that during that period there was an "infatuation with a post 

industrial 'service economy. '" This was reflected in many of the vocational 

programs offered by the College. 

In 1982, under the Reagan administration, the $4-billion-a-year Job Training 

Partnership Act (JTP A) was signed. This legislation generally went towards training 

workers in low paying jobs. Phillips (1984) stated that this legislation relied on 

"business-oriented councils around the country to evaluate local situations as well as 
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to develop--and operate--any retraining programs found necessary." The 

responsibility rested with business, and according to Phillips (1984), business wanted 

to keep it that way. It was under this national political climate that business was the 

voice that was most empowered in determining the interpretation of the College 

mission. When looking at the importance of history and tradition in determining the 

interpretation of the mission, it was not just any history and tradition, it was a 

particular history and tradition that was focused in a period in which the national 

political climate was dominated by capitalist -conservative thinking that favored 

business. We saw this emphasis reflected in the statements of the administrator Stan 

Gold. 

But, what about mission in the business sense? And that is, who are 
our customers, and who do we want our customers to be, our 
consumers. What are their needs, and then, clearly, what technologies 
or media exist through which we can address those needs? And 
realizing that this consumer group is continually changing, their needs 
are evolving and the technology by which we can respond is continually 
changing. You really need to reassess your mission periodically, and 
so the strategic planning process, as distinct from the long-range 
planning process, that we had here for a number of years, challenges 
assumptions of mission, and so that's one thing that is creating 
discussion. 

Stan Gold wanted to approach the mission as if the College were a business. 

But then, if you look at mission in the business sense, as the business 
schools, and the marketing people would look at it. It's defined by 
your consumers, their needs, and how you go about meeting those 
needs. And we're just now coming to grips with that. 

This statement reflected the national political climate. 
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It is clear that over time the focus of the mission became vocational. Initially 

no one ever said that the focus of the community colleges would be primarily 

vocational. Vocational education was one of many missions but it became the most 

powerful one. 

Although the business voice was the overpowering detenninant in the 

interpretation of the mission, it was not the sole detenninant. The minorities 

continued to have a voice. Indeed they were one of the swing votes in determining 

how the mission would be interpreted. When the mission was rewritten the minorities 

supported the business perspective. The minorities were also the focus of a number 

of grants in the vocational area, so the minorities also played a part in the emphasis 

on vocationalism in the selective interpretation of the mission. 

Administrator Victor Davis, discussed a program aimed at minority youth with 

the purpose of increasing their vocational awareness. 

The program like the talent search program does that, it focuses in this 
particular project on the four schools that have the, -- or on the two 
high schools that have the highest drop-out rate, and the four junior 
high schools with the highest minority populations that feed in to those 
two schools. It creates a career awareness project and a special kind of 
program where the kids get out to Pima College and get some early 
experience of college, and vocational testing, vocational awareness and 
exposure to different kinds of ethnic minority role models also. So, I 
think this is very much the kind of thing that a community college 
should be doing, and should be providing leadership ... 

Such administrators see themselves as creat:ir.g opportunity for their people. 

Victor Davis discussed creating enhanced opportunities for disadvantaged populations 
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and the part the community college can play in funnelling minorities into higher level 

careers. 

I think an important part of the mission of the community college is to 
create all kinds of enhanced opportunities for people who are from 
disadvantaged populations. Although this community college is trying 
to serve a broad portion of the community, and it does serve a broad 
portion, there's a lot of people who fall through the cracks, especially 
ethnic minorities. They're part of the initial head-counts but nobody 
really notices what happens to them in the course of the year. Only 
recently have they thought about doing drop-out studies within the 
institution and things like that. But see a lot of federal programs, a lot 
of other kinds of programs, can focus on some of these issues. Like I 
saw one here recently from the Health Services Administration where 
they would fund institutions to create special programs to help, to ease 
the transition of minority disadvantaged students to health career 
programs in community colleges, who would then be willing to create 
partnerships with the universities to kind of create a little pipeline from 
community colleges into health careers into higher level health careers. 

So although business was the predomL."lant voice in determining the 

interpretation of the mission, the minorities continued to have a voice. However, it 

was the voice of those minorities who were heard, it was not the voice of all 

minorities, only the voice of some minorities. The minorities that were heard focused 

on occupational needs. In a sense the minorities who elected to speak, for whatever 

reason, were joined with the voices that rejected the original human development 

forces. 

Although the original human development voice was more quiet, it has 

remained present. Even while the business forces became the predominant voice, the 

human development people are still present. Some new people have been added to 



the human development orientation. Carol Arnold, a transfer faculty member with 

the college for 15 years, voiced what many saw as the mission of the College. 

Well, I could see the mission how I'd see it. I've read the mission 
statement you know, and it's been analyzed and dissected and yet I 
don't know if it's going to come out the way I see it. The way I see 
the mission of the community college is to meet the needs of a wide 
diverse group of people, of a multi-culture, multi.-ethnic background, of 
all ages, and to meet the community needs. 
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The transfer faculty tended to be much more concerned about the "open door" policy 

than any other group. 

Marcia Moss, a senior administrator who joined the institution in 1985, stated 

what she viewed as the issues the president of the community college needs to 

address. 

I think (the president needs to be) somebody who is really comfortable 
with diversity. And there are different ways of being sensitive. I think 
for example, if you are sensitive to minorities, you can't be sensitive to 
all of them equally if you've got one job. If you've got competing 
minorities there's a point you've got to have a certain toughness as well 
as a very real understanding and empathy and an understanding of what 
kind of experiences people have had out of t.lteir different b2.ckgrounds, 
and I think also somebody, I hope, who's willing to educate the work 
force, because I think there is tendency of the dominant society to 
impose itself. Some times not even realizing that it's doing that. With 
the best of intentions we impose them, and I think an examination of 
values, a willingness to do that is probably important. 

She gives the sense of how the administration has to view the minorities as one of 

many competing constituencies, but at the same time there seems to be some influence 

from the human development philosophy. 
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Veteran transfer faculty member Sally Patrick summed up the attitude of the 

human development voice. 

I think part of Pima's mission is serving the kind of students who have 
difficulty accessing the mainstream. 

The forces determining the selective interpretation of the mission are to a great 

degree conflated. The overall force that is the most powerful is the political 

economic force, but that is not unchecked. Minorities have a voice and they were the 

object of the human development movement. The human development actors still 

have a voice, and have continued to press for programs for the disadvantaged. So 

although the business voice is the most powerful voice, the minorities and the human 

development voices are still present. 

Mission Reconsidered 

The endless literature on the community college mission speaks of the mission 

as if it's fixed in stone. It is suggested that if only we can agree on what is the 

mission of the community college, all will be well. Numerous critics have questioned 

how successfully the missions have been carried out, or what the mission ought to be. 

Cohen (1969) accused the community college of not defining its mission adequately. 

Cohen and Lombardi (1979) accused the community college of eroding the transfer 

function, and of suffering from interference by state legislatures and state and local 

boards. Cohen (1990) discussed the shortcomings of the community college mission 

and suggested that the transfer function of the mission should be strengthened. 
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Critics of community colleges such as Clark (1960), Cohen (1969), Karabel 

(1972), Brint and Karabel (1989), Astin (1975), and Zwerling (1976), centered their 

criticism of the mission around the socialization of students and the reproduction of 

culture. In their view the community college figures in the tracking of students. 

Brint and Karabel (1989), for instance, imply that the mission of the community 

college should contribute to reducing social inequality. They see strengthening the 

community college transfer programs in order to "foster the development of an 

educated citizenry." They did not consider how various groups have selectively 

interpreted the community college mission. Although the critics have drawn attention 

to the problem of mission, they have not examined how the evolving and changing 

mission of the community college might be modified and interpreted by groups both 

within and outside of the organization. 

In the early 1960s "the community college was viewed primarily as providing 

college space and secondarily, vocational-technical training. Gleazer (1980) stated 

that "'Mission,' as far as the public was concerned, was 'college'." Since then, the 

community college mission has become extremely comprehensive. The typical 

mission has come to encompass transfer education, terminal education, general 

education, occupational education, adult education, developmental education, 

community services, skill training and guidance (Cross, 1981). While t'tese terms 

have tended to be vague and often overlap one another, we have seen that through the 
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process of selective interpretation the mission has tended to be interpreted with more 

emphasis on vocational-technical training. 

Vaughan (1988) stated that the community college mission has remained 

constant, and that the changes that have occurred are in what aspects of the mission 

are emphasized. He sees the comprehensive program one of those constants. 

Vaughan sees the major challenge as one of communicating the mission to the various 

constituents. Raisman (1990) considered the consequences of efforts to implement a 

comprehensive mission and concluded that there needs to be a re-emergence of the 

collegiate identity through emphasis in the mission on the humanities. Wagoner 

(1985) suggested that the comprehensive mission has worked against the establishment 

of priorities. Wagoner (1985) was concerned that if the two-year college did not 

reconcile its mission with an ordering of priorities and establish an identity it would 

run the risk of allowing external forces and pressures n driven by the concerns for 

efficiency, order, and rigid stratification to define the future mission of the 

community college." This study has shown that even with an ordering of priorities, 

the mission will be selectively interpreted by competing groups with different 

agendas. 

Cross (1981), in connection with research on the goals of the community 

college mission, spoke of ideals in connection with the mission of the community 

college. She stated that "the late 1970s and early 1980s represent(ed) a plateau 
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between two periods of high energy and a sense of mission in the community 

colleges. The old ideals that sparked enthusiasm and the sense of common purpose in 

community colleges have receded, and new ideals have not yet emerged to take their 

place." Cross and Fideler (1989), found agreement among administrators on which 

institutional goals were the most important, but the data gathered by Cross and 

Fideler did not indicate that there was a unified sense of what the community college 

mission ought to be. Raisman (1990) suggested that a "fifth generation" of 

administrators needed to be developed, with a clearer sense of mission, in order for a 

unified mission to emerge. None of these critics have addressed the fact that the 

administrators are one of a number of competing forces that are impinging on the 

mission. Even with a unified mission, it will be selectively interpreted. 

Is the discussion of commitment to mission a worthwhile guide? As Gleazer 

(1980) has stated in reference to the community college, "what they will do cannot be 

precisely stated. What is needed is institutional capability to determine what is 

appropriate and needed in given circumstances, and for this capability we must look 

to institutional 'being'." He finds the description of what the institution will be more 

important to the concept of mission than what the institution will do. Gleazer 

suggests that the community college mission may be more a type of process than a 

series of goals. 



Recommendations 

How should we devote our attention to the discussion of the community 

college mission? It changes over time. It changes in response to political and 

economic pressures and in addition to which, it is selectively interpreted, so to just 

say mission, as if it is unproblematic, is probably not very useful. 
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My research has shown that the mission is socially, politically and 

economically constructed over time. One cannot speak of defining the mission with 

the expectation that anything is going to change because there are so many different 

groups with different agendas, both internal and external to the institution, from 

governing boards and the administration, from the faculty (and we haven't even heard 

from students yet), from various groups in the community, including the various 

minority communities are all working to change these missions all the time. 

Therefore it is naive to think that simply redefining the mission will change things. 

Even if the college has a l1'jssion it is not certain that the mission will be carried out, 

especially a mission that is as broad as the community college mission. 

Mission is a complex issue. In order to address the mission one needs to 

consider a number of issues. 

College officials and faculty cannot simply decide to change the mission 

and agree to goals. The history of the institution has to be considered, 

as well as the political and economic climate. 
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Resources are a major consideration. Resources must be allocated to 

each aspect of the mission. The allocation of resources should reflect 

the institutional goals that are delineated in the mission. 

Selective interpretation must be taken into consideration in the ongoing 

planning and interpretation of the mission. It is important to assess 

whether there are groups that have historically influenced how the 

mission has been interpreted that are likely to still be present, and thus 

still influential. It is also important to determine who are the major 

constituents of the community and if they are all represented. One 

must determine if the representatives that come forward speak for the 

whole community, or just for special interests. 

There may be other institutions in the community that have a major 

impact on how the mission is interpreted. For instance, if there is a 

university that impacts on how the transfer function is carried out, or 

whether the high schools turn out students that are properly prepared 

for college level work, needs to be taken into consideration when 

formulating the mission. 
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I would make the following recommendations for further research. 

What is the impact of student choice on how the mission is interpreted? 

I did not really address the question of student choice. Do students go 

where the money is, or do resources follow student choice? 

What is the impact of remediation on the community college mission, 

particularly the "open door" policy? How far down should remediation 

go, and what institution should be responsible for remediation? Where 

should the funding for remediation come from, is it a local problem, a 

state problem, or a federal one (in view of the number of immigrants in 

need of remediation)? 

What is the nature of the influence of sources of funding on the 

community college. 
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