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ABSTRACT 

This is a qualitative study of three urban community colleges and their respective 

communities which examines how local stakeholders influence strategic decisions made by 

college leaders. The subject colleges are located in the same governing district and thus 

have commonalities in mission as well as bureaucratic procedures that provide a normative 

stnicture. Beyond this shared legal and bureaucratic framework, the colleges operate with 

a high degree of autonomy. It is this operational fireedom coupled with community 

dissimilarities that are analyzed in this investigation, through answering the following 

questions: In what ways do community stakeholders influence strategic decisions at their 

local community college? How do college leaders define their respective service 

communities? Which community stakeholder groups are identified as influential and how 

are these influences defined? What boundary-spanning relationships exist as avenues for 

community influence? How is community input/feedback utilized? 

A common assumption in the Uterature about community colleges is that these 

institutions operationalize a comprehensive mission within the context of their local 

constituencies. The implication is that colleges are connected to their service communities 

and thus are subject to community influences. However, it is not clear in what ways these 

connections and local influences are manifested in college behavior; how do we know that 

such connections exist? if they do exist, what kind of connections are they? and in what 

ways do they influence college operations? 

Most of the literature on community colleges describes or explains the institutional 

role in a wide context or in generalities. While these perspectives provide valuable insight 

into community colleges on a broad level, there is much to be learned from examining the 

community college in a local context. This research fills a void in the Uterature about 
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community colleges by focusing on local influences and presents a clearer understanding of 

the dynamic between a community college and its service community. 

The research centers around a conception of a community college as an open 

system, interdependently related to its external environment. It drav/s fi-om key works by 

authors who propound views that organizational behaviors are controlled, constrained, or 

otherwise shaped by external influences. Findings are interpreted using the theoretical 

lenses of resource dependency, power and power-dependence relationships, and the 

concept of stakeholder influence in strategic management. The analysis provides a 

descriptive explanation and conception of the relationships between the subject community 

colleges and their respective conununities, as well as comparing findings with the 

commonly held assumption that programming and services are driven by community 

needs. 
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CHAPTER 1 

INTRODUCTION AND BACKGROUND TO THE STUDY 

Historically, the open-access philosophy and the comprehensive nature of 

community colleges have been the focus of much debate. The ambiguity and multiplicity of 

the mission have been questioned, and the effects on students have been criticized (Clowes 

& Levin, 1989; Cohen & Brawer, 1996; Cross & Fideler, 1989; Dougherty, 1994; 

McGrath & Spear, 1991; Price, 1994; Vaughan, 1980). Much of this criticism centers 

around perceived detriments to student aspirations and achievements, and the community 

college's role in the reproduction of social hierarchies and the perpetuation of cultural 

antagonisms (Brint & Karabel, 1989; Clark, 1980; Zwerling, 1976; Weis, 1985). 

Fundamental to the debate surrounding community colleges are conflicting perspectives 

about the colleges and about their expanding mission. The forerunner of these institutions, 

the junior college, was initially intended as a bridge from high school to college, primarily 

focusing on transfer education along with some vocational programs (Deegan & Tillery, 

1985; Diener, 1986). After a period of rapid growth in the 1950's, in response to 

increased public demand, the mission functions expanded to include programs for general 

education and transfer, personal enrichment, vocational and technical training, and the 

enhancement of local economic development. Proponents defend the comprehensive 

mission, arguing that community colleges are gateways to higher education and training 

opportunities that translate into social and economic benefits for aU (See for example. 

Baker, 1994; Cohen & Brawer, 1996; Gleazer, E, 1980; 1994; Griffith & Connor, 1994; 

Levin & Dennison, 1989; Vaughan, 1980; 1984). However, critics charge that in trying to 

be all things to aU people, community colleges merely deliver mediocre education and 

impede many students' chances of success (See for example, Clowes & Levin, 1989; 
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Dougherty, 1994; Pincus, 1980; Pincus & Archer, 1989; Richardson, Fisk, & Okum, 

1983; Zwerling, 1976). 

Although critics view the comprehensive mission as problematic, they often ignore 

societal factors that have shaped the evolution of a multi-faceted mission. For example, the 

Great Depression of the late 1920's created a demand for occupational training. The end of 

World War n prompted the inception of the G.I. Bill in 1944 to support the retraining 

needs of veterans returning to the workforce (Griffith & Connor, 1994; Phillippe, 1995). 

Since the 1960's, community colleges have transformed themselves in response to social, 

political, and economic changes (Bogart, 1994). Adaptability and responsiveness to the 

changing needs of their constituents are the proclaimed foundations upon which 

contemporary community colleges were developed. 

While community colleges have always had a local focus, the formal transition into 

"community" colleges was heralded by the Truman Commission in 1947: 

The two-year college - that is, the thirteenth and fourteenth years of our 
educational system - is about as widely needed today as the four-year high 
school was a few decades ago. Such a college must fit into the community 
life as the high school has done. Hence the President's conmiission 
suggests the name 'community college' to be applied to the institution 
designed to serve chiefly local community education needs. It may have 
various forms of organization and may have curricula of various lengths. 
Its dominant feature is its intimate relations to the life of the community it 
serves. (Truman Commission Report, cited by Levine in Griffith & 
Connor, 1994, pp. 110-111). 

It is clear from this statement that the mandate for community colleges is to serve local 

needs. In addition, this statement clearly acknowledges the differences among 

communities and the anticipation that the colleges will address the mission accordingly. 

However, recognition of this individuality and the significance of the local orientation are 

not evident in the literature. At the crux of the matter is that community colleges are 

conceived on one level, that is, as multi-purpose, locally-oriented colleges, and yet are 

critically assessed by researchers and practitioners on another level, that is, as a single 
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entity frequently measured against traditional colleges and universities. This incongruence, 

that permeates the Literature, advances an oblique understanding of community colleges. 

Such perceptions negate the fundamental purpose of community colleges and minimize the 

significance of contextual meanings in which these colleges are embedded. 

Contradictory viewpoints aside, the reality is that mission and philosophy 

statements proclaim institutional commitments to providing open access to comprehensive 

education and training opportunities, and community colleges endeavor to implement this 

mission within the context of their local constituencies. Implicit in this commitment is that 

colleges are connected to their service communities and thus are subject to community 

influences. However, since existing literature pays little attention to the characteristics of 

neighborhoods in which community colleges are simated, it is unclear in what ways local 

connections and influences are manifested in college behaviors. I argue that by neglecting 

the local context, neither critics nor proponents can present fair assessments of community 

colleges or claim to understand fiilly these instimtions. For these reasons, and in an 

attempt to fill gaps in community college literature, this work explores the relationships 

between community colleges and the communities that they serve. More specifically, I 

have focused my research on how college decision-makers perceive local community 

influences and how these perceptions affect strategic decisions. 

Statement of the Problem 

This investigation springs from underlying assumptions commonly found in the 

literature about community colleges that I find questionable. Collectively, community 

colleges are often portrayed as a monolithic entity, which implies more similarity among 

them than I believe exists. Furthermore, criticisms and negative assessments of community 

colleges largely stem from the faulty notion that a common mission unites these instimtions 

in a singular identity. In much the same way that retention theorists have been criticized for 
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ignoring diversity among students (Tiemey, 1992; Bean & Metzner, 1987), I take issue 

with authors who generalize the characteristics of community colleges in the same manner. 

Such a narrow conception of community colleges overlooks the role of individuals and 

groups in shaping institutional goals and priorities (Levin, 1997; Tiemey, 1987). 

Moreover, the individuality of geographically dispersed institutions and the uniqueness of 

the corrmiunities that they serve are often ignored (Griffith & Connor, 1994). This lack of 

attention to the local context in which community colleges operationalize their mission 

functions and disregard for the influences that may be exerted upon them are pervasive in 

the literature. 

Given that the primary articulated function of community colleges is to meet local 

education and training needs, and considering that community colleges are somewhat 

dependent upon local residents' tax dollars and political support, either directly or 

indirectly, it is reasonable to expect that the community has a role in detemaining what those 

needs are and how those needs can be met. Is this an interactive process between college 

and community stakeholders or are programs and services based on college leaders' 

interpretations of community needs? What is the implication if communities have little 

input into this planning process? According to Mintzberg (1983), an organization exists 

"...for anyone who can gain the power to determine its actions" (p. 244). Clearly then, a 

community college that does not encourage community participation in its planning 

functions is in danger of becoming an organization that exists for its own sake, and thus is 

not fulfilling the broader community-focused mission. 

Purpose of the Study 

The intent of this research is three-fold: first, to illuminate the significance of the 

local context in relation to community colleges; second, to explore how college decision

makers perceive and interpret conununity influences; and third, to develop a descriptive 
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explanation and conception of the relationships between each of the subject colleges and 

their respective communities. The overarching purposes are to contribute to the 

understanding of community colleges as individual institutions that are defined by the 

settings in which they are embedded, to characterize the meaning of community for 

community colleges, and to rectify misconceptions in the literature by illuminating the role 

of the local community in shaping what colleges do. 

Signiflcance of the Study 

Much of the literamre on community colleges describes or explains the institutional 

role in a wide context or in generalities. There are ample studies focusing on college 

actors—leaders, faculty, administrators, students—and internal college dynamics. Likewise, 

there is much written about the societal impacts, both positive and negative, of community 

colleges. Furthermore, much has been said about external pressures exerted upon these 

colleges by state and federal mandates, and by social issues that impact college services and 

shape institutional behaviors. While these perspectives provide valuable insight into 

community colleges on a broad level, there is much to be learned from examining the 

community college in a local context. My research fills a void in the literature about 

community colleges by analyzing local influences. The few studies of this nature are 

narrow in scope, primarily focusing on a particular program or area. One such example is 

a study by Gillett-Karam and Boone (1996) that compared how college administrators and 

local stakeholders perceived economic development strategies adopted by community 

colleges in North Carolina. Several other authors have explored the concept of community 

through service learning functions and volunteer activities of community college students 

(Bryant, 1995; Ottenritter and Parsons, 1996; Phelan, 1994). However, these works, and 

many others like them, are written from the perspective of the college as the influential 

force and focus on the outflow of influence from the institution to the community. I 
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contend that a greater understanding of community colleges will emerge if we consider 

influence as bi-directional flows between the college and the populations it serves. 

Through this research, I seek to raise awareness of the role of the local environment 

in shaping what practitioners do, and to provide an alternate perspective as a basis for 

further study. In addition, my research provides the impetus for practitioners to examine 

whether or not their own college operates in concert with the community. Practitioners and 

scholars alike will benefit from a clearer understanding of the dynamic between a 

community college and its service community. 

Theoretical Framework 

The design and analysis of this research centers around a conception of community 

colleges as open systems, interdependently related to the external environment (Maurer, 

1971; Scott, 1998). The study is informed by theories of resource dependency, power and 

power-dependence relationships, and the concept of stakeholder influence in strategic 

management. To assist me in developing a conception of the dynamic between the subject 

colleges and their communities, I draw from key works by Emerson, 1962; Freeman, 

1984; Mintzberg, 1983; Pfeffer and Salancik, 1978; and Provan et al., 1980. These 

authors propound views that organizational behaviors are controlled, constrained, or 

otherwise shaped by external influences. Previous studies have appUed these constructs to 

the dynamics between institutions and external entities, and to relationships between 

various agencies and organizations. I explore whether or not elements of the arguments 

presented in these theories can assist me in explaining the relationship between a 

community college and its local community. An extensive review of the Uterature yielded a 

paucity of similar studies involving community colleges, particularly works that examine 

the dynamics of local stakeholder influence. 
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Assumptions 

This study is guided by three main assumptions. The first assumption addresses 

the inability of a community college to meet all of the demands placed upon it. The second 

assumption emanates from theoretical perspectives that consider how external influences 

affect organizational behavior. The third assumption underlies my perception of 

community colleges as open systems. 

Assumption 1: Community colleges with comprehensive missions respond to the 

multiple needs of their service populations. Since resources are not unlimited, colleges 

must set priorities and make strategic choices about which demands can be met and which 

must be deferred or rejected. 

Assumption 2: As both providers of resources to the college and consumers of 

college services, community stakeholders have some degree of control or influence over 

college operations. 

Assumption 3: Community colleges operate interdependently with the external 

environment. 

Research Questions 

To determine the relationship, if any, between community influence and decision

making, I posed this overarching question: In what ways do community stakeholders 

influence strategic decisions at their local community college? The following subset of 

questions provided a road map for the investigation that provides answers to the primary 

query: 

1. How do college decision-makers define their respective communities? 

2. Which conmiunity stakeholder groups are identified as influential and 

how are these influences defined? 
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3. What boundary-spanning' relationships exist as avenues for community 

influence? 

a). What formal structures are used to solicit community input, for 

example, civic representation on advisory committees? 

b). What are the formal structures through which decision-makers 

leam about community needs, for example, participation in 

community alliances, civic organizations, or task forces? 

c). What are the processes for assessing community needs and 

soliciting community input and feedback^ 

4. How is community input/feedback utilized? 

Design of the Study 

The emphasis on contextual meaning that undergirds this investigation calls for 

research methodology that gives voice to the participants' own conceptions of their 

environment. For tliis reason, I addressed my research questions through qualitative 

inquiry methods, that is, through interviews, document analysis, and observation. These 

combined methods enabled me to derive data describing how decision-makers interpret 

external influences, how these influences are characterized, and the manner in which these 

influences are manifested in strategic decisions. The primary informants are individuals 

who have an ongoing role in strategic decision-making at the division or college levels. 

To add breadth to the study, I have used a comparative case study format, gathering 

data at three colleges in Rainbow Community College District (RCCD). The subject 

colleges were chosen for the dissimilarities among them, as well as the diversity among the 

' Boundary-spanning is defined as community members' involvement on campus and college leaders' 
involvement in community groups. 
- Here input is defined as the front-end gathering of opinions during a planning phase and feedback is defined 
as a follow-up process during an evaluative phase. 
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communities that they serve. To add depth to the data, I focused on three primary 

functional areas in each college—academic programs, occupational programs, and 

community/continuing education. Analytical comparisons are drawn across functional 

areas, as well as among the colleges as a whole. 

The framework for analysis centers around the effects of external influences on 

organizational behavior. More specifically, I compare my findings at RCCD to existing 

concepts of external influence, in order to develop an appropriate explanation of local 

stakeholder influence. 

Scope and Limitations of the Study 

A conmion criticism about case study research is that findings and conclusions are 

context-specific and thus cannot provide generalized explanations (Yin, 1984). To mitigate 

this effect, in part, I chose to conduct a comparative case study involving three colleges that 

are bound together by a shared bureaucratic framework at the district level, and yet operate 

in distinctiy different communities at the local level. The purposes are to draw attention to 

the local context and to describe potential effects of local influences. Given the dearth of 

literature in this area, this research is offered as a springboard for further study, rather than 

as a definitive explanation of external influences. 

Another limitation of the study is that relying on the perceptions and opinions of 

institutional actors and not giving voice to external stakeholders yields a one-sided view of 

the college-community dynamic. My rationale for focusing on college decision-makers is 

that organizational behavior derives from the collective actions of institutional members and 

these actions are often the result of decision-making processes (Mintzberg, 1983). In order 

to examine how community stakeholders influence organizational behavior, it is necessary 

to focus on how internal actors interpret the external environment; that is, to identify which 

stakeholders are perceived as influential and how these perceptions influence decision-
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making. It is not within the scope of the study to delve into the social interactions and 

internal power dynamics of the decision-making process, which I acknowledge can have 

significant impact on decision outcomes. 

Organization of the Study 

The next chapter is a selective review of relevant literature that has informed my 

thinking and prompted the questions that I pursue in this study. In this review, I focus 

upon works that characterize the evolution of community colleges and that represent the 

contradictory perspectives surrounding these institutions. In addition, I discuss several 

theoretical perspectives that may assist me in analyzing the findings of this study. 

Chapter three presents the design of the study and the research methods used to 

gather and analyze the data. I discuss the interview, document analysis, and observation 

techniques used and outline my theoretical framework for analysis. In addition, I discuss 

the rationale behind procedural decisions that guided the study. 

Chapter four describes the contexts in which the data were gathered. Beginning 

with a broad statewide perspective, narrowing the scope to the District and local college 

levels, I discuss state govemance and fiinding, describe the district organization and 

leadership structures, and profile the first of the three colleges that participated in this 

study. In the last section of the chapter, I display the data for Yellow Ridge College in 

relation to the main research questions. 

In chapters five and six, I present the contextual data for Blue Lake Community 

College and Green Field Community College, respectively. In addition, I display the 

interview and documentary data that provide the answers to the research questions relative 

to each site. 

Chapter seven, describes the analytical process and provides a brief overview of the 

frameworks used to analyze the data. As a context for analysis, the chapter includes the 
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responses to the research questions, defining key influential stakeholders, as well as 

characterizing stakeholder impacts and influences determined for each site. The data are 

reviewed through three analytical lenses: resource dependency, power and power-

dependence, and stakeholder theory, as described in the theoretical framework (see chapter 

three). The chapter concludes with a summary and comparative analysis of findings 

between sites. Findings are also presented in tabular form. 

In the concluding chapter, I present a collective view of the findings and the 

conclusions drawn from the research. Additionally, I share my own conception of local 

stakeholder influence derived from this study, and discuss the impUcations of the research 

relative to current practice and future study. Finally, I offer suggestions to assist 

community college practitioners in defining the role of community stakeholder influence in 

their own institutions. 



23 

CHAPTER 2 

REVIEW OF RELEVANT LITERATURE 

In this chapter, I review literature and research findings that provide a backdrop for 

examining and understanding community colleges as institutions that, by virtue of the 

nature of their missions, are reputed to be concerned with essentially every aspect of the 

communities they serve. The chapter is organized in three sections. The first section 

provides the context for the study, beginning with an outline of the evolution of the mission 

and purposes of community colleges followed by an overview of the conflicting views 

about the validity and effectiveness of the comprehensive nature of these institutions. The 

second section briefly discusses organizational theory, specifically systems theory, to 

provide the basis for characterizing community colleges as open systems interdependently 

entwined with local community stakeholders. The third section presents several theoretical 

perspectives or "lenses" that have been used to examine or explain how external 

constituencies influence organizational behavior. Collectively, the literature presented here 

provides the scaffolding—background, context, and tools for analysis—that supports this 

study. 

Community Colleges 

Historical accounts show community colleges to be institutions that are highly 

reactive to a changing society (Cohen & Brawer, 1996; Diener, 1986). Arguaoly, the 

primary goal of a conmiunity college is to serve its constituents and as local needs change, 

corrununity colleges must respond accordingly (Gleazer, 1980). It is this flexibility and 

adaptability that have been the sustaining factors of community colleges and have opened 

educational opportunities to those who would otherwise be excluded fi:om postsecondary 

education (Levin, 1997; Levin & Dennison, 1989). 
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Traditionally, community colleges have been defined as teaching institutions, and 

more recendy as learning institutions, with the central purpose of delivering educational 

services to the local community by providing programs for general education and transfer, 

personal enrichment, vocational and technical training, and the enhancement of local 

economic development (Cohen & Brawer, 1987; 1996; Gleazer, 1995; Ratcliff, 1994). 

Instimtional mission statements are usually framed around these general categories. In 

short, contemporary community colleges have embraced a broad mission which 

emphasizes a commitment to open access, lifelong learning, community service, and 

economic development. The philosophy of serving students of diverse backgrounds, of all 

ages and abilities, and with widely ranging interests makes community colleges unique 

among institutions of higher education. Thomas Diener (1994) encapsulates the essence of 

this philosophy: "....the community college is of the people, by the people, and for the 

people. It arises from the aspirations and faith of the people of a locale or state; it holds 

itself open to rapid change; it adapts and reshapes its organization and offerings in response 

to changing societal needs" (p. 11). 

Present day community colleges, however, are very different from the institutions 

conceptualized as "junior colleges" by William Rainey Harper at the close of the 19th 

century (Deegan & Tillery, 1985). Functionally, junior colleges have experienced a 

significant transformation from narrowly-focused institutions—primarily providers of 

coursework for transfer to senior colleges—to multipurpose, community-oriented colleges 

offering a wide range of programs and services to a variety of constituents (Bogart, 1994; 

Diener, 1986; Palinchak, 1973; Phelan, 1997). Since much of the discourse on community 

colleges revolves around the expansion of mission functions, a brief description of the 

evolution of institutional purposes is in order here. 

At their advent in the early 1900's, junior colleges were characterized as an 

extension of high school. Their main function was to provide lower division education to 
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students who were underprepared or perhaps too immature to enter universities. In the 

1930's, public two-year institutions were officially dubbed Junior Colleges; the high 

school connection was downplayed and articulation with senior institutions was 

strengthened. During this time, amid increasing demand for higher education, colleges 

expanded their mission to address the growing needs of adult students, including 

occupational training and career orientation as well as general and remedial education 

(Deegan & Tillery, 1985). 

During the 1950's, junior colleges attracted increased federal and state support and 

the number of institutions grew rapidly. Prompted by recommendations from President 

Truman's Conmiission on Higher Education, an orientation toward addressing educational 

needs within a community context began to evolve (Wagoner, 1985; Wattenbarger & Witt, 

1995). Community-focused colleges established linkages with business and industry, 

particularly in relation to vocational programming. Over the ensuing two decades, the 

concepts of lifelong leaming, economic development, and service to the community joined 

open access as mainstays of the community college mission (Baker, 1994; Deegan & 

Tillery, 1985). By the 1980's, an expanded focus on community education and 

community services as integral parts of the institutional mission heralded the transformation 

into the comprehensive conmiunity colleges of today. 

The multi-faceted mission and open-access policy of community colleges set them 

apart from other postsecondary institutions. And, it is these characteristics that are the 

basis for conflicting opinions about the effectiveness and impact of this broad approach to 

higher education. Ironically, proponents and critics alike often use the democratic nature of 

community colleges as a springboard for expounding their divergent views. On one hand, 

"open access" is seen as an avenue to low-cost, quality education and training for the 

otherwise disenfranchised (Griffith & Connor, 1994; Roueche, Taber, & Roueche, 1995). 

On the other hand, critics argue that equal access does not translate into equal opportunity 
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for attainment. For example, Clark (1980) claims that community colleges often serve a 

"cooling out" function, whereby some students are guided away from transfer programs 

toward lower goals that are more in line with their capabilities. Moreover, Astin (1977) 

submits that students who started at a community college and then transferred to a four-year 

college or university are less likely to attain a bachelor's degree than those who began at a 

four-year institution. Dougherty (1994) agrees, in part, with both viewpoints. He argues 

that community colleges extend educational opportunities to a wider range of students than 

do four-year colleges and "...are more beneficial for students aspiring to less than a 

baccalaureate degree" (p. 21). At the same time, he points out, community college 

attendees achieve lower levels of education and career attainment than "comparable" 

students entering four-year institutions. This debate heats up when focus is shifted to the 

characteristics of students who typically are attracted to community colleges. 

In general, the student populations in community colleges are quite different from 

those at traditional four-year institutions. On average, community college students are over 

twenty-four years old, attend part-time, and often combine school with employment and 

family obligations. Some have not completed high school, and many are academically 

underprepared for college. In comparison to their traditional four-year college 

counterparts, a disproportionate number of community college students are minorities, 

come from lower-income families, and are first-generation college students (Deegan, 

Tillery & Associates, 1985; Phillippe, 1995). Furthermore, their reasons for pursuing 

postsecondary education are as diverse as their backgrounds and their enrollment patterns 

are frequently irregular, with many students "stopping out" and returning several times 

(Cohen & Drawer, 1987; Griffith & Connor, 1994; McGrath & Spear, 1991). 

Given the relatively unprivileged nature of community college students, potential 

outcomes for these students are a matter of concern and are subject to varying 

interpretations. Vaughan likens community colleges to "the Ellis Island of higher 
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education" offering opportunity to all without regard to ethnicity, religion, or 

socioeconomic status (quoted in Roueche & Baker, 1987, p. 3). Cross (quoted in Cohen 

& Brawer, 1996) extends this egalitarianism to include academic ability. While Vaughan 

and other advocates view community colleges as a gateway to educational opportunity and 

social mobility, critics see them as institutions that sustain social inequalities by stifling 

ambition and channeling disadvantaged students toward low-status positions in the social 

structure (Clark, 1980; Dougherty, 1994; Weis, 1985; Zwerling, 1976). Cohen and 

Brawer (1996) temper this argument with the observation that "for most students in two-

year institutions, the choice is not between the community college and a senior residential 

institution; it is between the community college and nothing" (p. 55). The factor of limited 

choice in higher education is seldom addressed, and it is apparent that individual and 

community needs are often eclipsed when community colleges are judged in a wide 

context, on a societal level. Griffith and Connor (1994) caution against applying 

inappropriate measures of success against these colleges. They argue for critics to focus on 

the impact within local communities. In their view, community colleges serve as a "middle 

ground between what is really going on in the community and what is happening in 

individual lives of the people who live in the community" (p. 7). 

Open access is not the only point of contention between advocates and critics. The 

expanding mission and the attempts by connmunity colleges to respond to extemal 

influences are also widely discussed. What some consider as adaptability and 

responsiveness to changing demands, others view as the inability of community colleges to 

define identity and purpose. 

Over time, community colleges have experienced shifts in focus, changes in 

funding patterns, and fluctuations in programming categories, such as vocational or 

university transfer, and have made corresponding adjustments to programs and services 

(Diener, 1986; Frye, 1992; Gleazer, 1980; Palinchak, 1973). Wagoner (1985) 
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characterizes this institutional reform as incremental changes in services and adoption of 

new functions "in response to real or perceived public demands or needs" (p. 3). Indeed, 

Levin (1997) states that community colleges are often viewed "as a panacea for social and 

economic problems of a nation, or region, or community" (p. 2). Tillery and Deegan's 

(1985) taxonomy of four generational incarnations of the college confirms this perception 

of growth and expansion in response to economic and social trends. 

Other authors suggest that the burgeoning mission leads community colleges on a 

quest for identity. For example. Wagoner (quoted in Frye, 1992) states that shifts in focus 

and direction throughout its history have caused the junior/community college to be unsure 

of its identity, tentative about its place in higher education, and unable to establish 

institutional priorities. In addition, Bogart (1994) claims that educational leaders have been 

preoccupied with defining and refining the institutional mission for over a decade and 

continue to do so as the social, political and economic issues of communities change. 

Gleazer (1980) echoes this search for mission and priorities and suggests that the difficulty 

in defining a consistent mission for community colleges stems from the dissimilarities of 

the communities that they serve. He posits that an instimtion must be able to change as its 

constituents' needs and circumstances change. In her analysis of the literature debating the 

community college mission, McCartan (1983) identifies two conceptual descriptions of 

community colleges. One perspective is that some community colleges focus on lifelong 

leaming and serving the needs of the conununity, and, in effect, allow mission emphases to 

be shaped according to local requirements. The second view is that some colleges develop 

their own priorities based on traditional academic functions. Underlying these two 

perspectives is the assumption that change is an either/or proposition for institutions to re-

emphasize traditional academic functions or redefine their role as community-based leaming 

centers (McCartan, 1983). Gleazer (1995) questions the need for this dichotomous choice. 

He refers to a Brookings study which suggests that declining resources may force 
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community colleges to choose between "remaining part of higher education or becoming 

community-based service organizations" (p. 19). 

Wagoner (1985) asserts that the comprehensive nature of the community college 

has precluded setting priorities and suggests that society will be served better if the 

community college reconciles its mission with ordered priorities and a definitive identity. 

The setting of priorities may in itself be troublesome, however. An analysis by Cross 

(1981) reveals differing priorities among community college stakeholders. In her study, 

based on data firom the Community College Goals Inventory (CCGI), administrators, 

faculty, trustees, and students ranked institutional goals according to perceived instimtional 

priorities and to their own preferences. Cross found considerable inconsistencies in the 

way that participants viewed existing priorities at their respective institutions. In addition, 

there was variability in the way groups assigned preferred priority to those same goals, 

suggesting rankings were influenced by "special interest concerns" (p. 118). As an 

example, in a follow-up study focusing on administrators' responses. Cross and Fideler 

(1989) compared CCGI data from 1979 and 1985. They found little evidence of change in 

the priorities of this particular group during the six year period. These findings indicate 

that formulating institutional priorities may be difficult, especially if interest group priorities 

remain incongruous. However, there are other influences upon goal setting and decision

making to be considered. 

While acknowledging that the concept of setting priorities is counter to the 

comprehensive mission, Bogart (1994) suggests that economic downturns may force 

community colleges to reexamine mission goals "within the context of available resources 

(p. 71). He recommends that community colleges develop partnerships with other 

educational institutions, businesses, and community constituents in an effort to concentrate 

resources on areas of particular expertise and where there is an unmet need for services. In 

this vein, Phelan (1997) cites fiinding constraints at the federal, state and local levels as the 
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impetus for the community college to redefine the mission. In his view, the long-term 

success of the community college movement is contingent upon the ability of each 

institution to identify core competencies and to develop market niches. Phelan (1997) 

cautions that community colleges can no longer afford "to be all things to all people" (p. 

33). However, he suggests that institutions can provide students access to comprehensive 

services through community partnerships, referrals, and other coordinated activities. 

In addition to setting priorities for programming and services as a basis for 

redefining mission, changing social trends are cited a determinants of mission focus. 

According to Cohen and Drawer (1987; 1996), in response to changing attitudes about 

social class strucmre, the institutional role of community colleges has shifted from that of 

providing an avenue to social mobility, to that of providing training for employment. 

Cohen and Brawer explain that shifts in purpose are often prompted by external pressures, 

for exeimple: federal fiinds targeted for occupational education; state coordinating agencies 

assigning programs and functions to educational institutions; technological advances that 

necessitate upgrading skills; and the changing needs of new types of students. Doucette, 

Richardson, and Fenske (1985) suggest that such shifts in mission focus appear to be 

strategic responses by institutions to maximize resources in times of fiscal stress prompted 

by the availability of potential funding for one particular aspect over another. Additionally, 

shifts in mission emphasis and concomitant curricular changes may result from changes in 

student demand, labor markets, legislative and funding priorities, and community pressures 

(McCartan, 1983). 

It is clear that community colleges are complex, often contradictory, institutions 

with a variety of demands and influences exerted upon them (Dougherty, 1994; Levin, 

1997). Furthermore, these institutions are subject to conflicting perceptions and 

assessments. Criticisms notwithstanding, community colleges are also hailed as agents of 

social change (Griffith & Connor, 1994; Travis, 1995). For example, a report by the 
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Commission on the Future of Community Colleges, sponsored by the American 

Association of Community Colleges, suggests that institutions should rally around the 

concept of "Building Communities" as a basis for redefining mission, with community 

defined as not only a service region but also a "climate to be created" (American 

Association of Community and Junior Colleges, 1988, p. 7). The report urges community 

colleges to become community education centers responding to local needs, and to take a 

lead role in planning for community development. The Commission, as do many of the 

earlier cited authors, underscores the relationship between the colleges and their local 

communities and emphasizes the need for addressing competing priorities within this 

context. 

Clearly, throughout the literature, the college and community connection is widely 

assumed and acknowledged; however, the nature and extent of this relationship is given 

little attention. The Literature also reveals a disjuncture between how these institutions are 

perceived and how they are assessed critically. They are frequendy portrayed as 

"community" colleges serving local constihaents in ways quite unlike traditional colleges, 

yet they are assessed on a societal level and often measured against their four-year 

counterparts (Frye, 1994). It seems that many arguments surrounding the community 

college flow from this disjointed perception. The dissonance is discussed by Griffith and 

Connor (1994) in Democracy's Open Door, but other authors either do not regard it as 

problematic or else choose to ignore it. I believe that in considering community colleges as 

entities that are discrete from their communities and ignoring local factors, we miss rich 

contextual data diat can contribute to a deeper understanding of community colleges. This 

is an oversight that I begin to rectify with this research. 

In the following section I discuss organizational theory, specifically open systems 

theory, to conceptualize community colleges in relation to their external environments. 
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Although organizational theory is usually applied to the business arena, I believe that there 

are parallels to higher education institutions. 

Community Colleges as Open Systems 

Before undertaking this investigation, I considered various ways to characterize the 

interactions between a community college and the extemal environment. Drawing on my 

former graduate studies in business administration, I found the principles of open-system 

theory to be helpful in articulating my perception of the interdependent relationship between 

community colleges and the communities which they serve. However, the scope of this 

study does not call for an in-depth treatment of systems theory, and I do not provide an 

extensive explanation here. Rather, I present the fundamentals of open system theory and 

relate them to community colleges. 

According to W. Richard Scott (1998), the open system perspective primarily 

focuses on the interdependence of an organization and its environment. Scott notes that the 

"environment is perceived to be the ultimate source of materiails, energy, and information, 

all of which are vital to the continuation of the system" (p. 100). The basic premise of 

open system theory is that organizations are sustained through a flow of energy from the 

environment tlirough the system and back to the environment. Functionally, this is a 

cyclical process whereby organizations receive resources (inputs), transform them in some 

fashion, and then deliver products (outputs) to extemal constituents (Katz & Kahn, 1971). 

This concept can be readily applied to community colleges (Levin, 1997). The community 

provides resources in the form of employees, students, demands for "products" and 

services, demands for labor, funding (from local taxes) and, in certain circumstances, 

political support. In turn, the college utilizes these resources to develop and deliver 

appropriate programs and services. Finally, products are exported to the community in the 
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form of graduates, skilled workers, facilities for public use, customized training, and 

various other programs and services for educational and economic development purposes. 

An integral part of the cycle described above is the exchange of information. It is 

important for the organization to obtain information about the environment and also to 

receive feedback about its functions relative to the environment. This inflow of 

information, particularly negative feedback, enables the organization to make adjustments 

in operations or products as necessary (Katz & Kahn, 1971). Again, the parallel to 

community colleges is clear: most colleges conduct environmental scans, gather statistics, 

and circulate surveys to help them determine the needs of their constituents. Likewise, they 

often conduct customer satisfaction surveys of students, alumni, and businesses regarding 

the quality of programs and services. Furthermore, information is gained through 

community members' participation on college committees, and through the interactions of 

college personnel with external entities. Since community colleges are frequentiy described 

as flexible and adaptable, presumably this indicates that these organizations react to 

informational inputs. With this in mind, a key element of my investigation is to examine 

the ways that information is gathered and utilized. 

In the next section, I review several theoretical perspectives that have been used to 

examine organizational responses to external influences. Although only one perspective 

deals with higher educational institutions (i.e., resource dependency), and none focuses 

specifically on community colleges, the concepts are potential explanations of behaviors 

and relationships exhibited in open system organizations. The works discussed have 

informed my research and have aided me in narrowing my focus. 
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External Influences: Selected Views 

Resource Dependency 

The first perspective discussed in this section is resource dependency, which holds 

that organizational behavior is best understood when examined in the context of, and in 

relation to, the external environment. As a foundation, I use the work of Pfeffer and 

Salancik (1978) because they are among the most widely recognized authorities in the field, 

and their perspective is applicable to organizations in general, including institutions of 

higher education. 

According to Pfeffer & Salancik (1978), organizational survival is contingent upon 

the ability to acquire and maintain resources. Since it is virtually impossible for 

organizations to be self-contained, totally, they do not have full control of all the 

components required for operation. It follows, then, that organizations which depend upon 

external entities for one or more resources are subject to extemally imposed constraints. 

Indeed, Bums and Stalker (cited in Pfeffer & Salancik, 1978) state that "[o]rganizations 

must transact with other elements in their environment to acquire needed resources" (p. 2). 

Thus, organizations become linked with their environment through a variety of 

relationships. Because of these connections, the environment affects the behaviors and 

actions of organization members. Changes in the environment, especially changes that 

affect the availability of resources, pose a threat to the survival of orgzuiizations that do not 

adapt to the new environmental circumstances. This rudimentary explanation of resource 

dependency fits well with the behavior of conununity colleges throughout their history, 

especially when viewed in conjunction with the conception of community colleges as open 

systems. 

In explaining the dependence relationship, Pfeffer and Salancik (1978) identify 

three key factors which determine an organization's dependence on resource providers: 
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first, the extent to which a resource is important to the continued operation of the 

organization; second, the extent to which an interest group has control over a resource—that 

is the ability to provide, limit, or deny access; and third, the availability of alternate 

resource providers. When these factors are applied to community colleges, the dependence 

on the local community becomes clear. Funding support for conununity colleges is derived 

largely from state funds, local taxes, and tuition and fees (Phillippe, 1995). The state is 

bound by regulatory guidelines which must be applied uniformly to all community 

colleges, and resources are allotted in accordance with prescribed funding formulas which 

are usually tied to enrollment levels. However, as voters and taxpayers, community 

members control the outcomes of election referenda such as bond issues; and as 

consumers, they have discretion over whether or not to participate in programs or utilize a 

college's services. In exercising these choices, communities not only affect a college's 

ability to raise monies for capital improvements and to generate local revenues, but also 

impact the resources supplied by the state, because shifts in enrollment precipitate 

corresponding adjustments in funding. 

This is not to say that state influences are negligible or do not fit with resource 

dependency arguments. In their book. Academic Capitalism, Slaughter and Leslie (1997) 

use resource dependency theory to explain the response of post-secondary institutions to 

changes in funding policies. According to these authors, govemment support for higher 

education at all levels has not kept pace with growth in student demand. As a result, many 

institutions have curbed spending, redistributed resources, and raised tuition. Such 

responses in times of fiscal stress are consistent with the principles of resource 

dependency. Budgetary data presented in the Slaughter and Leslie study indicate a decline 

in expenditures for instruction, as a percentage of the total budget, for all institutional 

types. In the case of community colleges, the reduction in expenditures for instruction is 

explained by an increased reliance on part-time faculty—a cheaper source of labor (p. 100). 
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Slaughter and Leslie see such actions as reflecting the typical responses of business 

organizations in times of fiscal decline. They point out that, according to resource 

dependency theory, there is a tendency for organizations to assume the characteristics of 

their resource providers. As a result, community colleges, whose instructional services 

extend to business and industry, may be expected to mimic the staffing practices of those 

entities. In fact, according to Slaughter and Leslie this has occurred: part-time employees 

have been substituted for full-time employees in both types of organizations. 

Although resource dependency adequately explains organizational behaviors in 

general terms and in a wide context (e.g., institutional responses to fiinding policy), it may 

oversimplify the nature of the relationships between a community coUege and its locality. 

The central theme of resource dependency focuses on environmental shifts which 

destabilize organizations and necessitate responsive action for organizational survival. This 

perspective overlooks the more subtle influences that may impact community colleges. A 

key thread of my research is to characterize these underlying influences. In addition, 

organizations and environments are somewhat generalized, which does not take into 

account the uniqueness of communities and the differences among the colleges which serve 

them. Furthermore, the term "resource" is readily interpreted as financial support, which 

overshadows other types of resources (tangible and intangible) that may be important to the 

organization. 

While resource dependency may be helpful in explaining the response mechanisms 

of organizations to external influences, it is lacking in its attention to the interactions 

between interest groups. Since the focus of my research is to examine what I call "avenues 

of influence", that is, the interactions through which local stakeholders mediate influence 

upon the college, I look beyond resource dependency for additional tools of analysis. 



37 

Concepts of Power and External Influence 

Inherent in the concept of external influence is the assumption of an interdependent 

relationship between stakeholders. That is, party A has some transactional connection to 

party B. In the context of community colleges and their service communides, this is a valid 

assumption. For this reason, in this segment I focus on literature that aids my 

understanding of the interactions between organization members and external community 

members, and also describes the types of influences that may result. 

In the literature reviewed for this study, the terms "power" and "influence" are 

frequentiy synonymous and I use these terms interchangeably. This is not to say I ignore 

the intricacies of defining power, influence and authority, or the distinctions that have been 

drawn between these terms in other works. For example, Weber (1947) distinguishes 

between power and authority. Thus, for Weber, the exercise of power involves dominance 

through coercive actions or force, whereas the exercise of authority and compliance stems 

from a shared belief in tradition, legal status, and respect for personal traits of leaders. 

However, in this work, I am concerned only with informal influence, that is, power 

without legal, regulatory, or hierarchical basis. 

Much of the literature dealing with theories of power discusses relationships and 

structures within organizations. Other works focus on interorganizational networks and 

external Unkages as sources of power among organizations. While these perspectives offer 

a broad understanding of power relationships, I limit my discussion to theoretical elements 

that pertain to power derived fi-om social interactions between members of an organization 

and external entities. 

In Power in and Around Organizations, Mintzberg (1983) refers to two groups who 

potentially influence an organization's activities: internal influencers and external 

influencers. He defines the relationship between the two groups: external influencers are 

non-employees of an organization who use their bases of influence to try to affect the 
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behavior of internal influencers, that is, those with the authority to make decisions and take 

actions. I focus on the relationships between representatives of each group, because, as 

Emerson (1962) explains, "[pjower is a property of the social relation; it is not an attribute 

of the actor" (p. 32). 

Clearly, the external group encompasses a large mix of players and the concept of 

extemal influence is helpful to this study only if subcategories of external stakeholders and 

influence types can be identified. Mintzberg (1983) identifies four groups that may exert 

influence upon an organization: Owners, those with legal control of an organization; 

Associates, those who have an economic relationship with the organization—clients, 

suppliers, and competitors; Employee Associations, the collective bargaining groups that 

can impact the organization; and the surrounding Publics, those who are not attached to the 

organization but are affected by it. This last group is divided into three sets, characterized 

as: 1) "purveyors of the public interest"~priests, teachers, family members, the media; 2) 

governments, who have regulatory control; and 3) special interest groups (p. 44). These 

categories, particularly the last group, provide an initial framework for defining the 

influence groups in this smdy. 

Having identified the sources of influence, Mintzberg discusses dimensions of 

influence and the methods through which influence is exerted. These characterizations 

address simational factors such as timing, type of interaction, and the forum or 

circumstances in which pressure is applied. Implicit in this conception of power is the 

notion that the exercise of power is a conscious act on the part of the influencer. But, is 

this necessarily the case? Not according to Provan et al. (1980) who discern between the 

ability to control (potential power) and the performance of control (enacted power). They 

state that power relationships may exist whether or not an overt action has occurred. This 

distinction is fiandamental to a key element of my research, which is to identify local 

stakeholders who conununity college decision makers believe influence their organization's 
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behavior. Influence may not necessarily be mediated through the organized actions of a 

particular group, but through the aggregate actions of separate individuals. It is this 

perception of power that is a pivotal point. As Mintzberg states "...the recipient of power 

is crucial in determining if a power act has occurred. If the recipient interprets an act as a 

power act, he or she will respond on that basis, whether or not the power wielder intended 

to utilize power" (p. 127). 

Another viewpoint that seems to combine elements of resource dependency and 

concepts of power is that advanced by Richard M. Emerson. In Power-Dependence 

Relations, Emerson (1962) constructs a theory that defines a reciprocal relationship among 

parties; a relationship of mutual dependence which binds actors together in social systems. 

He posits that the power of one party resides in the dependency of the other party. Central 

to his thesis is the idea that the ability of party A to achieve a goal or obtain some form of 

gratification is contingent upon the actions of party B. Implicit in the concept of mutual 

dependency is that party B also gains something of value through this transaction. The 

position of power emanates from imbalances of dependency that occur when one party has 

a greater interest in the outcome than the other, and in the absence of alternatives. Unlike 

resource dependency theory and the conceptions of power discussed above, which portray 

influence as uni-directional, Emerson's arguments suggest a bi-directional relationship in 

which each actor is "[i]n a position, to some degree, to grant or deny, facilitate or hinder, 

the other's gratification" (p. 32). The following analogy offers a simple explanation of the 

power-dependence relationship: two children on a see-saw are mutually dependent upon 

each other for providing the momentum that constitutes the activity and the pleasure. The 

power resides with the child who is on the downswing (albeit momentarily), because he or 

she can choose to stop, continue, or pause by holding the other child in the air, whereas the 

child on the upswing has no means of control. This illustration makes clear that by 
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exercising certain power options, such as choosing not to participate, an actor forfeits the 

personal benefit that would be derived from a mutual transaction. 

In the context of community colleges, this relationship may be viewed in the 

following way: the college is dependent upon students to enroll in programs; in turn, 

smdents rely upon the college to offer the required courses. Both parties derive benefit 

firom diese actions and the ultimate graduation of the student. Extending this example, 

smdents are dependent upon the college for specialized programs to the extent that alternate 

providers are unavailable. If more attractive options arise, then the dependency of students 

diminishes. Likewise, the colleges are dependent upon the students to enroll in these 

programs to the extent of fiill capacity. Beyond, this point, the position of power is 

reversed. This suggests that the power of influence groups is not constant and draws 

attention to the circumstances surrounding the power-dependence relationships. These 

examples demonstrate that the concept of power-dependence offers another interpretive tool 

for explaining the dynamics of relationships, particularly under changing conditions. 

The theoretical constructs of resource dependency and power-dependence described 

above are helpful in clarifying and describing organizational behavior in response to 

external parties; however, their definitions imply that an organization interacts with and 

responds to external entities on an individual basis. Bogart (1994), Diener (1986), Phelan 

(1997), and others confirm ±at community colleges are subject to the needs and demands 

of multiple constiments; therefore, I look to a third framework that may assist a more 

accurate explanation of organizational behavior in the context of multiple stakeholder 

influences. 

A Stakeholder Perspective 

The mandates of open access and a comprehensive mission subject community 

colleges to the demands and expectations of a wide range of constiments. Presumably, 



41 

responses to diverse needs are mediated through a variety of relationships. However, it is 

unclear on what basis decision-makers prioritize multiple, and often conflicting, interests. 

Stakeholder theory posits that an organization or social system is a collection of 

internal and external stakeholders, each of whom has a role or an interest in the survival of 

the organization. Hence, a stakeholder is defined as any group or individual who can affect 

or is affected by an organization's actions (Freeman, 1984; Mitroff, 1983). Implicit in this 

perspective is the concept that organizations are open systems, connected to the 

envirormient through a network of relationships. The central thesis of stakeholder theory is 

that management decisions, and thus organizational behavior, are guided by stakeholder 

influences and expectations (Freeman, 1984; Mitchell, Agle, & Wood, 1997; Mitroff, 

1983; Rowley, 1997). By definition, stakeholder theory appears to be an appropriate 

firamework for analyzing the influences of multiple constituents on managerial decision

making in community colleges. 

According to Mitchell, Agle, and Wood (1997), the definition of a stakeholder can 

be interpreted widely—to include virtually anyone, or narrowly—to include specific groups. 

Moreover, it is important to note that some stakeholders may belong to more than one 

group (Freeman, 1984; Mitchell, et al., 1997; Mitroff, 1983). Therefore, Mitchell et al. 

(1997) emphasize the importance of identifying "who (or what) are the stakeholders...? 

And to whom (or what) do managers pay attention?" (p. 853). Their meta-analysis extends 

stakeholder theory by providing a framework for identifying stakeholders and stakeholder 

salience, wherein "salience" is defined as "the degree to which managers give priority to 

competing claims" (p. 869). This perspective addresses the major thrust of my research 

which is to identify stakeholders whom community college decision-makers perceive to be 

influential, and to examine how these perceptions impact strategic decisions. These 

distinctions must come fi:om the decision-makers themselves, because as Mitroff (1983) 

notes, decisions are made based on assumptions about stakeholders. For this reason, I 
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chose, primarily, to interview community college personnel who are involved in strategic 

decision-making at both the division and college levels. 

In what is considered to be a landmark work. Freeman (1984) promotes the utility 

of stakeholder theory in strategic management. Although not empirically based, his book 

describes an extensive framework for understanding the value, and challenges, of 

stakeholder-based strategic planning. Given the number of potential stakeholder groups, 

each with its own special interests, it is reasonable to assume that stakeholders impact the 

organization in different ways, and that stakeholder influence will vary among subunits of 

the organization. For this reason, as Emerson notes, it is important for managers to be 

informed about, and to be sensitive to, issues that may impact stakeholder behavior toward 

the organization. This awareness is achieved through "boundary spanning" activities, that 

is, interactions among members of an organization and external groups. In this study, I 

refer to these relationships as "avenues of influence", and define them as college 

representatives' involvement in community groups and community members' involvement 

in campus activities. 

Unlike the other theories discussed above, stakeholder theory offers a broader 

framework in which to analyze managerial responses to stakeholder influence. However, 

each of the concepts included herein illuminate various aspects of the interactions between 

community college decision-makers and local stakeholders that deserve deeper 

investigation. Therefore, these concepts are used in analyzing the data in this smdy in 

order to provide a richer description of the relationship between the subject colleges and 

their respective communities. 

The Research Questions 

Contemporary community colleges have embraced a broad mission which 

emphasizes commitments to open access, lifelong learning, conununity ser%'ice, and 
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economic development. Philosophically, all community colleges share a common purpose 

which is to operationalize a comprehensive mission within the context of their local 

communities. Functionally, this places each community college amidst a wide array of 

local constituent groups, each with its own set of needs and expectations that are shaped by 

local circumstances. Operationally, this suggests that strategic decisions are made based on 

knowledge or assumptions about local needs and in response to pressures from local 

constituents. However, the expanse of literature addressing community college issues 

gives litde attention to how these local influences play out. Given the dissimilarities among 

communities within the same area, let alone from state to state, this gap in the literature 

contributes to the confusion and misunderstandings that stimulate a continuing debate about 

community colleges. 

In the absence of scholarly literature that specifically focuses on community 

colleges in a local context, the following questions arise: 

1. How do college decision-makers define their respective communities? 

(Stakeholder Perspective: Freeman, 1984; Mitroff, 1983) 

2. Which community stakeholder groups are identified as influential and how 

are these influences defined? (Resource-Dependency: Pfeffer and Salancik, 

1978; Slaughter & Leslie, 1997; Power and Power-Dependence: Emerson, 

1962; Mintzberg, 1983; Provan et al, 1980) 

3. What boundary-spanning relationships exist as avenues for community 

influence? (Organizations as open systems: Katz & Kahn; 1971; Levin, 

1997; Scott, 1998) 

4. How is community input/feedback utilized? (Stakeholders and managerial 

decision-making: Freeman, 1984; Mitchell, et al., 1997; Mitroff, 1983) 
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In answering these questions, I seek to identify how local circumstances and 

prevailing influences impact decision-making and how these may differ among three sister 

colleges. An analysis of these dynamics will illuminate the need for including a local 

perspective in the debate about community colleges. 

In the following chapter, I discuss the research methods used in this investigation. 
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CHAPTER 3 

RESEARCH METHODS 

Introduction and Research Design 

As previously stated, the primary goals of tills research are to draw attention to the 

local context of community colleges and to examine how local influences impact 

organizational behavior. At the outset of this investigation, I hiad no preconceived ideas or 

expectations about what I might find, and thus did not develop hypotheses or propositions 

to be tested. Rather, I chose to focus on how college decision makers perceive local 

influences and to investigate how these perceptions guide strategic decisions. Such a study 

requires a naturalistic approach, whereby data are derived from the subjects' own 

definitions and interpretations of the external environment (Lincoln & Guba, 1985; 

Merriam, 1988; Whitt, 1991). For these reasons, this is a. qualitative study involving 

interviews, document analysis, and to a lesser extent, observations. 

The significance of the local context in relation to conununity colleges may be best 

demonstrated by investigating several institutions. Accordirag to Eisenhardt (1989, pp. 

533), the multi-site case study approach requires the researcher to view the evidence 

through multiple lenses. Cross comparisons of the data will be helpful in discerning 

patterns of evidence across sites, as well as illunninating e-vidence that is unique to a 

particular site. This contextual relationship may be highlighted- further by selecting colleges 

that are connected in some manner and yet operate independertdy. Therefore, my research 

is designed as a descriptive case study of three urban community colleges which are 

situated in the same governing district in a western state. The subject colleges have a high 

degree of autonomy and serve quite different communities, yet they share commonalities in 

mission and operate within a normative legal and bureaucratic framework. These 

contrasting characteristics will further highlight the central theme of this smdy. 
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Site Selection 

There are over 1,100 community colleges in the United States (Phillippe, 1995), 

any of which could be subjects in this study. However, logistical constraints called for a 

pragmatic approach to choosing appropriate research sites. The following factors guided 

the site selection process. The primary considerations were accessibility and cost; 

therefore, research sites had to be within a reasonable travel distance. The second factor 

was that the subject colleges should provide similar services to their respective 

communities, that is, offer comprehensive programming. Third, I looked at the variety of 

populations served, because I thought it was important to have a diverse demographic mix 

among the subject communities. Finally, I considered range in size and age of the subject 

campuses. Again, I desired a variation in institutional characteristics among the sites. 

Rainbow Community College District (RCCD), a multi-college district comprised 

of ten campuses and several satellite locations, satisfied these selection criteria. 

Out of the ten RCCD colleges, I chose four potential campuses that would provide 

the requisite mix of characteristics identified above, with the intent of narrowing the field to 

three sites. The initial selection included Yellow Ridge, the oldest college in the district; 

Blue Lake, a relatively new college in the district; Green Field, the largest college in the 

district; and Orange View, a campus that falls mid-range among the colleges in size and 

age. The characteristics of the chosen colleges and their respective communities will be 

discussed in a later chapter. To preserve confidentiality, individual participants are not 

identified by name and the research sites are referred to by pseudonyms. 

Gaining Access 

I sent a letter to the president of each of the four potential colleges in which I gave 

an overview of my research and formally requested permission to conduct research at 
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his/her college. In addition, I requested an appointment to discuss further details. At two 

of the colleges, the letter was followed by a meeting with the president during which 

permission was granted for the research to begin and procedural details were discussed. At 

the third college, I met with the president who postponed an agreement until he could 

confer with the senior administrators on his campus. In the fourth case, the president of 

Green Field gave me permission via a phone call from the Director of Institutional 

Research. Final selection of the three subject colleges was simplified by the reluctance of 

the president of Orange View to impose on his staff who were busy preparing for the 

regional re-accreditation process. Therefore, I eliminated Orange View as a potential site 

and followed up with a letters to the presidents of Blue Lake, Green Field, and Yellow 

Ridge confirming their participation in the study. 

To facilitate access, I established with the presidents their preferred procedures for 

arranging interviews and obtaining documents at each site. For each campus I provided a 

list of interview subjects, by position tide, and suggested that these people be informed of 

my approved presence and purpose. This notification was accomplished by campus email, 

announcements at staff meetings, and circulation of memoranda within fiinctional areas. 

Procedural preferences varied from site to site. At Blue Lake, my point of contact was the 

institutional research coordinator, but I was given a campus phone book along with the 

president's endorsement to make my own arrangements. Likewise, at Green Field, my 

designated contact was the institutional research coordinator, but from the outset I was 

allowed the flexibility to contact people directiy. However, at Yellow Ridge, the president 

preferred that all arrangements be made through her secretary. These arrangements proved 

satisfactory, although I was initially concerned about the effect that having the president's 

secretary as intermediary would have on setting the tone of the interviews. My 

observations about such effects will be discussed in the data collection section under 

interviews. 
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Research Participants 

I used puqjosive sampling to select potential interview subjects (Berg, 1995). 

Because the study focuses on coUege decision-makers and their perceptions of community 

stakeholder influences, I drafted a list of people whom I expected to have an ongoing role 

in strategic decisions at the division and college levels (Berg, 1995; Burgess, 1984; King, 

1994). The list included those holding the following positions or having equivalent 

responsibilities: president, dean of instruction, dean of student services; associate dean of 

academic programs, associate dean of occupational programs, director of community 

and/or continuing education, chief administrative officer, and faculty and student 

representatives. I also included staff members whom I believed had a key role in gathering 

the background data to inform and support the decision-making process, for example, 

institutional research coordinators and public relations managers. To avoid skewing the 

influence potential of any particular stakeholder group, I limited the list to college decision

makers who were involved with the general public. Thus, I excluded those whose 

functional areas target specific clientele, such as contract education or small business 

development. 

I discussed this initial list with the presidents at Blue Lake and Yellow Ridge and 

made modifications according to differences in organizational structure between the 

campuses, and with regard to other suggestions that were offered. In addition, I obtained 

the name and contact information for the incumbents of each position tide on the modified 

lists. At Green Field, I reviewed the list with the institutional research coordinator, for the 

same purposes. 

To gain a perspective of the district as a whole, I requested interviews with the 

district chancellor, members of the governing board, the vice-chancellor for academic 

affairs, the vice-chancellor of business services, the vice-chancellor for human resources, 

and the director for grants and research. My intent was to gather background information 
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about the subject colleges and their respective communities, and to gain a sense of district 

leadership influence regarding decision-making at the campus level. Whitt (1991) points 

out the need for flexibility in conducting qualitative research, and I was prepared to expand 

the list of interview subjects according to suggestions received and discoveries made as the 

study evolved. 

Data Collection 

The literature on qualitative research recommends using a combination of data 

collection methods in order to present a stronger case (Miles & Huberman, 1984; Wolcott, 

1992; Yin, 1984). The use of multiple approaches provides the researcher with a broader 

perspective of the phenomenon being studied and reduces the risk of bias that may be 

introduced by informants or by the researcher (Lincoln & Guba, 1985; Wolcott, 1994). 

Furthermore, a combination of data collection methods serves as a validation measure, 

enabling the researcher to identify contradictory and disconfirming evidence, as well as 

yielding data that support earUer findings (Miles & Huberman, 1984; Yin, 1984). 

Following these recommendations, the research data herein were gathered, primarily, 

through interviews and review of relevant institutional documents. The nature and scope of 

the study did not lend itself to the use of formal observation methods, although unobtrusive 

observations contributed to my understanding of document and interview data. Discussion 

of these observations are included in the data analysis section. 

The study involves some time-series analyses to identify changes as well as 

recurring events. To preclude any residual influence due to changes in leadership at the 

colleges, I chose a time span of the past five years and focused on data from that period. 

However, the narrative includes historical data about the colleges and the district covering a 

longer time-frame, when pertinent. In order to form a richer understanding of how external 

influences impact decision-making, I collected data at three focal levels. I solicited data 
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about the district in general, about each subject college, and about the primary functional 

areas within each college—academic programs, occupational programs, and community 

education, that is, non-credit offerings. 

Interviews 

Before I began scheduling the interviev^^s, I met v/ith the institutional research 

coordinator at each site to discuss my research needs, as well as to identify and seek access 

to relevant documents and statistical data. This meeting was for planning purposes only 

and was followed by a formal interview at a later date. 

I conducted interviews at the three campuses concurrently, in order to pursue 

themes and to gather data in the same general temporal context. My strategy was to cluster 

interviews according to functional area and to the position held. Whenever possible, within 

a two week time-frame I interviewed the people holding the equivalent position at each site. 

Again, this was to facilitate follow-up of relevant issues that emerged during other 

interviews. The district office interviews were scheduled according to specific need and 

availability of interviewees. For example, I met with the institutional researcher and the 

vice-chancellor for business services at the onset of the study, for advice about sources of 

data and relevant documents. 

Line of Inquiry 

My investigation into the relationships, if any, between community influences and 

decision-making was guided by the following overarching question: In what ways do 

community stakeholders influence strategic decisions at their local community college? 

Procedurally, I addressed this central question by finding the answers to a subset of 

questions for three main functional areas: academic, occupational, and community 

education: 
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1. How do college leaders define their respective communities? 

The purpose of this question was to provide the context for the data, and to identify 

variations in perceptions of the community served. This was to preclude skewed analysis 

based on the assumption that college actors share a common perception of the external 

community. 

2. Which community stakeholder groups are identified as influential and how are these 

influences deflned? 

The purpose of this question was to identify key stakeholder groups which, in the 

opinion of decision-makers, are capable of exerting pressure on the college—in the form of 

supportive or constraining actions—to obtain desired outcomes. Identified groups were 

assigned to categories of influence, such as social, economic, and political interests. 

3. What boundary-spanning relationships exist as avenues for community influence? 

The purpose of this question was to identify formal processes and structures 

through which the college receives input from the community. Community representation 

on college committees, campus actors' involvement in the community as representatives of 

the college, and the purposive gathering of information from the community were 

examined. For each of the defined functional areas, I asked the following subset of 

questions: 

3 a). What formal structures are used to solicit community input, for example, civic 

representation on advisory committees? 

3b). What are the formal structures through which decision-makers leam about 

community needs, for example, participation in community alliances, civic organizations, 

or task forces? 

3c). What are the processes for assessing community needs and soliciting community 

input and feedback 
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4. How is community input/feedback utilized? 

The purpose of this question was to seek evidence that community influence 

translates into some type of college action. 

Interview Format and Strategies 

Interviews were semi-structured to afford the opportunity for participants to 

contribute relevant information that may not be brought forth in a more rigid format (Berg, 

1995; Burgess, 1984; King, 1994). I developed an interview outline for each group of 

informants (see appendix). This was not intended as an interview script, and questions 

were not asked verbatim. Rather, the outline served as an organizational tool and as a 

memory aid, as recommended by Burgess (1984). Some questions were asked of all 

participants, while other questions explored issues specific to the informants' functional 

area. Central questions focused on the following points: how informants defined their 

local communities and the area served by their respective campuses; how community needs 

were determined; how and for what purposes community members were involved in 

college planning; and college leaders' involvement in community groups. In keeping with 

the requisite flexibility mentioned above, questions were added to investigate points of 

interest raised by informants' responses and some questions were modified for 

clarification. As another memory aid, I adopted the practice of listening to previous 

interview tapes as I traveled between research sites. I found it was particularly helpful to 

listen to the tapes of related interviews; for example, to review the tape of an interview with 

the dean of insUiaction at one site while I was en route to an interview with the dean of 

instruction at another site. This strategy sharpened my focus on points that I wished to 

pursue in later interviews or that I should follow up with previous informants. This 

practice also contributed to the initial phase of analysis, for it was during these tape reviews 



53 

that common themes sometimes became obvious and ideas for coding categories emerged 

(Boyatzis, 1998; Miles & Huberman, 1984). 

Ethical Considerations 

Mindful of ethical considerations, I established the following procedure for 

beginning each interview (Burgess, 1984; Erickson, 1986). First, I introduced myself to 

the participant and explained my purpose. Next, I described the nature of the interview, 

that is, I would use an outline but noted that we would not adhere to a rigid format. Then, 

to enable me to listen more intently rather than be overly occupied with writing, I requested 

permission to tape-record the interview. When permission was given, I offered to 

discontinue taping at any time during the interview, should the need arise. Finally, before 

proceeding with my questions, I expressed the confidentiality measures for the study, 

assuring the anonymity of participants and non-attribution of any comments. It should be 

noted, however, that the names of the three subject colleges were revealed to participants. 

The assurances were readily accepted and, when requested, taping was allowed by all but 

one participant. For various reasons, such as the reluctance of one informant to be taped, 

three interviews were not taped but were recorded in fieldnotes. With these exceptions, all 

interviews were recorded on tape and in note form. 

Interviewing Techniques 

Prior to the first few interviews, I was nervous and somewhat anxious about how I 

would be received, but this uneasiness soon dissipated. I found that, in most cases, I was 

able to establish a rapport quickly with the informants, and the interviews proceeded in a 

conversational rather than an inquisitive tone. As I became more comfortable with my 

questioning technique, I was able to direct the interviews in subtle ways and quite often the 

informant would feed into follow-on topics without me having to ask the next question. 

To give context to the interviews, I began by asking the informants to state their 

name, job tide, and number of years in the position and at the college. I then asked them to 
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give a brief overview of their background. Quite often, this overview revealed that the 

informant had held other positions, either at the same college or at a sister college within the 

Rainbow District. This information about longevity and experience in the district enabled 

me to formulate additional questions for the purpose of cross-checking data from other 

interviews, and for gaining additional background data (Berg, 1995). This type of lead-in 

also gave the participant the opportunity to ask questions about my background before we 

moved into the main interview topics. 

The main body of the interviews proceeded in a variety of ways. At one extreme, 

the participants seemed to expect a structured format and relied upon me to ask the 

questions, to probe when necessary, and to curtail answers that were going off-track. In a 

few cases, this type of interview seemed stilted, and I worked at trying to make them a little 

less formal. At the other extreme, once the informants had picked up on the general gist of 

what I was asking, they talked at length about related topics without waiting for questions. 

Initially, in these cases I worried about losing control of the interview and not obtaining 

appropriate data, but struggled with the dilemma of interrupting and appearing rude. 

Fortunately, these instances were few, and I found that I was either collecting relevant 

information, or I was able to inteqect guiding questions. However, the majority of 

interviews proceeded almost conversationally, and the questions and responses attained a 

type of rhythmic flow. 

To conclude the interviews, I asked the informants if there were any other 

comments they wished to make. As a validity check for my questions, I asked each 

informant these questions: "Given the topic of my research, is there anything you expected 

me to ask that I did not? Anything that I asked that you consider to be irregular?" This 

question sometimes prompted the interview subject to contribute additional remarks, either 

about the study itself or about the college and community in general. The information 

gathered in this manner, albeit accidentally, provided some insights that perhaps otherwise 
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would have been missed. The interviews concluded with an agreement that I would foUow 

up by phone or email if further questions arose. 

Documents 

The use of documents as a data source is beneficial because, unlike interviewing or 

observation, documents provide evidence that is unaffected by the presence of the 

researcher. There is no interaction between the researcher and the data source, thus the 

researcher has no influence at this stage. Although not entirely bias-free, documents 

contribute corroborating or disconfirming evidence to supplement data from other sources. 

Furthermore, reviewing relevant documents may raise new questions or issues to be 

pursued in the study (Merriam, 1988; Yin, 1984). 

I began with a general idea of the types of documents that would be useful to my 

research. These were documents that would help me develop a descriptive profile of each 

college and also enable me to identify trends and changes, for example, in enrollments. In 

addition, I expected that some of the documents would indicate the types of issues that the 

colleges may be addressing as a result of community input. I was interested in records that 

provided programming and enrollment data, student transfer and job placement data, 

information on funding distributions, and community survey results. Also, I gathered 

strategic planning documents, institutional self-study reports, semester schedules, and 

college catalogs. To gain a perspective of overarching leadership issues, I obtained 

documents relating to the governing board. This initial list of documents was augmented 

by suggestions from the institutional researchers at each site. 

For manageability, I organized the documents into three categories: 1) district 

documents, that is, material relevant to all three colleges, such as, reports concerning 

governing board issues; 2) campus documents, that is, material pertaining to an individual 

campus, such as, accreditation reports and student data; and 3) functional area documents. 
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that is, material specific to a division or program, such as specialized brochures and 

promotional materials. When possible, I collected documents spanning the past five years, 

to gain a perspective of changes over time (Andrew, 1985). Most of the required 

documents and statistical data were obtained from the college library archives, ft-om the 

institutional research offices, or were downloaded firom the district office research website. 

Financial data were obtained from the chief financial officer at each coUege and from the 

district budgeting office. Other documents, such as newsletters and reports, were provided 

by the interview subjects. I accepted all documents that were offered by research 

participants, whether or not the material had an obvious connection to the study. I 

concluded that if the informants thought that certain materials may be relevant or useful, 

then the items deserved my inspection. 

Observations 

As stated above, observations were not a significant source of data in this study. 

However, when I was in the field, I watched the behaviors of organization members. 

Furthermore, to give context to the data that I would collect from each site and to add to the 

profile of each college that I intended to develop, I made some general observations of the 

research sites and their locales. For example, I drove around the neighborhoods 

surrounding each college; I walked around each campus; and I sat and watched at various 

locations on each campus while passing time between interview appointments. I made 

short notes about what I saw and recorded my impressions relative to other data. My role 

was that of passive or unobtrusive observer, that is, I was casual in my approach so that 

my purpose was not obvious. I did not interact within the setting as a basis for collecting 

data (Berg, 1995; Merriam, 1988). 



57 

Data Analysis 

At first, the prospect of analysis was daunting, especially when faced with the mass 

of data. The process became more manageable when I focused on the following goals of 

the analysis: 1) to identify influential stakeholder groups; 2) to generate a descriptive 

explanation and conception of the relationships between the subject community colleges 

and their respective communities; and 3) to examine the findings in relationship to resource 

dependency, power-dependence relationships, and stakeholder theory. For goals one and 

two above, the analysis includes cross comparisons at the college level and for each of the 

functional areas focused upon in this study—academic programs, occupational programs, 

and community education. 

My approach to analyzing the data stemmed from several themes found in the 

literature on qualitative research methods. First, that data collection and data analysis 

should occur simultaneously throughout the study. Second, that an ongoing analysis of the 

data should give focus to data collection and guide how the research progresses. Third, 

that the analysis should move toward building a valid description, explanation, or theory of 

the phenomenon being studied (Glaser & Strauss, 1967; Merriam, 1988; Miles & 

Huberman, 1984; Strauss, 1990). 

Following methodology suggested by Miles and Huberman (1984; 1994), I used a 

"general accounting" coding scheme of broad descriptive categories. At the secondary 

level, I used pattern coding to break the data into manageable chunks. These groupings or 

coding categories were inferred from themes or connections discerned fi-om the data. 

Initially, I organized the pattern codes into the four groups suggested by Miles and 

Huberman (1994; p. 70): 1) themes, recurring ideas or terminology in statements or 

documents; 2) causes or explanations, suggested reasoning or rationale for actions or 

occurrences; 3) interpersonal relationships, noted alliances or connections among 
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individuals and groups; and 4) emerging constructs, descriptive reasoning that informants 

apply to events. In addition to making the data more manageable, these coding categories 

provided a basis for comparison between sites and facilitated further analysis. 

Although it was not my purpose to develop a theory, I found the principles of the 

grounded theory method (Glaser and Strauss; 1967; Strauss 1990) to be helpful during the 

initial phase of analysis, that is at the onset of the research. This entailed an ongoing 

review of the data throughout the collection phase to generate additional questions, and to 

identify data elements that should be pursued further. Through this process, I was able to 

formulate preliminary ideas and to develop a rough coding scheme to guide deeper 

analysis. Miles and Huberman (1984; 1994) define codes merely as data labeling devices, 

and define coding schemes as ways to organize and retrieve data to facilitate the analysis. 

My initial approach was to identify general categories for responses to key interview 

questions. For example, one category lists the descriptive terms that informants used when 

asked to characterize the local community. Another category lists influential stakeholder 

groups, as identified by interview subjects. Coding categories were refined as other ideas 

emerged and as the analysis progressed. Once I had established some basic coding 

categories, I looked for connections or patterns that could help me formulate conceptual 

arguments about community influences. Again, this was an ongoing process, for as new 

categories emerged, links and patterns changed prompting potential explanations to be 

added, discarded or modified. 

Document analysis centered on characterizations of the populations served by the 

colleges and how the role of the community was portrayed. In reviewing documents, I 

searched for evidence to confirm or refute other data. I looked for language that implied an 

emphasis on particular interests as well as for indications of changing priorities. My 

analysis was guided by the following schema: 1) to identify stakeholder groups, that is, 

examine descriptors used for specific populations; 2) to deconstruct language in reports to 
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identify themes relating to priorities, issues, and attention to particular social groups; 3) to 

evaluate evidence of college responses to community-related issues raised in performance 

reports and in community surveys; and 4) to interpret community involvement in each of 

colleges and to assess the impact of community stakeholders in decision-making. 

Trustworthiness 

Addressing issues of ethics, validity, and reliability is fundamental to all research. 

However, the nature and methods of qualitative inquiry make this particularly challenging 

to the researcher. Unlike experimental designs, qualitative case studies are embedded in 

context, rely heavily upon interview data, and are predicated on the subjective 

interpretations of the researcher. Thus, it is essential that measures for protecting the 

integrity of the research are defined within the design (Whitt, 1991; Merriam, 1988). 

In order to enhance the trustworthiness of this study, I incorporated a variety of 

checks and balances throughout the research. According to Lincoln and Guba (1985), 

consistency is die key to maintaining reliability, and I was carefiil to conduct ail research 

procedures uniformly for all sites. To reduce the impact of researcher bias and subjectivity, 

which can be problematic in qualitative research, I assigned the participants a prominent 

role in defining the study. For example, the informants, either as requested or on their 

own, suggested other people to interview and provided or recommended documents that 

were relevant to the study. In addition, as a validity check, I requested feedback about the 

relevancy of the interview questions. 

Following another validation measiure suggested by Lincoln and Guba (1985), 

periodically I conducted "member checks" which entailed having informants review my 

interpretations of the data. I used several strategies for this. Sometimes, during 

interviews, I would ask the participant to comment on a particular scenario, usually leading 

with " It is my impression that...." or "I have heard that....". I used this tactic to follow 
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up on new or contradictory data points. Another way that I used member checking was 

through informal relationships that I fostered with several staff members who were 

knowledgeable about the district colleges and the surrounding communities. The rapport 

with these people was such that I felt that I could obtain honest and confidential feedback 

about my conceptions of the colleges and community relationships. To supplement intemal 

member checks, which primarily focused on content, I also sought opinions from 

independent and knowledgeable sources about the design and coherence of the research 

processes. Throughout all phases of the study, I had my work reviewed by colleagues 

who were not connected to the research in any way. Thus, I obtained objective feedback 

that was untainted by personal biases derived from involvement in the research setting. 

Merriam (1988, pp. 172-173) describes three strategies that facilitate dependability 

of research results: first, defining the researcher's position; that is, explaining the 

assumptions and theoretical underpinnings of the study, as well as providing reasons for 

decisions that shape the research. These issues were covered in the first chapter and in the 

early sections of this chapter. The second strategy is triangulation of the data; that is, the 

use of multiple methods of data collection and multiple sources of data. A combination of 

methods were used in this study and are described above. The third strategy is leaving an 

audit trail; that is, maintaining a record of what was done throughout the research, 

providing evidence to support findings, and preserving data. In this report, I have 

presented an accurate and descriptive account of the research process as it unfolded. In 

addition, I have retained my original notes and interview tapes, as well as all the documents 

and other data that were collected during the study. 

Summary 

In this chapter, I have detailed the descriptive case smdy procedures used to 

examine community influences on community college decision-making in Rainbow 
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Community College District. In addition to describing the methods used, I have explained 

the rationale behind the decisions that guided the research, as well as the steps taken to 

produce a credible research study. In reporting the design and implementation of this 

study, I have tried to be as descriptive as possible in order to facilitate replication of the 

research at other sites. 

Handbooks and other literature on research methodology indicate that qualitative 

research is not intended to produce explanations that can be generalized or applied to a wide 

array of phenomena, and accordingly, it was not my aim to do so here. Nevertheless, I 

believe the design of this study presents a reliable framework which may be used to 

examine other community colleges within a local context. 

In the following chapter, I describe the structure of Rainbow Community College 

District, and present the data from Yellow Ridge College. 
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CHAPTER 4 

CONTEXT AND DATA 

Naturalistic inquiry, particularly case study, is context-dependent in many ways. 

Thus, in order to gain an accurate sense of the data and what they mean, it is necessary to 

acknowledge the context in which they are embedded (Lincoln & Guba, 1985; Yin, 1984). 

In the preceding chapters, I have described die contexts in which my research evolved, 

both broadly, in relation to the literature, and more specifically, in relation to methodology. 

In the first section of this chapter, I narrow the focus further by presenting an overview of 

the settings in which the study was conducted. I outline the governance and leadership 

hierarchy, and briefly discuss the philosophies that undergird decision-making at the state 

and district levels. These contextual details are illuminating, for they reveal a widespread 

expectation that local communities wiU have a prominent role in determining how 

conununity colleges define and address educational and training needs. 

Later in the chapter, I introduce the first of three subject colleges and discuss the 

data gathered at that site relative to the research questions. The data presented describe how 

community college leaders perceive, characterize, and respond to community influences. 

State Governance Structure 

The community colleges in this study operate under the statutory authority of a State 

Board of Directors and State legislation. The Board subscribes to a philosophy diat 

individuals and communities, along with the state, should share in the governance and 

financing of the community college system. According to a statement printed in armual 

budget reports. Rainbow Community College District shares this philosophy (Statement of 

Philosophy, RCCD Adopted Budget, 1994-95, pp. i.). The following excerpt from the 
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philosophy statement shows that the State Board recognizes the uniqueness of its various 

communities and indicates that educational needs are best addressed at the local level: 

Because the communities in [this state] differ widely in demographic, 
economic and geographic characteristics, the community colleges of 
[this state] must be permitted relative autonomy in the determination 
of curricula and specisd programs to meet the needs of its constituents 
within available resources (State Board of Directors Website, 
September 1999). 

Moreover, according to the philosophy statement, the State Board acknowledges that 

district level educational and fiscal policies should be driven by community needs, 

therefore, such responsibilities are delegated to local boards. However, the State Board 

retains the responsibility for determining accreditation standards, assessing tuition and fees, 

establishing qualifications for faculty, and for developing articulation and transfer policies. 

While the State Board exercises significant authority over policy matters which affect 

conmiunity colleges state-wide, oversight authority is assigned to local governing boards in 

accordance with state law. 

Rainbow Community College District Funding Sources 

The philosophy of sharing the responsibilities of govemance and financing with the 

people of the state becomes evident when we look at the community college funding 

structure. The primary revenue source for Rainbow Community College District (RCCD) 

is from local taxes, which constitutes approximately sixty-five percent (65%) of the total 

funding. The remainder comes from state appropriations, approximately sixteen percent 

(16%), and tuition and fees, approximately nineteen percent (19%) (Strategic Issues 

Regarding Funding, June 1998). 

According to the Vice-Chancellor of Business Services, the formulas for 

determining state funding are tied to district-wide fiill-time student equivalent (FTSE) 
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enrollment levels. Thus, indirectly, taxpayers provide the majority of funds to support the 

colleges. Local voters control the tax levy limit upon which funding levels are based 

because any changes require a voter referendum. The colleges are supported further by 

local residents who pay to enroll in programs, and by local businesses that pay for 

services. Moreover, funding from the state is contingent upon local participation in 

community college programs. Clearly, funding mechanisms for community colleges in this 

state rely heavily on the local communities which they are mandated to serve. 

District Leadership Structure 

Rainbow Community College District (RCCD) is one of the largest systems in the 

nation, consisting of 10 colleges, two skills centers, and several satellite centers. RCCD 

provides education and training to some 200,000 students per year, including small 

business development and customized training services. The district colleges serve diverse 

populations within the growing urban region of Rainbow County (Information Update, 

1997). 

The Governing Board 

The Rainbow Community College District governing board consists of five 

members who are elected from each of the five voting districts within the county. Although 

each member is elected as a representative of a specific political district, collectively the 

board is charged with representing the interests of all constituencies in Rainbow County. 

Board documents define these constituents as "the people of Rainbow County, students, 

public and private sector employers, universities, and primary and secondary schools" 

(source: Governing Board Homepage, RCCD website, September 1999). 

In 1996, the RCCD Board adopted a "policy governance" model under which the 

RCCD Board retained policy-making authority but delegated responsibility for daily 
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operations to the district Chancellor. The purpose of this change was to free board 

members from administrative decision-making, "allowing them to frjcus on community 

linkages and commitments to their constituencies" (source: Governing Board Homepage, 

RCCD website, September 1999). This rationale was confirmed during interviews with 

board members and district staff. As one board member explained "Our job is not to micro 

manage; we are policy-makers, not managers." The RCCD Board determines priority 

goals or "ends" and it is up to the Chancellor to determine the "means" to accomplish those 

ends. 

The Chancellor 

Many scholars of organizations and of leadership have argued that the managerial 

style and personal traits of leaders are significant forces in shaping organizational behavior. 

While this field of study is tangential to the theme of my work, it is important to note that 

such internal influences exist. For the purpose of my research, the issue of leader influence 

warrants some attention because of the Chancellor's unusually long tenure in Rainbow 

Community College District; he has been a central figure in the development and growth of 

RCCD for two decades. 

When we met, I asked the Chancellor how he views his role and what drives his 

agenda for the district. One aspect of his role is that of "translator" of the system and of 

what the district is trying to do. He also sees himself as a "symbol of credibility" of the 

RCCD system, in how he speaks about the system, how he assumes responsibility for it 

and how he advocates for it. In addition, he is an advocate for community-based 

programming, which he says stems from his earlier experiences as president of a non-

traditional college in a socially depressed area in another state. Because of its location, his 

former college was involved with local agencies, for example methadone centers, in 

addressing social issues. Although the needs of RCCD were not of the same nature, when 
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he joined the district he continued with a community-oriented philosophy. At the time, the 

focus of RCCD programs was primarily to prepare students for transfer to the state colleges 

and there was littie emphasis on conununity programming. The Chancellor's efforts to 

steer the district toward a more community focused system was met with some resistance, 

especially when one of the RCCD colleges assumed community-based education as its 

primary purpose': 

It was a struggle to change the way of thinking in the beginning. This 
system was not ready for community-based programming back then. Also, 
the outside community was not altogether accepting of it because it was seen 
as competition with existing programs. But now there is a much better 
evolved system of thinking about the importance of community. The 
community is more receptive, and some strong partnerships have been 
established, particularly with the public schools. (RCCD Chancellor) 

He relates the underlying philosophy for one such "elaborate" partnership, which he 

describes as a multi-party, community-based organization with school, corporate, and 

industry partnership: 

We saw that the condition of the elementary schools and the high schools 
had great bearing on the well-being of the community and is also one of the 
best templates to judge how the community is doing. Our notion....our 
driving philosophy is to reinvest in our "suppliers", the schools. There will 
be dire consequences if we don't. (RCCD Chancellor) 

But, he points out that not everyone in the RCCD system agrees with the concept of 

community college involvement in social issues. 

Tnere is some strong ideological conflict in all of this. What is the mission 
of the community college is still a matter for debate for some members of 
our intemal community. Some of the more traditional faculty, 
understandably, don't feel that this is part of our original charter and think 
that it dilutes our fundamental core purpose, which is teaching. And that's a 
valid argument. (RCCD Chancellor) 

' The college in question is not a participant in this study. 
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Nevertheless, he strongly advocates a community-focused agenda for the district and he 

strives to maintain a community-oriented perspective. Clearly, the Chancellor has had a 

strong impact on the direction that Rainbow Community Colleges have taken. However, 

his influence applies district-wide and thus should have no undue impact on any one 

college more than another in this study. I found no evidence at any of the subject colleges 

to suggest otherwise. 

Organization of the District 

In the RCCD organizational model, responsibility for district-wide administrative 

and support services are centralized under the auspices of the senior administrative staff 

consisting of a chancellor and four vice-chancellors. The college presidents all report 

directly to the Chancellor. Beyond the overarching administrative structure of the District, 

the individual colleges operate in relative autonomy. I use the term "relative autonomy" 

because although each college has its own mission statement, it is guided by the articulated 

mission and philosophy of the District. Additionally, in implementing the mission the 

colleges must focus on attaining the governing board's stated goals, and campus-level 

budgeting and plaiming decisions must be Linked to specific goals. Moreover, final 

decisions in particular domains are subject to approval along the chain of authority. For 

example, once curricular changes are approved at the campus level, they are submitted to 

the district curriculum committee. Upon approval at this level, the Vice-Chancellor of 

Educational Development forwards die proposed changes to the State Board for final 

approval. However, each college is charged with addressing the needs of its service area. 

In doing so, day to day operations and decision-making at the college level are the 

responsibility of the college president and his or her staff. 
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INTRODUCING YELLOW RIDGE COLLEGE 

Established in 1920, Yellow Ridge College (YRC) was the first college in what is 

now the Rainbow Community College District. YRC is situated in central Spectrum City, 

with the other RCCD campuses dispersed around it throughout the metropolitan area. 

Approximately 12,000 students each semester enroll in academic, occupational, and non-

credit programs offered at Yellow Ridge College. Forty-two percent (42%) of the students 

at YRC fit into the age group that typically defines traditional college students; that is, they 

are under twenty-five years old. The majority of students, fifty-seven percent (57%), are 

less than thirty years old. 

Due to its distinction as the oldest college, YRC is often referred to by people in the 

RCCD system as the "mother coUege" or the "mother ship". Several informants also 

described the college as an "inner city school". YRC is located in an aging sector of the 

city. The burgeoning growth in the region is largely on the fnnges of Spectrum City and 

other outiying areas of the county. According to one administrator, the area around the 

college is on the decline: 

People are moving out to the new developments, and younger, less affluent 
people with families are moving in. Also, the area is becoming more 
diverse; the ethnicity is changing. But these changes are the natural order of 
urban life. (Dean of Student Services) 

The main part of the YRC campus abuts a residential neighborhood and faces onto a 

main cross-town thoroughfare. This central campus area houses most of the 

administration, instruction, and related functions, as well as a football stadium, a large 

athletic field, and several parking lots. In addition, the college utilizes several adjunct 

properties interspersed throughout the surrounding residential area. Houses around the 

college appear to be several decades old, but are well maintained and neat in appearance. 

The neighborhoods in the vicinity of the college are a mix of residential, business, and 

recreational properties. One residential area adjacent to the college is a designated historic 
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district. Within a few blocks of the campus there are high-rise professional buildings, 

conunerce centers, houses and apartments, a public school, a park, a public golf course, a 

shopping mall, and several medical facilities. 

The population in the localities served by YRC is diverse and reflects a higher 

proportion of ethnic minorities (38%) than the population of Rainbow County as a whole 

(28%). In addition, the average household income is sixteen percent (16%) lower than that 

for the county as a whole. As a planning measure, in 1998 the institutional research office 

at Yellow Ridge College examined census data to identify local demographic trends that 

may impact the college. The results, shown in Table 4.1, reveal that the ethnic composition 

of the surrounding communities is changing: 

Table 4.1 

Demographic Changes in YRC Service Area Population 

White Hispanic Black Nat. Am Asian Other* 

1990 70% 22% 5% 2% 1% 0% 

1995 62% 29% 5% 2% 2% 1% 

(Source: Planning Documents, 1998, Yellow Ridge College website) 

* All ethnicities that do not fall into the other five groups 
Note: Totals may exceed 100% due to rounding 

In 1990, the population in YRC's core service area was predominantly white, and 

to a lesser degree, Hispanic. Other ethnicities accounted for approximately eight percent 

(8%) of residents in the service area. However, by 1995 the ethnic composition of YRC's 

core service population had begun to change. Representation of Hispanics and Asians in 

the area had increased, and other ethnic groups were emerging. The growth in diversity is 
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partly attributed to a growing number of immigrants and refugees moving into the greater 

Spectrum City area. Several informants mentioned that the city was a designated "reception 

area" for refugees from various strife-torn areas around the globe, such as Bosnia and other 

eastern European countries. 

Comparative demographic data for Yellow Ridge College students (see Table 4.2), 

show that the student body at YRC constitutes a much more diverse ethnic mix than five 

years earlier. In 1990, minority students comprised only one-third of the student body at 

YRC, but several groups were represented in higher proportion than in the surrounding 

corrununity. In 1995, as might be expected, the demographic shifts that were evident in the 

surrounding community were reflected in the ethnic composition of YRC students. The 

data for 1995 (see Table 4.2) demonstrate not only an increase in the enrollment of ethnic 

minorities, but also that the student body is becoming even more diverse. The most recent 

enrollment data, from Spring 1999 (see Table 4.2), show that the changing demography is 

such that students who are categorized as ethnic minorities have now become the majority 

at YRC. 

Table 4.2 

Demographic Changes in YRC Student Body 

White Hispanic Black Nat. Am Asian Other* 

1990 72% 13% 5% 3% 3% 4% 

1995 55% 21% 6% 4% 4% 10% 

1999 45% 24% 7% 4% 4% 16% 

(Source: Enrollment data, RCCD Institutional Research website) 

* All ethnicities that do not fall into the other five groups 



71 

People at YRC speak proudly of the diversity represented on their campus. The 

president told me how pleased and surprised she was to leam that over one hundred 

countries are now represented on the YRC campus. This same sense of pride was echoed 

by the public relations director who informed me that the top five countries represented 

among students who are classified as immigrant or refugee are Mexico, Vietnam, Russia, 

Bosnia, and Nigeria. Other informants commented on the changing ratios of minority 

students, noting particularly the growth in the international community both on and off the 

campus. However, accounts varied regarding the number of nationalities represented 

among YRC students. Different interview and document sources report that 70, 80, or 90 

countries are represented in the student body at YRC. 

YeEow Ridge College is emerging from a period of financial distress exacerbated 

by a decline in enrollments. In 1992, the college experienced a sharp increase in 

enrollments during which it exceeded its budget. To recover from the fiscal deficit the 

college reduced offerings and services, which, according to some informants, resulted in a 

drop in enrollments. The following explanation appears in a report to the accreditation 

committee: 

The peak enrollment in FY 91-92 resulted from an extensive advertising 
campaign and the addition of class sections using visiting staff and one-
year-only faculty. While these strategies succeeded in achieving a record 
enrollment, the college overspent its budget. In an effort to pay back its 
debt, the college significantly reduced its advertising and marketing budget 
and reduced its high school recruitment and outreach efforts in 1992-93. 
The 1992 sununer schedule was severely reduced. The 1993 summer 
school did not include a second day session. We assume that the strategies 
used by the college to curtail its expenditures and pay its debt have had a 
negative impact on college enrollment (YRC Self-Study Report, 1995). 

According to the Dean of Student Services, these cutbacks were interpreted extemally as a 

restriction on access and lack of attention to students' needs, which prompted potential 

students and continuing students to enroll in other colleges in the RCCD system. As a 
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result, the college focused attention on recruitment and retention as a means of "damage 

control". The recent increase in enrollments suggests that the strategies are paying off. 

The area around the college is also emerging from an economic decline, following a 

boom in the 1970's and 1980's. A faculty member, who previously had the responsibility 

for instimtional research, related that in the years preceding the decline, the college enjoyed 

a close association with surrounding businesses and offered a large number of courses 

relevant to business needs. However, during the downturn in the local economy, many 

businesses moved out of the area or simply ceased to exist and YRC lost the related 

enrollments. The same faculty member noted that since the economy has improved and 

there are signs of re-growth in the area, the college is working with its business advisory 

group on increasing business-related enrollments. 

There is other evidence of renewal efforts in nearby residential districts, and what 

the YRC president terms "a return to the urban core". The president recendy met with the 

local city council regarding a revitalization project for local neighborhoods. YRC, she 

states, is seen as a "key player" in such initiatives. Redevelopment construction in the area 

includes "high end apartments and mid-range, single family homes". 

Perceptions of the External Community a YRC 

In the preceding section of this chapter, I have presented the larger context in which 

community colleges in this state operate. In addition, I have related data from interviews 

and documents that describe Yellow Ridge College and the changing community that 

surrounds it. In the following section, I give voice to the members of YRC who shared 

with me their interpretations of the community at large. In addition to interview data, I 

present definitions and descriptions of the local community as portrayed in college 

documents and publications. 
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Defining the Community - Interview Data 

During the interviews, my first goal was to elicit descriptions of the local 

community and the college's service community. I dealt with "local community" and 

"service community" separately because it became obvious that, for some people, these 

terms had slightly different meanings. Several times during interviews, I was asked to 

clarify the two terms; in these instances, I instructed participants to interpret these terms in 

their own way. The interview responses yielded descriptors that can be divided into three 

main categories: demographics, geographic area, and constituent groups. The following 

examples reflect the manner in which YRC college members typically described the local 

community: 

Diverse, not only socially and economically, but also politically. A 'tossed 
salad', if you will. (Student Services Administrator) 

The geographic area surrounding the college is made up of a diverse mix of 
people, cultures, and ethnic groups. Over 50% are minority, predominandy 
Hispanic. Also local schools, K-12. (Dean) 

Ethnically diverse; the students have changed, almost 60% are non-
Caucasian. (Faculty) 

I see it as communities, plural. Residents of central Spectrum City, within 
roughly a six-mile radius; also, the school systems that are our feeder K-8 
and high schools, with whom we do a lot of college outreach; businesses, 
particularly downtown employers and employees; local and state 
government offices and their workers. (President) 

The diverse nature of the local population was mentioned frequently, and I noted this as a 

potential category of influence in my preliminary speculations. 

When asked to characterize YRC's service community, if the term meant something 

different to them than the local community, some respondents supplemented their earlier 

responses with references to specific constituent groups: 

In addition to area residents, I would include local business communities, 
and the health communities. (Faculty) 
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All of Rainbow County. (Faculty) 

We focus our marketing on current students, prospective students and their 
families. Also, the business community; the neighborhood; our feeder 
schools, high schools and grade schools; churches and social agencies; the 
medical and dental community; the City; and a growing international 
community. (Public Relations) 

Service area is difficult to define. Technology and the 'virtual college' 
impact our conceptions of community and service community. (Institutional 
Researcher) 

Schools, churches, referral and fiirmeling systems, for example the 
Department of Economic Security, and other service organizations that we 
work with to serve our communities. (Dean) 

These depictions of the publics served by Yellow Ridge College are congruent with its 

comprehensive mission, and confirm that attention is given to multiple constituents. 

Although similar in themes, respondents' perceptions are somewhat elastic, that is, they 

range firom specifics to generalities, which indicates that there is no officially sanctioned 

definition of the YRC community and/or its service area. 

In my discussions with people throughout RCCD, I heard repeated references to the 

service area as being loosely defined by a six-mile radius encircling each college. 

However, no one, from the Chancellor throughout the entire hierarchy, could pinpoint the 

origin of this definition except to say that there was a general sense that most of the 

students resided within six miles or a 20 minute commute of the college at which they were 

enrolled. People were emphatic that the six-mile radial limit is not an enforced boundary; 

rather, it is intended as a rough representation of a college's service area. Nevertheless, the 

public relations manager at YRC noted that these boundaries are respected among her 

counterparts at the other colleges, and their marketing practices do not encroach upon 

another college's terrain. 
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Defining the Community - Document Analysis 

To explore the observation made above regarding the lack of a formal definition of 

the YRC community, I examined college documents for references to, and descriptions of 

the local community or service community. As in the interviews, the descriptors that I 

found in the documents generally faU into three categories: geographic, demographic and, 

less frequently, constituent groups. 

The institutional self-study report, in a section entitied "Yellow Ridge College and 

its Community", indicates that YRC serves students from a wide range of economic, 

cultural, and educational backgrounds. The report describes the service population thus: 

Yellow Ridge College serves a diverse, growing conununity from a wide 
geographic area. Although the majority of our students come from the 
urban area immediately surrounding the college, we also draw students 
from throughout the greater Spectrum City area and beyond (Yellow 
Ridge College Self-Study Report, 1996) 

Another report also mentions diversity as a prominent characteristic of the college. 

Furthermore, the report notes, YRC anticipates that the growing multinational community 

will be an influential factor in the college's future: 

The 1998-99 academic year is most notable for an important upswing in 
enrollment, the opening of the [new] Library and a continued increase in the 
diversity of our students The diversity of our student population is 
becoming a key characteristic of Yellow Ridge College life. During the 
1998-99 academic year, less than 50% of our students identified themselves 
as White (non-Hispanic). Additionally, more than 12% of our students 
identified themselves as immigrants or refugees from more than 90 
countries. The languages most often spoken by our students are English, 
Spanish, Vietnamese, Russian/Bosnian, and Arabic. Serving these diverse 
communities and students may be the most important challenge and 
opportunity facing YRC now and in the future (Annual Report, Executive 
Overview, YRC website, 1999). 

YRC catalogs for the past eight years, 1991 through 1999, provide litde description 

of community characteristics. References to the community are vague and without defining 
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attributes, other than "the residents of Spectrum City and the state" and allusions to the 

changing needs of the community. The mission statement printed in catalogs for 1991 to 

1993 notes that the YRC mission is to provide: 

[E]ducational programs and the necessary support services to adults of 
all ages and races residing in the community CY1R.C Catalog 1991-92; 1992-
93). 

In 1994, the YRC mission statement was revised and refers to the college as: 

a comprehensive community college responsive to the changing needs of 
the community and individuals pursuing academic, occupational, 
developmental and personal goals enrichment goals (YRC Catalog 1994-95). 

The most recent revision, from Spring 1999, amends the mission statement to read 

"....changing needs of the diverse community" (YRC Website, Planning Documents, 

"Mission and Goals", 1999). 

Other documents are equally non-specific about who or what constitutes YRC's 

community or its service area. One report claims that the difficulty in defining "service 

area" is due, in part, to specialty programs that are unique to YRC: 

The service area itself is difficult to define. We have many programs that 
are offered nowhere else in the District, such as the Dental and Creative 
Writing Programs. These draw students firom aU over the Valley and 
beyond. Thus our service area extends well beyond the 6 mile radius 
sometimes used in service area definitions (Yellow Ridge College Self-
Study Report, 1996). 

Included in this same report are comments from a subcommittee, comprised of faculty and 

staff, expressing concern over the vague terminology used to define the college's external 

constituents. Noting that "community" is a nebulous, but much used term, the committee 

cites the need for YRC to articulate its service community: 

The term "community" is used frequently in discussing Mission and Goals, 
but that term is never clearly defined. The college as a whole needs to 
determine who the community is that they serve and individual units need to 
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identify the part of that community that they serve in particular. (Yellow 
Ridge College Self-Study Report, 1996) 

Strategic plarming documents are only slighdy more specific in defining the 

college's service area. One document, which summarizes the results of a population trend 

analysis, describes YRC's service area in both demographic and geographic terms. The 

demographic trends are described earlier in this chapter (see Tables 1 and 2). As a basis for 

comparison in the trend analysis, the relevant geographic areas are divided into three 

sectors: The YRC Core Service Area, which is defined as the surrounding and nearby zip 

codes from which, records show, the college draws most of its enrollment; YRC South, 

which is defined as zip codes further away from the college from which there are 

substantial student enrollments; and Rainbow County as a whole (Source: A Demographic 

Comparison, 1998. Instimtional Research, YRC Website). These depictions are consistent 

with the responses of some coUege members who perceive the service area as extending 

beyond the immediate local boundaries. 

Thus far, the data focus on conceptions of the extemal community in broad terms. 

In the next section, I narrow the focus to define constituent groups within the community. 

Constituent Groups 

A key element of this study is to identify community stakeholders, that is, to find 

out which constituent groups may have an impact on college decision-making. While 

conducting interviews and reviewing documents, I compiled a list of stakeholder groups as 

they emerged firom the data. Here I provide a brief overview of the relevant groups and 

their relationships with the college. It should be noted that business entities are treated in a 

very general sense, because of my procedural decision (see chapter 3, p. 4 ) to exclude 

specialized activities and relationships, such as small business development services and 

customized training. 
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Public schools, or feeder K-12 schools, were frequently mentioned first in 

responses to this particular interview question. As noted above, YRC conducts recruitment 

and outreach activities at local schools. Also, the coUege is involved in various 

collaborative projects for young people, such as "Kids in College", and a summer camp for 

at-risk youth. 

The local neighborhood, that is, the residences adjacent to the college properties 

collectively emerged as a stakeholder group. College members referred to nearby residents 

as "the neighborhood", or "our neighbors". In particular, the President noted that "we are 

sensitive to our neighbors". She indicated, as did others, that the college takes care to 

maintain a positive relationship within the immediate neighborhood and tries to minimize 

the impact of college activities on the people who live close by. In addition, I was told that 

the local homeowner association is active in community matters. 

Senior adults, also, were articulated as a stakeholder group in both interviews and 

documents. Rainbow County has a large retiree population, and the number of residents in 

YRC's designated service area who are over the age of 60 is increasing rapidly (Source: A 

Demographic Comparison, 1998. Institutional Research, YRC Website). The college has 

programs specifically targeted to this older audience. According to the catalog: "The 

Senior Adult Program was established to provide programs and services of particular 

interest or benefit to the older person on campus and in the community" (YRC annual 

Course Catalogs, multiple years). 

Another constituent group, identified by repeated reference in interviews, is the 

healthcare community. Due to its central location in the downtown area, YRC is within a 

short distance of several major medical facilities. The college offers healthcare education 

programs for career opportunities as well as to support local employment needs. A related 

stakeholder group is the dental community. YRC offers dental assisting and dental hygiene 

programs that, according to one informant, are the only such programs in the state. 
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The three major state universities, particularly Big State U which is located in 

Spectrum City, were cited as YRC constituents both in interviews and in documents. 

Institutional statistics show that most RCCD students who transfer to four-year programs 

tend to stay in the area and enroll at nearby Big State U. In addition, the RCCD colleges 

maintain articulation agreements with other schools in the state regarding the transferability 

of coursework between institutions. 

Local business and industry are included as stakeholders, both as potential 

employers for students and as customers for specialized training that is available through 

YRC's Business and Industry Training Institute. Representatives from many of these 

conunercial entities sit on advisory conunittees for occupational programs at YRC. 

Last, but not least, the intemational community emerges as a strong constituency 

that has an impact on the college. As mentioned above, the significant increase in ethnic 

diversity among the local population has caught the attention of die college community. 

While collectively students certainly can be considered a constituent group, in this 

case I do not include them as such. The foregoing groups can be clearly discerned from the 

institution, whereas, by definition, smdents have a distinct association with the college. 

For this reason, throughout this report I mention students as an amorphous group only in 

relation to specific events or actions that were cited by participants or in documents. 

Key Influences - Interview Data 

The next step in the study was to identify key community stakeholders, that is, to 

determine which groups college decision-makers perceive as influential. This section 

highlights key stakeholders, as identified by interview participants, and describes how 

these influences are reflected within Yellow Ridge College. 

First, data from interviews and documents suggest that the growing intemational 

population has had an impact on YRC. The majority of people whom I interviewed spoke 
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about the influx of immigrants and refugees, and there were frequent references to the 

number of languages spoken and the number of countries represented on campus. This 

growth in diversity, particularly the increase in the number of area residents who lack 

English fluency, has impacted both the curriculum and the services offered by the college. 

According to the Dean of Instruction, there is an increased demand for English as a Second 

Language (ESL) course offerings. In addition, she reports a rising demand from 

employers for function-specific ESL training at the job site. Furthermore, the college 

conducts bilingual (English/Spanish) computer training, as well as other credit and non-

credit Spanish courses targeted to medical-related functions. 

In defining key influences, the president included ethnic constiments but qualified 

her response: 

There are a lot of influential groups, but I don't know if any of them are 
major influences. Not one more than the other. There are some community 
ethnic groups that have some influence, I think in a very positive way and 
not with undue influence but I think with appropriate influence. The 
Hispanic community, the African-American community, and to some 
extent, the Asian American community, and we stay in contact with folks 
representing those groups, wanting to be sure that we are listening to them 
and that the needs as they see it of their students and conmiunities are being 
met. But I would not characterize any group there as being a major 
influence or a negative influence in any way at all. But they have some 
voice. 

The influence and needs of the diverse community extend to the nature of support 

services provided to students. The Dean of Student Services related the following effects 

on his functional area: 

In past years our services were fragmented, scattered to the four winds, but 
now were are more centralized. We have taken a more 'high touch' 
approach to supporting students both in and out of the classroom. Once we 
get them here, we want to keep them here. We're providing tender loving 
counseling, as I like to say. 

As examples of the more attentive approach, he cites the impact on assessment methods 

and on staffing. Due to the large number of students with limited English skills, the college 
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offers an assessment option specifically for ESL smdents. Moreover, the college supports 

the special needs of language-minority and foreign students with the assistance of 

multilingual staff members, as well as providing services through a recendy created 

International Student Center. 

Second, the surrounding healthcare communities, specifically local medical and 

dental professionals, are actively involved in the college and are considered to be key 

influencers by most college members with whom I spoke. The reasons given for these 

perceptions relate to the college's high profile programs in nursing, dental hygiene, dental 

assisting, and allied health areas. According to informants, these programs have an 

excellent reputation among professionals in the field, and graduates are highly recruited by 

local employers. In addition, medical and dental personnel frequentiy attend YRC for 

further training to refresh or upgrade skills. In other words, these programs are both 

prestigious and lucrative to the college. Moreover, the advisory committees for these 

programs are rather more active than those for most of the other occupational programs. 

This is partly due to the specialized skills and certifications required to enter the field and 

for career development. Input firom healthcare professionals is essential in order to keep 

the college's programs aligned with current technology and practices. 

Third, local neighborhood residents make up another group that was fi^equentiy 

cited by informants as exerting influence upon the college. According to interview data, 

there is a widely held belief among college members that YRC enjoys a close relationship 

with the local community. In probing this perspective I found that, more often than not, 

informants were referring to the neighborhoods in close proximity to the campus. 

Informants mentioned that the college strives to maintain a positive relationship within the 

neighborhood. The president, in particular, takes an active role in ensuring that activities at 

the college have minimal impact on the neighborhood. For example, recent construction at 

the campus drew a lot of complaints from residents because of noise, increased traffic, and 
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improper parking. In reply, the president personally responded to phone calls and sent 

letters of apology to the surrounding homes. 

Another source of neighborhood influence is the local Homeowners' Association, a 

group that is often quite vocal in issues pertaining to YRC. An associate dean related the 

following: 

You perhaps noticed that the homes around here are well-kept. There is a 
lot of community pride. I think community members view the college as the 
centerpiece and expect the college to maintain the standard, especially in 
appearance. 

Area residents also are given voice through a community organization that acts as an 

advisory group to the college in matters that have a direct impact on the local community. 

An associate dean, who is fairly new to the college, described the extent of the involvement 

and influence of the local community in the college: 

If you ever want to look at a true community college, YRC is it. We 
acmaUy have a Yellow Ridge College Community Organization, they live in 
all these houses around here, and we can't do anything on this campus 
without bringing them in and getting their approval. We just had them over 
here to show them the new library and we had to do a presentation....the 
architects had to give a presentation on three new buildings that are going up 
to make sure that they approve of them. Basically, if they disapprove of it, 
we don't do it. 

Another informant offered the following explanation as to why local community members 

seem to have such an interest in the college: 

Many of the residents around here are older, retired people who share a long 
history with the college. You talk with these people and they tell you 'I'm 
a graduate of YRC....I attended YRC many years ago....my kids attended 
YRC.' There are multi-generational attachments to the college. Local 
residents feel a sense of ownership of the college and they speak out about 
keeping its traditions. 

In addition to the influence groups described above, the interview data revealed two 

other groups that are perceived as having an impact on the college: the local school system 
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(K-12) and the state universities, particularly Big State U, both of which are included as 

constituents served by the college. As feeder schools for YRC, the local schools influence 

the college's planning decisions. Through its involvement with the public school system, 

YRC gathers profile data on potential future smdents; for example, demographic and 

academic performance statistics. This information enables the college to anticipate and plan 

for the curricular and support service needs of incoming students. Furthermore, YRC 

collaborates with local schools to expose young students to the concept of attending 

college, as well as to provide programs to enhance the retention of at-risk students. Several 

informants emphasized the importance of these connections with BCindergarten through 

High School, particularly in an area where there is a high percentage of minorities. ESL, 

bi-lingual, and basic skills development course offerings become essential components of 

the curriculum, not only for students who come to YRC from secondary level schools, but 

also for many non-traditional students in the local community. 

The influence of the state universities on YRC primarily centers around curriculum 

matters. For example, the Dean of Instruction explained how changes in the general 

education core requirements or in program prerequisites for a specific discipline necessitate 

a corresponding realignment of the community college curriculum in order to serve the 

needs of students who intend to transfer into four-year programs. This influence extends 

to occupational as well as academic programs, since representatives from several of the 

state university campuses participate in advisory groups for various occupational programs. 

The key influence groups identified above were named with consistency by most of 

those interviewed. However, during my conversation with the president, she alone 

articulated local government constituents as having an influence on the college, for 

example, the City Council, the Neighborhood Services Office and the Mayor's Office. She 

stated that YRC is seen as a "key player" in the development and renewal of the local area. 

For example, recendy she was invited by the local councilman to sit on a steering 
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committee to guide a major revitalization project in nearby neighborhoods. Furthermore, 

the councihnan requested the college's collaboration in identifying education and training 

opportunities for residents in these areas. Clearly, the president views local government 

interests as influential in relation to the college. It is also suggested that the college is 

perceived as a valuable resource within the community. 

Throughout the interviews, local business and employers were repeatedly identified 

as a population served by the college. Yet these entities were named as key influences by 

only three people: the Dean of Instruction, the Director of Public Relations, and the 

President. According to these informants, the influential nature of businesses primarily 

relates to their impact on the curriculum, mainly through involvement on advisory boards. 

The influence of local employers extends to their willingness to hire students and their 

satisfaction with employees who have acquired job skills through YRC. The president 

characterized the influence of the business community in this way: 

The business community, individually, in certain occupational areas through 
the advisory committees, has influence and probably that's the most direct 
programmatic influence. If you really want to affect something at the 
college, the best way is to affect a program and that happens through an 
advisory committee. So that's probably the most direct. It's not college-
wide, but it's the most direct. 

The role of advisory groups will be explained in the section entitled "Avenues of Influence" 

later in this chapter. 

Key Influences - Document Data 

Having presented the key influence groups that were identified through interviews, 

I now discuss influence groups that emerged from the document data. Documents 

reviewed for the purpose of this research include annual catalogs, college reports and 

statistical, consultant reports, and survey summaries. In addition, I include material 
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obtained on-line from the Rainbow County Community College District and YRC websites 

and related webpages. 

Statements in the YRC catalog for the 1994/95 school year and subsequent years 

suggest that the college has become more cognizant of changes in the extemal community. 

In addition, the 1994-95 edition of the catalog introduces Institutional Goals that address 

diversity, making reference to "the diversity of the community we serve" and "our diverse 

smdent population". 

In reviewing other institutional documents, I found evidence that YRC has 

heightened attention to its international community and minority students. Beginning in 

1997, parts of the annual YRC catalogs are printed in both English and Spanish, 

specifically the welcome message and a section explaining the students rights and 

responsibilities. Around the same time, the college implemented a centralized approach to 

serving international students through the creation of an International Student Center (YRC 

Annual Report, 1997). In 1998, the International Student Center is listed for the first time 

in the student services section of the catalog. According to the Student Services web page, 

the Center assists students who are "culturally and linguistically diverse" with admissions, 

advisement, and registration. The Center also provides information about visa 

requirements for foreign students. 

Increased attention to the expanding diversity of the campus also extends to smdent 

activities. A recent campus newsletter highlighted the inauguration of an 

"Intemational/Intercultural Day" that was co-hosted by the Black Student Union and the 

Native American Student Association of Yellow Ridge College. According to the 

newsletter, the event was labeled "a success" and a larger event is predicted for next year 

(Bear Tracks, May 1999). The purpose of this event was to promote cross-cultural 

understanding and sharing. This approach is different than that suggested by other material 

describing student activities. Club brochures and information on the YRC Student Life and 
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Leadership webpage indicate that club activities focus upon promoting ethnic and cultural 

interests relative to the specific affiliate group. For example, the stated purpose of the 

Asian American Student Association is " to promote the culture, interests, needs, and 

concerns of Asian Americans". Similarly, the Black Student Union provides "....black 

students the opportunity to participate in activities that will help them develop academically, 

socially, and culmrally". The objective of the Native American Smdent Association is 

"...to promote better understanding among Native American students [and to] promote 

retention of Native American cultures and heritage". 

The influence of the healthcare community implicated in the interviews is also in 

evidence in documents. For example, the college houses a Center for Health Professions 

that offers non-credit and continuing education classes specifically for dental professionals 

(YRC website, 1999). Non-credit offerings outside of the dental field are administered 

through the college's Community and Continuing Education program office. Furthermore, 

the Dental Assisting/Dental Hygiene advisory committee is among the most active, in that 

they hold regularly scheduled meetings and meet more firequently than many of their 

counterparts at the college. Notes firom committee meetings are more extensive and 

meetings appear to be more structured than indicated in meeting minutes from other 

advisory committees. 

It is clear firom the interview data that college members are attentive to the opinions 

of local residents and the college quickly responds to suggestions and requests from its 

neighbors. However, this same dynamic is not evident in the institutional documents 

examined during this study. Various reports, catalogs, and college webpages use non

specific terms such as "our communities", "the community", and "the public", but I could 

find no direct references to the residents of the immediate neighborhood. 

Interview data indicate that college members view the state's three public 

universities as having influence in some matters at YRC, particularly in curriculum and 
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transfer issues. Documentary evidence supports these claims and further suggests an 

underlying tension associated with the impact the universities have on canicular matters at 

the RCCD campuses. For example, comments in the YRC Self-Study Report indicate that 

the degree of influence constrains program development: "Concern for keeping the general 

studies requirements in line with those of [Big State U] sometimes makes it difficult to 

establish innovative courses and programs" (YRC Self Study Report, pp. 5-5). 

Interview data and documentary evidence pertaining to influence groups were not 

always in agreement or confirmatory of previous findings. For example, senior citizens are 

mentioned as a discrete stakeholder group in the YRC catalogs examined for this study 

(annual editions firom 1991/92 to the present). However, these older constituents were not 

specifically identified as an influential group during the interviews. 

The focus of a needs assessment survey that was conducted and compiled by an 

external consultant reveals another set of stakeholders that was not emphasized during the 

interviews. The survey targeted a sampling of current students, former students, local 

businesses that have an association with YRC, and local employers. The survey report 

characterized the participants as: "...two broad groups of stakeholders in the college: 

YRC's direct customers (i.e., its students) and its indirect customers (i.e., local 

employers)". The purpose of the survey was to measure stakeholder attitudes toward 

Yellow Ridge College. Through telephone surveys and focus groups, the consultants 

solicited: 

....students' and business leaders' impressions of YRC, its strengths, its 
weaknesses, its facilities, its educational offerings, and its role as a trainer 
and educator of the Spectrum City-area workforce" (Summary Report, 
Yellow Ridge College Community Needs Assessment, February 1998). 

Businesses and employers were noted as constituents of the college, but their status as 

influential stakeholders is heightened by the substantial role assigned to them in the needs 

assessment process. 
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Avenues of Influence 

In the following section I examine interview and documentary data to discern 

"avenues of influence", that is, the structures, processes, and transactions through which 

stakeholders may influence the college. 

One of the research objectives was to identify boundary spanning relationships 

through which influences are manifested in some way (see footnote in chapter one for 

definition of boundary spanning). During the interviews, I asked members of Yellow 

Ridge College to describe ways in which external community members were involved in 

the campus, their participation on conunittees, for example. Likewise, I asked about 

college members' involvement in the local community as representatives of the college, for 

example, civic affiliations or participation in community organizations. In addition, I asked 

college leaders to describe how such interactions impacted their thinking and/or decision 

making. In the discussion and analysis, I refer to these relationships as "avenues of 

influence". 

Community Members on Campus 

Participation in advisory groups for occupational programs was consistendy named 

as the primary method for community member involvement on the YRC campus. Advisory 

committees for these programs include representatives from the business and professional 

community, as well as members of Yellow Ridge College and, in some cases, advisors 

from two local universities. According to the Dean of Instruction who oversees these 

groups, members are chosen by the faculty in the specialty area and are selected based on 

their prominence in the field and/or visibility in the community. Prospective members may 

also be recommended by current members of an advisory group. The advisory committees 

are not mandated to adhere to a specific meeting schedule and the level of activity varies 

from committee to committee. Some groups meet just once a year, others more frequently. 

The primary objective of advisory groups is to guide the curriculum to ensure the coUege 
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keeps up with changes in the field and provides relevant training for its students. A 

secondary objective is to establish connections with employers who look to YRC as a 

source of skilled labor. 

Beyond describing the role of advisory groups, college members named only one 

other formal method for obtaining community input — the previously mentioned community 

needs assessment survey. I probed the issue of community involvement further. When 

asked about conmiunity participants in advisory or plarming roles, the president told me 

that YRC has a college plarming council which includes a member of the college's alumni, 

but not members of the community at large. She also stated that at the present time YRC 

does not have a college-wide advisory committee, which ideally would include community 

members. The president indicated that she planned to form such a cormnittee but, as of yet, 

other priorities had prevented her from doing so. She went on to describe other ways that 

the community interacts with the campus. For example, YRC holds an annual Martin 

Luther King Day celebration, which over recent years has evolved into a two-day event at 

the campus. The president views the event as a good opportunity for strong involvement 

between the community, faculty, and staff; however, she related that interaction between 

members of the college and the community in general comes mainly ft-om individual 

activities. This perception was supported by other informants who said that knowledge of 

the conmiunity is brought back to the campus by individuals and serves as a filter for 

decision-making. 

College Members in the Community 

It is difficult to be definitive when exanfoining the boundary-spanning relationships 

relating to college members' formal involvement in the extemal conmiunity. As several 

informants explained, it is often impossible to separate an individual from his or her role at 
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the college, particularly those at the leadership level. Therefore, I take a rather general 

approach in presenting the data for this section. 

In response to my questions about interactions with the external community, most 

of the informants at YRC said that they felt the president expected them to participate in the 

local community in some way. In a follow up question to the president, she stated that she 

did not require college members to become involved in the community; rather, she 

encouraged them and supported them in such pursuits. 

Common themes that ran through the responses to related questions were that 

involvement in the community enables members of the college to be informed about 

community activities and behaviors and to be aware of community needs. In addition, 

college members used these opportunities to share information about the college. 

The types of interactions reported are varied and, in most cases, are motivated by 

personal interest but also have some benefits for the college. For example, the Dean of 

Student Services listed the following activities: 

I belong to a fraternity that is very civic minded, as well as the Governor's 
African American Advisory Council, the Urban League, and Special 
Friends, which works with troubled youth and provides a mentoring 
program My involvement provides me an opportunity to share with 
them what is going on with the college, what facilities we have available and 
what services. It also makes it easier if the community has a need from 
YeUow Ridge College if they have a contact person, a person that they 
know who they can call up and ask for assistance. A good example of that 
is an event we have coming up soon. We'll have the United Negro 
Scholarship Fund here. The Spectrum City Executive Director of Equal 
Opportunity program was worlang with that group and they asked him to 
find a place that was centrally located and would have the space to provide 
the service. I used to work with him on the Human Relations Council for 
Spectrum City. So he knew me and called me up about that and now we are 
having it on the campus here. We'll have about thirty representatives from 
historically black colleges to talk to high school students about going to 
historically black colleges. What it does in a round about way is it gets a 
bunch of high school smdents here on campus that may not be able to go 
right away to a historically black college, but they'll think maybe I'll go to 
Yellow Ridge College. We've provided a service to the community and at 
the same time attracted potential students. 
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From a leadership perspective, the combining of personal interest and service to the 

community also benefits the coll«ege. YRC's president describes how her involvement in 

community activities blends well with the mission of the college and, while she is fulfilling 

civic responsibilities, she is able to advance the interests of her favorite causes: 

I sit on some local boards-, one is a foundation that funds primarily activities 
and support services for "^vomen re-entering the workforce. Another is the 
executive committee of a local organization that provides employment and 
education for re-entry women. Those happen to be areas that I am 
particularly interested in and that really articulate well with the college's 
mission. It is part of o«jr work and I am able to carry that into the 
community and the boards that I sit on, and it is very well received and 
highly regarded. The city councilman in our area has personally invited me 
to participate in a major revitalization project for an area just north of the 
coUege. And I, of course., am willing to do that. In his mind the college is 
a key player and our presence is important. So I think we are regarded 
pretty well and the activitLes that I do reinforce that. I think they are activities 
that blend with and reinforce the work. 

From an instruction-related standpoint, interaction with the external community takes on a 

narrower focus. According to the Faculty Senate president, this is because 

...faculty are always possessive of curricular matters Involvement with 
the community is mosdy through advisory conmiittees for the occupational 
programs. Other than thiat, there is little conununity involvement in the 
curriculum. Personally, I think this is a problem, because if we don't Usten 
to the community and ofTer what the community needs, then we're not 
going to be here for very long Few YRC faculty, about less than 10 
percent, live within clos<e proximity to the college and this minimizes 
opportunities for interaction with the local conununity. On the other hand, 
many of our adjunct faculty do live in the community but they have little 
input into the curriculum and scheduUng or related activities. However, 
they are more connected to the community. 

The Dean of Instruction agrees that interactions with the community relative to instructional 

matters are limited: 

In my former role as Associate Dean of Occupational programs, I interacted 
with the community via advisory committees and personal meetings with 
various clientele for a variety of reasons. Some of these were to talk about 
setting up an occupational program to meet their needs, for example Dental 
Technology, or to set up specific courses needed by their employees, for 
example Spanish, ESL, computer classes, bilingual computer classes, and 
some were to try and gear our business students to [certain] internships. 



92 

such as with Men's Wearhouse. These interactions with community 
representatives and advisory representatives allowed me to know what was 
important to them, what we could do for them and what they were willing to 
do to help the school. 

While these interactions sometimes resulted in new or modified courses and programs, 

frequently the decisions were guided by financial constraints. Personal interactions may 

influence some decisions, but budgetary realities make the final determination. This Dean 

went on to explain: 

If we could not afford what they were requesting, I could not back down 
but I had to give them the background to the school's decision, which they 
may not like. 

This suggests that community influence on the curriculum may be tempered by lack of 

resources. 

Direct Requests 

As noted earlier in the chapter, the college has responded to direct calls from 

community members and organizations for various purposes. During an interview with the 

program Director responsible for non-credit offerings, I found that the college also 

responded to direct requests and programming proposals from local entities. For example, 

the college established a Summer Youth Institute in collaboration with the YWCA, the City, 

and local elementary schools with sponsorship from various businesses, including one of 

the major employers in the area, and a local television channel. The Institute serves 

approximately 500 students by providing enrichment and skill development and other 

educational activities. The program was initiated in response to community members who 

approached the college about options for kids who had little to do during the summer 

break. The president referred the request to the Director of Community Education and 

"...the marriage was made and has continued ever since". As a result of the success of the 

summer program, the Director is writing proposals for similar programs, again in response 
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to direct requests from the community. She is writing grant proposals for an after school 

program, as well as a program to assist fathers with children on public assistance. When 

asked how these ideas came about, she said: 

Someone made a phone call and we responded. That's a big impact that the 
community has because we are a community college and tf the community 
says "we feel we need this" then we're at their disposal to say we'll try to 
provide it, providing we have enough resources and things of that nature. 
We have a lot of collaborative partnerships to help with community issues. 
A lot gets started through calls to the president and she asks us to follow up. 
Being a community college we get called on a lot people feel that 
because [the public] are supporting the community colleges, then the 
colleges owe [the public] something, and we do. 

Not all of the planning for non-credit offerings is externally driven. My inquiry about how 

course offerings were determined revealed another "avenue of influence"-the survey. 

Surveys 

The Director of Community Education at YRC was quite frank in admitting that 

programming was mostiy a "crapshoot". She said that decisions about what classes to 

offer are partly based on surveys which are given to students at the end of each class. In 

addition, the course schedule includes a future offerings survey. Course schedules are 

mailed to all students currendy enrolled at the college, as well as being widely distributed 

throughout the campus, and to local libraries and area businesses within five to ten miles of 

the campus. It is unclear to what extent input from the surveys are used in course 

scheduling decisions. All of the non-credit offerings are taught by adjunct faculty and the 

Director stated that courses are often scheduled based upon faculty requests and 

suggestions. 

Surveys are also used for institutional assessment purposes. In these cases 

community influence may be less direct, since the purpose is to gather data for statistical 

measurement rather than to guide programming decisions. For example, the consultant's 
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survey solicited feedback firom local employers, businesses, current and former YRC 

students. A description of the study includes the following statement: 

With an eye toward collecting information and insight that could prove 
useful to [YRC] officials in developing the college's next marketing plan, 
we explored smdents' and business leaders' impressions of [YRC], its 
strengths, its weaknesses, its facilities, its educational offerings, and its role 
as a trainer and educator of the [Spectrum City] area workforce. 

The needs assessment consisted of three focus groups, a telephone survey of three hundred 

former students who had not completed programs, and a telephone survey of 

representatives of one hundred local employers. A brief summary of the results from the 

consultant's study indicates there are conflicting ideas among college members and the 

business community about how the college is perceived. For example, local businesses 

and employers are consistently acknowledged within the college as key stakeholders. 

Moreover, interview data suggest that the college has established relationships with the 

business community, particularly through its occupational programs. Yet, according to the 

consultant's report, survey responses indicate that support for the college by local 

employers is "broad but not deep" and that YRC's "presence among the central [Spectrum 

City] business community is a relatively quiet one". In the report, these attitudes are 

attributed to a lack of awareness among survey participants about the programs and 

services that the college is able to provide to its business constiments. 

Surveys are a conduit of influence if the college acts upon the results. Almost 

everyone whom I interviewed at YRC indicated an awareness of the Needs Assessment 

Survey report; however, I could not find evidence that there was a plan to follow up on the 

survey findings. The Director for Research and Development was new to the position and 

related that her responsibilities were "still evolving". During our conversation she referred 

to the Needs Assessment report, but did not have specific knowledge of its intended use 

other than as a planning document. 
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The associate dean for occupational programs, another newcomer to the college, 

told me about an impending needs analysis of a different nature. He plans to circulate 

written surveys to business and industry, focusing on training needs, employment 

oppormnities and employment outlook. He explained that he developed his own needs 

assessment instrument, a two page survey, with which he had considerable success at his 

previous college. This dean was aware of the existing needs assess-ment report, but stated 

the focus was not detailed enough for program and curriculum development purposes, 

which was his primary intent. 

The role of the survey as an avenue of influence at YRC is inconclusive, as there is 

insufficient evidence to explain how the survey data are used. 

Summary 

While college members consistendy describe the commumity as "diverse" and 

acknowledge the pluralistic nature of the constiments whom they serve. Yellow Ridge 

College does not have a clearly articulated working definition of eitbier its local community 

or its service community. Indeed, the College's Self Study Report acknowledges that the 

institution has an ill-defined conception of the community. Simillarly, although there is 

congruity among informants in identifying community stakeholders, perceptions of 

influence groups vary. As an example, local business and emplo-yers were consistently 

named as constituents of the college, but few informants identified these entities as a key 

influence group. Yet local employers were the primary participants in a needs assessment 

survey that was recentiy conducted by the college as a basis rfor an developing an 

instimtional marketing plan. 

The influence of community members as boundary spanners 3)rimarily relates to the 

occupational curriculum and is formally manifested through progrann advisory groups. The 

role of college members as boundary spanners is mainly that of inforrmation gathering from 
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and information sharing with the community at large. Although college members reported 

that the president expects them to be involved in the community, these types of interactions 

are mostly self-directed and not driven by leadership policy. The boundary spanning role 

of the president, however, extends beyond the gathering and dissemination of information, 

as there is evidence that her interactions with community groups often are translated into 

institutional action. 

The college does not have a comprehensive procedure for soliciting the opinions of 

multiple constituents. Furthermore, the college does not seek community input or feedback 

with any regularity. Rather, the data indicate that the college is largely reactionary in its 

operations, and responses to external influences are fragmented. Moreover, the evidence 

suggests the college is susceptible to and responsive to political, economic, and social 

influences. 

In the next chapter, I review the data for the second college in the study - Blue Lake 

Community College. As often as the data allow, the presentation follows the same format 

as in the preceding chapter. 
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CHAPTER 5 

INTRODUCING BLUE LAKE COMMUNITY COLLEGE 

Compared to the other colleges in this study. Blue Lake Community College 

(BLCC) is a relatively new institution; it is the ninth of the ten colleges that comprise 

Rainbow County Community College District. Blue Lake Community College was 

established in 1985 and utilized temporary facilities until the present campus was built in 

1987. At its inception, BLCC operated under the accreditation of a sister campus until 

receiving full accreditation stams in its own right in 1990. According to interview and 

documentary data, development of the coUege was initiated at the request of local 

community council members who convinced RCCD that a local college was needed to 

serve Blue Lake's growing populace. 

The campus is located in northeast Rainbow County, an area that is experiencing 

increasing development of mainly residential neighborhoods. In addition to conspicuous 

new building construction, community growth was evidenced by the ongoing road 

widening work that I encountered on several of my research visits. Furthermore, census 

data for the area served by Blue Lake Community College show that in the past decade the 

local population has grown by more than 100,000 people. The corresponding growth rate 

of approximately sixty-three percent (63%) is twenty percent (20%) greater than the 

population growth rate for the county as a whole.' 

The college is situated on a comer lot and the buildings are set back, separated from 

the street by a large parking lot. On my first visit to the campus, I was struck by the 

expanse of open space; the impression of openness was emphasized by the county library 

' source: Population Statistics and Comparisons of the Blue Lake Community College Service Area. 
BLCC Institutional Research Office. 
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branch building next door, which is similarly situated. The closest residences are located 

across the two adjacent main streets, and extensive parking areas serve as buffer zones 

between these homes and the campus buildings. 

BLCC offers a variety of credit-bearing courses through its academic: and 

occupational programs, as well as a substantial number of non-credit courses through its 

Continuing Education program. Approximately 6,300 students attend credit-bearing 

classes at BLCC each semester. Eighty percent (80%) of these students are enrolled in 

academic programs, while the remaining twenty percent (20%) pursue occupational goals. 

In a recent college survey, more than seventy percent (70%) of the students declared an 

intent to transfer to a four-year college or university. Demographic data show the college 

has a relatively young student population. According to the college's president, the average 

age of BLCC students is younger in comparison to students at other colleges across the 

district. A majority of the students at BLCC (62%) are under thirty years of age. Slightiy 

more than fifty percent (50.3%) of smdents fall into the 18 - 24 years old age bracket that 

typically defines traditional college smdents. 

In addition to having a younger student population, BLCC reflects a different ethnic 

mix than die odier colleges in this smdy. For example, in contrast to the diversity of "YRC, 

the population served by Blue Lake Community College is predominantly White (91%). 

Moreover, the area has a lower percentage of ethnic minorities in comparison to the 

population in Rainbow County as a whole (see Table 5.1). Detailed comparison figures for 

multiple years were not available. However, informants indicated that the minority 

population in the area is gradually increasing. According to a 1990 instimtional treport 

which displays historic Census data, the population in the BLCC area was 97.3% Wliite a 

decade ago. 
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Table 5.1 

Comparison of Ethnicity 

BLCC Service Area and County Populations 

WHITE HISPANIC BLACK NATIVE 
AMERICAN 

ASIAN 

BLUE 

LAKE 91% 6% 1% >1% >2% 

COUNTY 77% 16% 3.5% >2% >2% 

(Source: Institutional Research Office, Blue Lake Commumty College, 1999) 

Note; Totals may exceed 100% due to rounding 

According to enrollment data, ethnic minorities are represented in the student body 

at BLCC in greater proportions than in the surrounding populace. Table 5.2 shows that 

ethnic minority enrollments are rising, and that the college is becoming more diverse with a 

greater representation of "other" ethnicities included in the mix. 

Table 5.2 

Demographic Changes in BLCC Student Body 

White Hispanic Black Nat. Am Asian Other* 

1990 91.9% 3.8% 0.5% 0.7% 1.5% 1.7% 

1995 87.3% 4.9% 1.1% 1.4% 1.9% 3.5% 

1999 79.1% 7.2% 1.3% 1.1% 3% 8.2% 

(Source; Enrollment data, RCCD Institutional Research website) 
* All ethnicities that do not fall into the other five groups 
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A smdy conducted by the Institutional Research Office at BLCC reveals that the 

area served by the college is more affluent than the county population as a whole. 

According to statistics gathered by the Coordinator for Institutional Effectiveness, local 

residents have a higher level of educational attainment, have higher family incomes, and 

live in more expensive homes than their neighbors throughout Rainbow county. Less than 

thirteen (13%) of local residents did not complete high school; sixty-two percent (62%) 

have attended college or hold a degree; and only thirty percent (30%) are employed in "blue 

collar" occupations. 

This data profile suggests that BLCC may be described as a college located in a 

predominantly white and affluent neighborhood, serving primarily traditionally-aged 

students who are expected to transfer to a four-year college or university. 

Perceptions of the External Community at BLCC 

Informants at BLCC expressed awareness that their campus is perceived by others 

as well-to-do and serving high-income families. They also indicated a sensitivity to this 

type of characterization. When asked to describe the community, the college's president 

offered the following: 

It is a community that is perceived as being very affluent, but in actuality it 
is not. It is really a community that is a mixture of both affluence and, of 
course, some poverty. It is a community that is mostly bedroom, in that 
most of our folks commute. There are some small businesses in the area, 
but not enough to make a difference to the bedroom community. We do 
have an area Chamber of Conunerce that is composed mainly of small 
businesses, and it is a small Chamber, so it tells you that indeed the majority 
of our folks do not work in the area. It is a community that probably when 
you compare it to other areas in the City has a higher income level. It is a 
community that is slowly changing in its demographics. Judging firom what 
our public schools are telling us, their numbers on demographics are also 
changing; becoming more diverse. In fact the college's [minority] 
enrollments have changed percentage-wise. When I talk about a community 
that is perceived as affluent yet it is not, I mean there are pockets of 
populations where the income levels are low. This population is only partiy 
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recognized by folks. When people look at us, they do not see these 
pockets. 

My own observations of the area support the president's last statement. The residential 

areas immediately surrounding the college do not give the impression of low-income 

neighborhoods. Within a mile or so of the campus, I saw houses that were smaller, older, 

and not as well maintained as many residences in surrounding neighborhoods. 

Defining the Community - Interview Data 

Following the interview format used in the previous case study, I elicited 

descriptors of the local communities and the college's service coramunity. Most of the 

responses could be assigned to the three categories previously defined: demographic, 

geographic, and constituent groups. 

In congruence with the president's comments, others in the college also referred to 

lower income "population pockets" amid the more affluent surroundings: 

We serve fairly middle-class, upper middle class, and in some areas, 
affluent bedroom communities. But there are pockets within our area, for 
example a square mile about a mile west of our campus, which have 
significant pockets of lower socioeconomic standing, highly transient, high 
population of first generation U.S. residents types of folks. (Dean) 

Other informants described the community as a combination of constituents: 

It's a mixed community, with small businesses. There are no major 
employers in what is called our service area; mostly mom and pops or 
businesses with maybe 10 to 20 workers. There are some service 
businesses. We have a local Chamber of Commerce that is fairly active. 
Very mixed economic structure within the service area. We have some well 
to do areas, some middle class areas, and then we have some very, very 
poor transient migrant areas in our service area. We are over 90% 
Caucasian, small [numbers of] minorities, but increasing numbers of 
Hispanics in the area, which is changing the way we need to serve people. 
(Associate Dean) 

Our communities are a contrasting mix. You have your middle-class, fairly 
homogenous, primarily white population in our bedroom communities. 



102 

And then you have a growing population of Europeans and Mexican-
Americans, who are supporting the service industries 

Yet another person suggested thiree perspectives for defining the community, all of 

which, he said, are used at BLCC: 

There are two or three operational definitions of community that are used 
interchangeably. Geographically, we look at the area within a six-mile 
radius of the coUege. lliis is the oldest model that we use and every once in 
a while it still has some value. The other model that you can use is that you 
can define it in terms of time, and that is basically anyone who lives within a 
25 to 30 minute commute driving in rush hour traffic. In a broader 
spectrum, with distance education and niche programs, you can include 
anyone who has an interest in and has access to any of our programs as part 
of our community. (Dean) 

Another informant used the geographic definition mentioned above: 

Typically, we define our community by a six mile circle around the campus. 
As the number of colleges in RCCD expanded, the district office set the six 
mile service area boundary. I think this was to avoid undue competition 
between the campuses and to facilitate marketing planning. Our service area 
encompasses nine zip codes. (Research Coordinator) 

One person, a Division Chair, defined the community in more specific geographic terms, 

identifying boundaries by road and community names. 

When asked to characterize the college's service community, if the term meant 

something different to them than "local community", informants had few additional 

comments. However, three people mentioned that as technology expands access to 

education and the concept of "service area" changes. As one person stated "Service area 

used to be defined by physical location, but now it is more an issue of accessibility". 

Several people suggested there may be difficulty in defirJng a sense of community 

and local identity: 

In some ways we are a community coUege without a clearly defined 
community. We kind of just serve this geographic area. But we are not 
part of Blue Lake, per se. We are not in the village of Blue Lake, or part of 
a town like the other colleges in the district. We serve a regional area of 
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Spectrum City. So, in some ways we are a little bit lacking in identity, in 
terms of a "defined" identity. (Student Services Administrator) 

The concept of local community here is an abstraction....This is mainly a 
bedroom community. Lots of folks physically live here in that they sleep 
and get ready for work here, and maybe spend some leisure time here, 
but if you are talking about a place where there are lots of cohesive ties 
and roots and involvement in local civic activities, and such, we don't really 
have a community. It exists as a convenient abstraction, but it is not any 
kind of sociological reality we do not have the definition of a city... a 
huge amount of our geographical [service] area is Spectrum City, but we tip 
off into many other areas, so we tend to have a very fractured legi 
subsystem, in terms of legal definitions of municipalities Some of the 
other areas in the district have certain sociological characteristics, such as 
large Roman Catholic and LDS populations, that bring communities 
together. Such groups do not necessarily exist here. (Dean) 

From my involvement in meetings with various business-related 
organizations, I have heard that this area has struggled with defining an 
identity as a community. (Research Coordinator) 

This informant went on to say that the college in conjunction with local businesses, and the 

Chamber of Commerce in particular, have worked to create a sense of community through 

various conununity activities, as well as holding meetings and events on campus. For 

example, the previous year the college hosted "Blue Lake Days", an arts and craft festival 

that was a collaborative community event involving local schools, businesses, the college 

and the chamber of commerce. 

Another informant indicated that defining a local "identity" may also be problematic 

within the college. 

The college is still in an adolescent stage of development, still struggling to 
grow up. Even though we have ten-eleven years of history behind us, there 
are a couple things that have kept us in the throes of significant 
change we are kind of changelings here and we're still trying to find 
our identity. We are trying to become fully comprehensive and we've been 
struggling with that, more for financial reasons than anything else we 
need to have a greater breadth and depth of transfer education and we need 
to diversify our occupational education. And with the Community Adult 
Education program in place and coming into its own, we are finally coming 
to the place where we can truly stand up and say to the community that we 
are trying to represent what we say we represent which is a full service 
comprehensive community college. (Division Chair) 
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The interviews indicate that there are no apparent formal definitions of the 

community at large or of BLCC's service area. There is even acknowledgement of an 

unclear community identity. However, there does seem to be consensus about community 

characteristics. For example, the area lacks large employers, thus most residents commute 

elsewhere to work. The affluent residences are interspersed with lower income 

neighborhoods, and the numbers of minority residents are growing. There is also 

consensus that these characteristics influence the college. Later in this chapter, I will 

explore if and how the influences are operationalized. 

Deflning the Community - Document Analysis 

According to the procedure described in chapter four, I examined college 

documents for references to and descriptions of the local community or service community. 

The institutional self-study report indicates that the BLCC service area population is 

growing. In addition, the report acknowledges the variation in income levels represented in 

the local population: 

The BLCC service area has experienced significant growth. While [earlier] 
predictions of population showed expected growth, new areas of housing 
development north of the college have burgeoned and enrollment in loc^ 
schools has increased by more than 4,200 students since FY 1988-89.... 
The demographics reveal a bifurcation of the population. The area primarily 
south of the college consists of established neighborhoods with a variety of 
income levels, while the area north of the college is planned for primarily 
upper income level housing. (Blue Lake Corrmiunity College Self-Study 
Report, February 1995) 

The following excerpt from an institutional report dated 1990 describes the area served by 

BLCC. This historic comparison indicates that the demographic profile of the local 

communities has remained quite consistent, even though the population has grown 

considerably: 

This service region is one of the fastest growing areas in the west. The area 
within a six mile radius of the college now has a population of over 150,000 
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with a long-term projection of 230,000 by the year 2000 Per capita 
income in the service area is significantly higher than the average for the 
overall [Spectrum City] metropolitan area, while age and education data 
indicate that the area is youthful and tends to be well-educated. (BLCC Self-
Study Report, 1990) 

The themes in the preceding statements are consistent with those from the interviews. The 

college profiles that appear in the annual BLCC Fact Books indicate that between 1990 and 

1995 the area population grew from 240,000 to 300,000 people. In addition, during the 

same period, BLCC's annual enrollment increased from 9,048 to 12,755. Furthermore, it 

was noted that the college serves communities across ten zip codes. 

In reviewing BLCC catalogs from the previous eight years, 1991 through 1999, I 

found no details about the local community. However, the catalogs consistently make 

reference to "the community". Printed statements in the more recent catalogs note that the 

mission of Blue Lake Community College is: 

to provide life-long learning opportunities through effective and 
accessible instructional programs and student services. These programs and 
services are continuously evaluated and improved to meet the needs of 
students, businesses, and the community. (BLCC Catalog 1994/95; 
1995/96; 1996/97; 1997/98; 1998/99) 

I did not uncover any further documentary data that extends or contradicts the 

descriptions of the Blue Lake community reported thus far. In surrmiary, the evidence 

suggests that BLCC serves a growing population. Communities surrounding the college 

are largely middle to high income, but the service area also includes low socioeconomic 

neighborhoods. Blue Lake Community College is attracting increasing numbers of 

minority students, and the communities served also are gradually becoming more diverse. 

Constituent Groups 

Without exception, all of the individuals interviewed named the local Chamber of 

Commerce as a prominent community stakeholder and key constituent of the college. 

Moreover, almost all informants noted that Chamber members were instrumental in 
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founding the college. In addition, those interviewed mentioned that the college's president 

was a member of the Chamber of Commerce board. The president, himself, stated that the 

Chamber was the most active civic group in the area. 

A second group of constituents that were noted consistentiy are the local public 

schools. In addition to establishing collaborative relationships with the schools through a 

"Learning Connections" consortium, the president claims a close relationship with the 

E*ublic Schools Superintendent. Furthermore, according to the research coordinator and the 

president, the local schools provide demographic data that assist the college in planning for 

future student cohorts. In turn, within the guidelines of privacy laws, the college provides 

transfer data on local high school graduates who attend BLCC. 

Universities in the state also emerged as constituents of the college. According to 

the Dean of Instruction and others, due to the high percentage of students at BLCC who 

indicate plans to transfer, the college works closely with these institutions to facilitate the 

transfer process. These relationships are evidenced by the presence of three universities, 

two public and one private, on the BLCC campus. Two of the institutions. State 

University North and University of Another State, conduct classes at the campus. The 

third of these institutions holds regular recruitment and advising sessions at BLCC. 

Small businesses in the local area are included among the stakeholders. The 

president and several others at the college spoke about how these small businesses rely on 

the college to support their training needs. The college also works with larger businesses 

throughout Spectrum City in conjunction with its Career Work Experience and Service 

Learning programs to provide students a wider range of employment opportunities. 

In chapter four, I acknowledged that students are an integral part of the college and 

not easily separated from their relationship with the institution. Therefore, I opted to 

include smdents as a constituent group only in relation to events or activities that were 

noted in interviews or documents. Informants repeatedly referred to the large number of 



107 

traditionally aged students (those aged 24 years or younger) at BLCC and the impact they 

had on the college. For example, the Dean of Student Services explained that students in 

this age group are interested in a range of extra-curricular activities and expect the college to 

provide these opportunities. Another administrator noted that the college is adding more 

athletic programs and intramural sports. As a result, the college becomes a more attractive 

option to high school students. An Associate Dean added that the smdents in this age 

group, and their parents, expect the college to provide an adequate choice of courses to 

enable students to complete two years before they transfer. She stated: 

The community votes with its feet. Students will go elsewhere if our 
schedule and offerings do not fit the demand. 

Two other student populations were mentioned by informants specifically because there are 

programs targeted toward these age groups in particular: seniors or retirees (aged 62 or 

older), and youth (ages 6 to 14). Through the Continuing Education program, the college 

has established a year-round youth enrichment program, as well as a "Senior College" that 

offers courses of particular interest to mature students. According to several informants, 

the latter is in response to a growing senior population in the area. However, the Director 

of Continuing Education noted that courses designated for "Seniors" are open to any adult 

learner. 

Key Influences - Interview Data 

Having identified the constituent groups, my next step was to discern which 

community stakeholders groups are perceived as influential by college decision-makers. In 

this section, I present interview and documentary data that describe who the key 

stakeholders are and how their influences are reflected within Blue Lake Community 

College. 
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The most prominent stakeholder that emerges from the data is the Chamber of 

Commerce. As noted above, this organization was mentioned in all interviews. Most 

informants described the Chamber as "active", "civic-minded", and "entrepreneurial". In 

conjunction with residential development in the area. Chamber members are focused on 

assisting business growth. Small businesses also emerged as a constituent group, but 

interview data indicate that the influence of these stakeholders is exerted through the 

Chamber of Commerce. BLCC's president briefly explained: 

I am a member of the Board of the Chamber of Conunerce, and we work 
closely with them to identify programs that will benefit small businesses in 
the area and develop programming to serve the needs. We work with them 
to provide services and training. For example, smaU computer workshops; 
how to get a loan those kinds of programs. 

The president encourages other members of the college to become involved in the 

Chamber of Commerce. For example, the Research Coordinator noted that he became a 

member of the Chamber several years ago after he was volunteered by the president to 

conduct a survey project for that organization. He said that he has remained active with the 

Chamber and over the past few years has assisted with various needs assessment surveys 

and evaluations of Chamber programs. According to the Dean of Instruction, who also 

attends Chamber meetings, the relationship between the BLCC and the Chamber is 

mutually beneficial. In addition to the college providing services and programs of interest 

to Chamber members, BLCC utilizes their expertise: 

We have a close connection with the North Spectrum Chamber of 
Commerce, which in this area tends to represent small businesses and 
entrepreneurial, locally owned businesses that do not hire large numbers of 
people but who have a definite economic stake in this area. We have a 
number of those people who help us on various things, small business 
management, for example. And what we've done, in some cases, we have 
taken people with particular skills sets and we have them serve on 
[conunittees] such as the Strategic Planning Council and things like that. 
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The president confirmed this statement and pointed out that some of these individuals are 

invited to the annual president's retreat to participate with the college's senior 

administrators in planning activities. 

Interview data reveal that the relationship between the Chamber of Commerce and 

BLCC has a direct influence on curriculum for credit and non-credit programming. 

Representatives and proprietors of local businesses, who are also Chamber members, sit 

on the advisory council for the Business Division. A major function of this group is to 

brainstorm and recommend the kinds of programs and courses that should be instimted or 

updated. A Division Chair explained the impems behind a recently implemented series of 

courses aimed at Microsoft Certification: 

The focus on Microsoft came out of last year's recommendations from [the 
advisory council] that we need to focus more on providing this type of 
training. We began the courses this Spring semester and the courses filled. 
Within the first week of registration, aU these courses were closed because 
there was no more room. This is just one example of how we stay in tune 
with community interest and employment demands. 

The second influential group identified from the interview data is the local public 

school system. As noted above, the college president has an established relationship with 

the Superintendent of Schools. He described the closeness of the relationship: "We have 

an excellent working relationship with the public schools, one of the best that I've seen in 

my thirty years in education." He went on to say that the strong relationship is due to 

having two leaders who are willing to work together and who think the same way 

regarding the need to see education as a whole and not as separate entities. From the 

interviews, I learned that both men assumed their positions in the Blue Lake area at 

approximately the same time. During their initial meeting, they agreed that they should have 

regular conversations, and that the college and local schools should work closely together 

to address the needs and growth within the district service areas. One product of this 
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commitment is the development of a Leaming Connections consortium comprised of two 

K-12 school districts (includes forty public schools). Blue Lake Community College, and 

two of the three public universities in the state: Big State West, a campus of Big State U, 

and State University North. The primary goal of the alliance is for continuous improvement 

of leaming oppormnities for residents of the North Valley of Spectrum City. The member 

institutions share information, ideas and resources, as weU as participate in collaborative 

programs. 

According to several informants, the connections with local schools enable the 

college to anticipate and plan for the academic and support services needs of future 

students. The schools provide information on smdent cohorts, such as demographic and 

academic performance data. The Dean of Student Services emphasized the importance of 

obtaining this information in advance and of making connections with students before they 

reach high school. He stated that the growing number of ethnic minorities, particularly 

those from Eastem Europe are presenting challenges to the schools in terms of language 

and support services. He shared a concern that BLCC must prepare to address the same 

challenges as the students continue through the educational system. The Dean described 

how the college is already experiencing some challenges with a growing English as a 

Second Language (ESL) population. He said it is necessary for the college to identify staff 

member who speak different languages, particularly Spanish, in order to communicate with 

community members with limited Enghsh skills. 

BLCC has established programs with middle schools and high schools to 

familiarize students with the concept of college, as weU as to provide experiences with the 

intent to encourage students to plan for college. The Director of Public Relations and 

Marketing told me of one middle school whose students have adopted BLCC as their 

college of choice to attend after high school. 
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The third group identified as influential stakeholders are the universities in the state. 

In addition to the relationship with the college through the Learning Connections 

consortium, two of the three state universities have a physical presence on the BLCC 

campus. Through the consortium, the institutions align some programs and services for 

consistency in serving local students as they move through the educational hierarchy, 

which in turn has an impact on BLCC. Individually, the influence of the universities 

emanates from curriculum changes. BLCC, as do many community colleges, coordinates 

much of its general education curriculum with program requirements stipulated by the state 

universities. The college has established articulation agreements with other institutions, 

and if program or transfer requirements change, existing agreements are invalidated. The 

universities control what credits they will accept for transfer, and when requirements 

change, the college must adapt. As one informant noted: 

There is a lot of hue and cry when the universities change requirements. It 
impacts what we do. Most of our students plan to go on to a four year 
degree, so they are not interested in taking courses that won't transfer. 
When requirements change, we notice an immediate drop off in enrollments 
for courses that are no longer transferable. Community colleges have no 
choice but to adapt, because it is in the best interests of our students and the 
institution. So universities have a very direct influence on the college. 

State University North, whose main campus is approximately 150 miles away, has an 

established program housed at BLCC. This implies that the institution has an influence on 

BLCC students' transfer choices, because students have a readily available option to 

complete a four year Liberal Arts degree at the BLCC campus. Indeed, an instimtional 

report states: 

While Big State U and Big State West have been the leading transfer 
destinations for BLCC students, it is likely the number of students 
transferring to State University North will significantly increase. (Blue Lake 
Community College Self-Study Report, 1995) 



112 

BLCC has provided State University North with dedicated office space in the Student 

Services building and scheduled classroom space. According to the Dean of Instruction, 

courses are delivered through a "telecommunications set up" and through face to face 

instruction. Students may complete the lower division work through Blue Lake and die 

remainder through the State University North program. Another person referred to this as 

"the ultimate seamless transfer". Students do not have to change facilities. Furthermore, 

some of BLCCs faculty also teach in the Liberal Arts program. 

Unlike State University North, the Big State U and Big State U West campuses are 

located within short driving distances from BLCC and thus are reasonably accessible for 

smdents to attend classes on that campus. Big State U has an advising presence on the 

BLCC campus. That is, representatives from each of the university's campuses (Main and 

West) schedule regular hours at the BLCC campus to assist students with information, 

transfer and admissions procedures. 

In addition to other higher education organizations, businesses were noted as a 

constituent group, but they were not clearly identified as key influences. One possible 

reason is the lack of corporate or large industry presence in the area. Another reason is that 

many potential influential interactions with the smaller entities are seemingly conducted 

through the Chamber of Commerce; although there are exceptions. BLCC offers 

specialized training through its Business and Workforce Development Center, which is 

administered through the Continuing Education Division. There is consistent demand for 

training in computers and customer service, as well as an ongoing need for training in 

industry. According to the Director, the strongest demand is for environmental health and 

quality management systems for engineering and manufacturing industries. The college 

was able to expand the latter program through a partnership with Honeywell Industrial 

Automation and Control, one of the region's major employers. 
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Advisory Councils were noted for their influence on curriculum, primarily for the 

occupational programs. Compared to other colleges in the district. Blue Lake Community 

College has relatively few occupational degree programs, and thus has not fully realized its 

potential as a comprehensive institution. Informants gave several reasons for this. First, 

local employment needs often are the impems for new programs, but the scarcity of 

business and industry in the inraiediate area has not created the demand for training or 

opportunities for employment. Second, academic programs are drawing the most interest 

from students. Enrollment data show that the majority of smdents are in programs for 

transfer to a university. Third, the college is still in a fledgling stage and many 

occupational programs have expensive start-up and operating costs. According to an 

Associate Dean, funding has not been available to expand programming to a large extent. 

The college has focused on occupational programs that are not capital intensive but are in 

high demand for employment. Therefore, most of the existing programs are related to 

business, computers, and to a lesser extent, health. The Business and Computer 

Information Systems Advisory Council has a large membership which is divided into four 

subcommittees serving the following areas of: Accounting; Office Automation Systems, 

Computer Technology; Real Estate, General Business, Management, Marketing; TQM, 

International Business. In addition to the business areas, there is a Complementary 

Healthcare advisory group that guides the development of courses for alternative medicine, 

such as herbal healing, massage therapy, and holistic wellness. The instructional dean for 

this area told me that BLCC is developing such courses in conjunction with a sister college 

in the district, where these type of courses have been quite popular. A third advisory group 

guides the Center for International Studies. This Center, supported by a federal grant and 

supplemental funds from RCCD, was started in 1996 and offers an Associate of Applied 

Science degree and Certificate in Intemational Business, as well as a Certificate in 
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Import/Export Trade. Since its inception, the center has implemented nineteen new courses 

into the curriculum. 

In analyzing the interview data, I was struck by how often faculty were mentioned 

for their influence, not only within the disciplines, but also within the college. Faculty were 

described as "motivated, "innovative" and "connected". In addition, faculty were credited 

with having good ideas and a willingness to try new ideas. These comments suggest the 

need to include faculty among the key influencers. Details of specific influence will be 

discussed in a later section. 

And lastly, although there was some vagueness in defining the community-at-large, 

interview data show that informants attribute "community members" and "the community" 

with having influence on the college. Informants did not identify any individuals in the 

community who may be perceived as more influential, or more demanding, than others. 

Nor was any particular community group articulated as more influential than another. 

When I pressed for clarification, I discovered that much of the tangible influence ascribed 

to "the community" is channeled through Continuing Education. The most noted example 

of this influence is that a continuing high demand for Art, Music, and Theatre courses has 

resulted in many of these courses being transformed from enrichment to an academic 

designation and thus becoming credit bearing courses. Furthermore, in the 1998/99 school 

year, the college expanded offerings in the performing arts (music and theatre) and in Fall 

1998, BLCC opened a 150-seat Studio-Theatre. This enables the college to present plays 

and musical performances, many with no-cost admission, as well providing space for 

cormnunity use. 

The community actually "votes" for classes every semester. They want this 
class, or they don't want this class. Very quickly we find out what the 
community wants. And we get phone calls and letters about what they do 
want. For a long time they wanted Fine Arts programming and we started 
that in a non-credit program. I talked to one student recendy who said he 
has waited seven years for Music Theory to be offered up here. And now, 
by virtue of our Bond fiinding, we have the facilities to offer Music and Art, 
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and we have a growing Theatre program. This all adds to the 
comprehensiveness of the college. (Director, Public Relations) 

Several informants reported that the college receives firequent phone calls from local 

residents requesting specific courses or suggesting programs. Some of these calls are 

directed to the appropriate instructional areas, but quite often the calls are routed through 

Community Education or Public Relations. In addition, many requests from the public are 

brought to the college by faculty members. The Director of Continuing Education said 

there continues to be a strong demand for special interest courses. The most popular 

classes are in the areas of Art, Spanish, Computer, Internet, French, and Music. 

Key Influences - Document Data 

Documents reviewed for this section include annual catalogs, college reports, 

college newsletters, press releases, and brochures. In addition to these materials, I include 

information obtained from the BLCC and RCCD websites. Consultants or other external 

entities have not been involved in conducting surveys for BLCC, thus the data included 

herein originate from the college. 

Apart from minor changes in format, BLCC catalogs have changed very little over 

the past nine years. Comparison of the occupational program listings show few changes 

and support interview statements about the business-related focus of most of these 

progreims at BLCC. In 1994/95, the college's mission statement was revised and 

abbreviated with no notable change in context. However, beginning in 1994/95, 

subsequent years' catalogs include the following Vision Statement: 

Blue Lake Community College will be an innovative teaching and learning 
institution that anticipates and responds to community needs and prepares its 
smdents to contribute, to participate and succeed in a diverse global 
economy. 
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The introduction of a global perspective, implicit in the above statement, portends changes 

for the following year, 1996. The BLCC Self-Study Report (1995, p. 5) notes that an 

international studies center is under development, with a planned focus on the Pacific Rim 

and Mexico. The report also states that the college had recently implemented courses 

leading to an AAS degree in international business, as well as a certificate in import/export 

trade. An article in the campus newspaper, dated December 1994, appeared with the 

headline East meets West at BLCC". The article announced that a BLCC faculty member 

in the Business division was the recipient of a two-year, $150,000 federal grant to establish 

an International Studies Center at the campus. The announcement gave an anticipated 

opening date of August 1996. 

In describing the community, college members repeatedly mentioned that business 

presence in the area is limited. Furthermore, community characteristics do not readily 

suggest a high local demand for international business resources. For these reasons, I was 

curious about the rationale for establishing an international studies center at the campus. In 

various interviews, I inquired about the impems for the intemational focus. Responses 

followed three themes. First, that intemational education was of special interest to several 

faculty as well as the college president. According to a summary report distributed by the 

Intemational Studies Center, many of BLCC's administrators and faculty have pursued 

professional development activities in other countries. The report states: 

Approximately one-third of the Blue Lake Community College faculty 
participate in Intemational Summer Study/travel Seminars with fmancial 
support fi-om the college or extemal grants for the faculty. 

Moreover, a campus newsletter indicates that during the summer of 1998, faculty and 

administrators visited such destinations as China, Costa Rica, Southeast Asia, Mexico, and 

the East-West Center in Honolulu, Hawaii (Global Perspective, Winter 1998-99). 
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Furthermore, the 1995 Self-Study report verifies the president's interest and involvement in 

international pursuits: 

The president of BLCC is an inaugural member of the border 
consortium. The consortium consists of community colleges in states 
which border Mexico-California, Arizona, New Mexico, and Texas-an 
many member institutions of the Mexican national educational system. The 
group is planning collaborative efforts which will lead to student and faculty 
educational exchanges and enable the Mexican educational system to make 
full use of the human and technological resources of our community 
colleges. In mm, the United States community colleges will gain valuable 
insight into Mexican education, culture, and economic and technological 
systems. 

A second explanatory theme suggests that the international focus emerged several 

years ago from the strategic planning process to define a "hallmark" program for BLCC: 

We have [Intemational Management College] in this area, and we felt that 
with the advent of the Intemet and NAFTA that we had some opportunities 
to make some inroads into intemational business that other community 
colleges had not yet realized. (Division Chair) 

Several other informants, including the Dean of Instruction, confirmed the suggestion that 

developing an intemational studies program was an avenue for BLCC to establish a niche 

as well as to respond to changing business needs. A faculty member referred me to the 

results of a 1999 survey conducted by the Center for Intemational Studies which 

demonstrate a needs exists among businesses in the Spectrum City area. The survey shows 

that sixty-nine percent (69%) of the 1,500 businesses contacted indicate they plan to 

expand import activities within the next three years. 92% of the businesses who responded 

to the survey have fewer than 50 employees, which, according to this informant, makes 

them a primary target market for programs and services provided by the Center. A third 

reason given for the intemational focus at BLCC is that higher education institutions, in 

general, are taking a more global approach to curriculum, particularly in business, and thus 

there is an increasing demand for related programs. This claim was reflected in an item 

printed in a campus newsletter. Global Perspective, Winter 1998-99, which states that 
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Global Business is third on the list of top twenty majors declared by BLCC students who 

recently transferred to Big State U or its second campus. Big State U West. 

Consistent with evidence from the interviews, documentary data indicate that the 

influence of the state universities are, primarily, related to curriculum and transfer issues. 

BLCC catalogs and semester class schedules contain information about transfer programs 

and the transfer processes for three of the state's four universities. In addition, the class 

schedules includes information about specific programs, as well as providing contact 

information for each of the three university campuses. It should be noted that curriculum 

issues and articulation agreements are addressed at the district level. Ratified agreements 

between the universities and RCCD impact all colleges in the district. 

There is some evidence of a strengthening relationship between BLCC and the 

nearby Big State university campuses. Annual BLCC Fact Books show that in 1993, 

BLCC began tracking student transfer information. That is, the college gathered data on 

the number of students who transferred to the state's four university campuses. The reports 

present transfer numbers for all four locations, but include detailed information for Big 

State U and Big State U West, which are the transfer destinations of most BLCC students. 

Beginning in 1995, the annual reports provide transfer data for the Big State U campuses 

only. The institutional research office at BLCC has developed an information-sharing 

agreement with Big State U and Big State U West that facilitates tracking and reporting 

student transfer and persistence rates. Other RCCD campuses have this arrangement, but 

BLCC is the only one of the three subject colleges in this study that consistentiy publishes 

this information. Furthermore, comparison of transfer figures indicate the numbers of 

students transferring to the local universities are increasing each year, a phenomenon that is 

partiy attributed to close relationship between the institutions and the established presence 

of Big State U on the BLCC campus. 
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As noted in the previous chapter, key influences discerned from interviev^^ data 

were not consistentiy reflected in documentary evidence. For example, during the 

interviews, the Chamber of Commerce emerged as a prominent influence on the college. 

However, document analysis yielded few references to that organization. In a section of 

the Self-Study reports for 1990 and 1995, the Chamber's role in establishing Blue Lake 

Community College is mentioned under the heading "Historical Overview". In addition, 

the 1995 report includes this paragraph in reference to community outreach activities: 

BLCC participates actively in local chamber of commerce activities and 
invites community members to participate in the strategic planning process 
at the college. Periodic meetings are held to update local officials, business 
leaders, and community representatives to college activities and to assess the 
needs of the service area. 

I could find no further written references to the chamber or its relationship with the college. 

Furthermore, a detailed search of the chamber of commerce website confirmed the college 

president's affiliation as a board member, but I found no other reference to Blue Lake 

Community College. 

Avenues of Influence 

In this section, I examine the data to identify the structures, processes, 

relationships, and interactions through which stakeholders may exert their influence upon 

the college. My primary focus is on formal structures and transactions. I recognize that, 

potentially, there are numerous informal contacts that may be equally valid as methods of 

influence; however, it is beyond the scope of this study to identify all possible means of 

influence. 

I asked college members to describe the ways in which members of the community 

were involved in activities at Blue Lake Community College, for example community 

representation on various committees. Similarly, I asked about college members' 
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participation in local community affairs as representatives of the college, for example, their 

affiliations with community organizations. In addition, I asked college leaders to explain in 

what way ±ese types of interactions affected their thinking and decision-making. 

Community Members on Campus 

According to the interview data, many informants indicated that the most direct way 

for community members to convey their opinions and ideas is through the advisory 

councils. There are three prominent advisory councils related to instructional programs at 

BLCC. First is the Business and Computer Systems (ECS) Advisory Council, which 

includes thirty-two community members who represent a broad range of sectors in 

business and industry, as well as faculty from each of the related instructional areas. The 

whole membership meets infrequently, only once or twice a year. The four subcommittees 

meet more often, according to the needs of the respective programs under their guidance; 

when curriculum is being modified or a new program is under development, for example. 

The second group is the Advisory Council for the Center for International Studies, which is 

comprised of twenty-six members. Seventeen of these are BLCC employees firom various 

instructional disciplines and support services at the college. The remaining nine members 

represent commercial, banking, and educational organizations in the Spectrum City area. 

The third committee is the Complementary Healthcare Advisory Group, which has sixteen 

members, nine of whom are from educational institutions and seven from various health 

and wellness entities, such as clinics, health centers, and related businesses. Among them, 

the three groups provide guidance to all of the occupational programs and some of the 

academic programs at the college. According to an Associate Dean, members for the 

advisory councils are recommended and selected primarily by the faculty. The Chair of the 

Business Division reported that the faculty determine agendas for the advisory meetings, 

but that any of the members could raise topics for discussion. The primary purposes for 
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these advisory groups are: to keep the college informed about changes in the respective 

fields of study and to recommend appropriate curriculum modifications; to identify relevant 

employment trends, so that program graduates do not saturate the job market; and to 

establish and maintain relationships with potential employers. 

Interview and document data yield two other groups in which Blue Lake 

community members were involved: a Community Advisory Committee, and the Strategic 

Planning Council. Records show that at one time the college had an active Community 

Advisory Committee. The 1990 Self-Study Report describes the function and membership 

of that group: 

to advise, develop, implement, or identify appropriate goals and plans 
for a variety of activities, services, and programs for BLCC. Committee 
members include representatives fi-om the college and the local community. 

According to the president, when he assumed leadership of the college in 1993, the 

Advisory Group was phasing out. He said the group was very active in the early days of 

the campus, but that the previous president did not utilize the group to any great extent after 

the college was fully established. 

The Strategic Planning Council has a broader function than the instructional 

advisory groups. The 1995 Self-Study Report indicates the responsibilities and 

membership of the council: 

the ongoing development, implementation, and updating of the 
college's strategic master plan. TTie committee is comprised of various staff 
and students at BLCC and the Blue Lake community. 

The college does not have an active advisory group, per se, but sometimes members of the 

former community advisory group are included in the college's planning processes. The 

college maintains a list of people who are active in the community. The president and other 

strategic planning committee members review this Ust and discuss who should be invited to 

participate in various planning activities. The president explained that advisory activity of 
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this sort is minimal and without any regularity, but he thinks that it is important to have 

community involvement: 

I bring in chamber members and folks from civic-minded organizations who 
have an interest in the community. We have, for example, an annual 
president's retreat when we hold discussions about the college and where 
we're heading, and so forth. I invite some of these folks to participate in 
that. 

Not aU opportunities for community involvement are limited only to invited 

participants. The college leadership works with civic leaders in identifying issues of 

concem for open discussion in 'Town Hall" meetings. These forums are hosted by the 

college and are open to the general public. Previous topics of discussion include economic 

development, community service and volunteerism. The latter meeting was described thus; 

[The] town hall on volunteerism, hosted by BLCC, included 110 
community participants. The community identified and prioritized areas to 
be addressed over a three year period. An action committee was formed to 
develop and implement identified priorities. With the help of community 
participants, all identified goals were achieved. In addition, the student 
leadership group became involved and has incorporated a volunteer 
component for students. (BLCC Self-Study Report, 1995) 

The college also hosts cultural events, such as art shows, concerts, and other 

performances. From such interactions with the community, college members gauge public 

interest in certain pursuits. For example, several informants reported that high attendance 

at these events, particularly in earlier years, demonstrated that the community was 

interested in and willing to support the arts. In addition, the community response to 

cultural events suggested a potential demand for art and performing arts-related 

programming at BLCC. The conclusions drawn by college leaders are not all conjecture. 

Some community members are direct in their requests for specific courses. Frequendy, 

visitors to the performances use the opportunities to comment on the need for more art and 

cultural events in Blue Lake. Moreover, there is evidence that the college has responded to 
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this community feedback. In 1990, the Self- Study report states "Although BLCC does not 

presendy provide a fine arts program, the fine arts are not ignored". According to the 1995 

Self-Study Report, the first semester that non-credit classes were offered at BLCC, in 

1993, almost 300 smdents enrolled in courses such as watercolors, oil painting, 

photography, drawing, stained glass, acting, dance performance, orchestra, and 

community choir, as well as conversational French and Spanish. I was told during the 

interviews that the community demand for these types of courses has resulted in the college 

expanding its offerings in art, music, and theatre arts, as well as changing some course to a 

"for credit" status. A comparison of courses listed in BLCC catalogs for 1997/98 and 

1998/99 confirms these claims. In 1998/99 the catalog of credit courses shows the addition 

of two art courses, three theatre arts courses, and three music courses. 

College Members in the Conimunity 

The fiill extent of college member involvement in the community is difficult to 

identify and the influences from these boundary-spanning roles cannot be clearly verified. 

Around 1991, college leaders adopted volunteerism as a campus-wide initiative. More 

recendy, the college has incorporated service to the community as an optional component of 

some coursework. Through this "service learning" component, students, faculty, and staff 

participate in a wide array of volunteer activities. For these reasons, I do not attempt to 

identify all connections with the community. Rather, in this section of the chapter, I report 

the general themes and related evidence that thread through the data. 

Documentary and interview data suggest that the college is community-focused and 

that college employees are expected to be active in the community. According to the 1990 

Self-Study Report, the perception is both externally and internally driven: 

Community leaders view the college as an important and integral entity. 
Conmiunity issues are brought to the attention of the [president] and his 
advice and participation are sought It is the intent of the college to focus 
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on community issues and to serve as a facilitator to assist the community in 
addressing these issues. 

Furthermore, the 1995 Self-Study Report states: 

The "community outreach" purpose [of the institutional mission] is the key 
to understanding community needs, encouraging community involvement, 
and garnering community support A day does not pass in which at 
least one community-related event or activity is being held at the college, or 
in which BLCC staff are not out in the community participating. 

Almost all of those interviewed spoke about the college president's commitment to and 

support of community involvement. The president expressed his encouragement of staff 

and faculty participation in the community: 

I have a staff that, for the most part, has a long tenure. They are well 
established and well experienced. I push their involvement in the 
community and I support their efforts. [I] encourage them to get involved 
and I try to help them; allowing them time and whatever it is they need to do 
to make it work. For example, I have a couple of people who are working 
with one of the public schools and developing a special program for them. 
Well, that's not a primary concern of ours, we have other things to do, but 
because of the needs of that particular school and that community, I have 
encouraged the staff to get involved in trying to help them. I actively 
encourage staff and students to get involved in conmiunity issues. 

I asked the president about his own activities in the conmiunity and their impacts, from a 

leadership perspective; 

The most active organization in the area is the Chamber of Commerce and I 
am very active in that group as an officer and past-president. In addition, I 
am frequendy invited to participate in various conununity organizations, 
although I am not an active member. As much as I can, I will participate. 
For example, I sit on the BLCC Hospital Board. 

I have to be sensitive to community needs and concerns. I gain a lot from 
sitting in meetings and listening to issues and concerns that are raised by 
local folks. When I make a decision, I consider some of these concerns in 
my decision making. So they have some influence. You have to. We are 
serving the needs of the conununity and we are cognizant of their needs and 
issues and some I can assist in addressing. So I listen, and I listen carefully, 
and in many cases it will have some bearing on the decision I make. 



125 

Many community affiliations noted by informants mirrored those of others. For 

example, at least five people reported regular attendance at chamber of commerce meetings. 

The reason given for their involvement in this group is two-fold: first, to maintain a college 

presence and share information about BLCC; and second, to be informed about community 

issues. Some associations with community entities result from the president's agenda. For 

example, there are representatives from all functional areas of the college involved in the 

Learning Connections Consortium. Although this group's foremost purposes are to 

strengthen ties among educational institutions and to address educational issues, active 

consortium members become attuned to broader conununity issues. 

While some community affiliations stem fi-om an individual's personal interest or 

spontaneous volunteerism, others are causes adopted by a group within the college. As an 

example, the Student Services Dean said his staff works extensively with the Community 

Action Network which provides support services to low socioeconomic families and 

students. He added that the knowledge gained by staff members through their community 

involvement informs the plarming process for service needs. The staff share their 

community awareness experiences in division meetings, and discuss the potential 

implications for student services programs. The Dean said the information helps them stay 

ahead of the planning curve. 

A consistent theme throughout the data is that of service to the community. The 

data suggest that college members utilize their involvement in conmiunity activities to gather 

information about community issues and to participate in resolution planning. 

Direct Requests 

The data show that sometimes college members receive requests from the pubUc by 

phone calls and letters, as well as via in-person conversations and casual conoments. While 

few informants noted these interactions as a significant avenue for community input, I 
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acknowledge them here. There is no formal tracking system of such requests. Once the 

contact is made, the message is distributed to the appropriate party for a response or action 

decision. I could not obtain an accurate sense of the volume of these contacts, but there is 

no indication that the number is high. Furthermore, I could not substantiate a measure of 

the college's responsiveness to these requests. 

Surveys 

Since surveys are widely used in education as instruments for gathering data, and 

as their use emerged in the case study of Yellow Ridge College, I inquired about their use 

at BLCC. The president and the instimtional research coordinator indicated that formal 

surveys are not used extensively at the college. Moreover, few are distributed to external 

entities. According to the president, the most recent formal survey conducted at BLCC was 

in the early 1990's, before he assumed leadership of the campus. The purpose was a needs 

assessment for inclusion in the college's Strategic Plan. He said that the infirequency is due 

to the expense involved in conducting formal surveys for distribution to a wide audience. 

However, he said that the college conducts internal surveys of current students and staff to 

solicit feedback on campus programs and services. More recendy, in conjunction with the 

district-wide Enrollment Management Committee, the institutional research coordinator 

conducted a major student satisfaction survey. Using the Noel-Levitz survey instrument, 

they solicited feedback from a random sampling of four cohorts of students who had 

graduated from BLCC programs between 1994 and 1997. Survey questions focused on 

students' satisfaction with the instruction and services at the college, as well as soliciting 

feedback on the level of preparedness for continuing at a four-year college or university. 

The intent was to gather data to inform the planning process for improving programs and 

services. According to the IRO, the survey was the first phase of a larger, district-wide 
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research project. Therefore, to date, there is no tangible evidence that the survey results 

have influenced the college at the operational level. 

Other informants confirmed that, in general, surveys conducted at BLCC were of 

an informal nature and with limited distribution. Results firom such surveys are not 

scientifically tabulated and the data are not formally shared with others outside of the 

program or service area. One example, given by an instructional dean, is that most surveys 

of which she is aware often have a very narrow focus, are program-specific, and are 

circulated among current students only. The Director of Continuing Education cited 

another example; her division routinely surveys current students for quality of instruction 

and areas of interest for future offerings. The Director told me she and her staff use the 

results to make informed decisions about format, offerings, and rehiring instructors. 

However, she said the decisions are not completely driven by survey results. 

Summary 

While there is consensus about community characteristics among college members, 

BLCC struggles to clearly define the community at large and the college's service area. 

However, the evidence shows that community leaders, too, strive to define a community 

identity. The lack of business and industry in the area presents some challenges for 

economic growth. In response to these challenges, civic leaders have looked to the college 

for assistance with small business development. The local Chamber of Commerce clearly 

emerges as a key influential stakeholder, and BLCC has multiple ties to that organization. 

The college's president is a member of the Chamber's board of directors. In addition, 

some Chamber members participate in advisory committees for college programs, as well 

as interacting with college leaders through Chamber activities. 

In addition to economic development, college leaders focus on strengthening 

linkages between all levels of public education. The college faculty, as well as the 
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administration, are engaged in several collaborative relationships with local public schools. 

The state universities also have particularly close ties to the college, and the influence of 

these institutions is enhanced due to the high percentage of BLCC students who are 

enrolled in transfer programs. 

The role of community members as boundary spanners extends throughout the 

campus. Community leaders are invited by the president to participate in planning activities 

for the college as a whole. Similarly, business leaders are included in advisory committees 

at the program level. In addition, there is evidence that community members have been 

influential through their attendance of cultural events and performances at the campus. Data 

show that the college has responded to feedback from these interactions. 

The impact of college members as boundary spanners is unclear, partly because 

some are involved in the same acti vities, for example the chamber of commerce; and partly 

because their community involvement is not necessarily coimected to their role at the 

college. However, the consensus is that college members' participation in community 

activities informs them about community issues. This is particularly salient for the 

president, who tends to be extensively involved in community matters. 

Except for program advisory committees, the college does not have a systematic 

process for seeking opinions and ideas from the community. Rather, the college seems to 

rely on the president and other individuals in the college to informally solicit or receive 

feedback from community leaders, as well as from the community at large. The data 

indicate that BLCC is both proactive and reactive in relation to extemal pressures. 

Furthermore, as the college is located in an relatively affluent area, it is subject to fewer 

demands from the community, in terms of social or economic pressures. 

In the following chapter, I present the data from the third and final college in this 

smdy - Green Field College. 
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CHAPTER 6 

INTRODUCING GREEN FIELD COMMUNITY COLLEGE 

In 1962, the citizens of Rainbow County voted to establish a community college 

district to serve the growing population. Shortly thereafter, in 1963, Green Field 

Community College (GFCC) was founded as an extension center of Yellow Ridge College 

(GFCC Institutional Self Study Report, 1995). At that time, the college was known as 

"Green Field Extension" and program offerings were limited to general education transfer 

courses. In 1965, GFCC received approval to operate as a separate college, and in 1966 

the campus was moved to its present site. GFCC was granted accreditation as an 

institution in 1967, and since has grown into the largest college in the Rainbow Community 

College District. 

GFCC operates three campuses to serve the residents of East Spectrum Valley: a 

central campus; Snowcap, a satellite center which is under development as a comprehensive 

campus; and Extended Campus, which is comprised of four centers as weU as distance 

learning programs. For logistical purposes, I limited interviews to participants at the main 

campus and one of the centers. Institutional data used in the study are not location specific, 

thus the statistics presented here, for example enrollment figures and demographics, 

include data for all GFCC sites. 

Interview and document data show that the Green Field area has experienced 

significant growth over the past two decades. According to census data, between 1990 and 

1998 the local population increased by almost twenty-five percent (25%) to the present 

count of 390,000. Historical census data show that Green Field's population enlarged by 

eighty-nine percent (89%) during the 1980's (Population data. City of Green Field website. 
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1999). Informants say that a visible increase in local business and industry has 

accompanied the growth in population. 

Green Field Community CoUege is located in a densely developed part of the city. 

The campus occupies a 140 acre site at the intersection of two major roads, both of which 

consistentiy carry a high volume of traffic. My visits to the campus varied in time of day, 

as well as day of the week, and I could not discern notable fluctuations in tniffic flow. 

There is a traffic control signal located at the main entrance to facilitate access to and from 

the campus. The area immediately surrounding the college is primarily commercial, mostly 

service-oriented businesses. To the west of the college is a large medical facility and an 

adjacent corporate building. Just south of the college are exit and entrance ramps to a 

recendy opened freeway. A mile or so east of the college, there is a shopping mall with 

nationally known department stores, as well as locally owned enterprises. In this same 

area, there are several tall office buildings and financial institutions. 

The college website describes GFCC as: 

a modem, fully-accredited, comprehensive educational instimtion that 
provides two years of transferable baccalaureate instruction and a wide 
range of occupational programs in business, technological, and para-
professional fields. 

GFCC serves approximately 22,000 credit-seeking students each semester, as well 

as some 9,000 students enrolled in non-credit courses. Seventy-six percent (76%) of 

students are pursuing academic programs, two-thirds of whom plan to transfer to a four-

year college. The remaining twenty four percent (24%) are enrolled in occupational 

programs. U.S. Census data show that eighty-three percent (83%) of the residents in the 

Green Field area are under fifty-five years of age. This relatively young population is 

reflected in the student body at the college. Enrollment data indicate that GFCC has a large 

traditionally-aged student population. More than half (56%) of the students attending 

GFCC are younger than twenty-five years old. Slightiy more than a third (35%) of the 
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students are aged between 20 and 24 years old. Approximately seventy-one percent (71%) 

of enrolled students are under thirty years of age. Informants reported that there is a 

growing population of seniors and retirees in the area, but enrollment statistics show the 

over-sixty age group represents less than two percent (2%) of the student body. 

Enrollment data for non-credit courses do not define demographics. 

Population data show that the communities served by GFCC are becoming more 

ethnically diverse (see Table 6.1). 

Table 6.1 

Comparison of Ethnicity 

GFCC Service Area Population 

WHITE HISPANIC BLACK NATIVE 
AMERICAN 

ASIAN OTHER 

1990 90% N/A* >2% 1% 1.5% 5.6% 

1995 85.6% 15.5%** 2.4% 1.4% 1.7% 8.9% 

(Sources: Community Profile, City of Green Field website. 

*Category not included in 1990 Census data. Hispanic residents recorded in the above categories 
**Includes residents reported under all categories. 

Enrollment figures in Table 6.2 demonstrate that the ethnic diversity among 

students at Green Field Community College is also changing, and minorities are 

represented in greater proportions than in the service area communities. 
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Table 6.2 

Demographic Changes in GFCC Student Body 

WHITE fflSPANIC BLACK NATIVE 
AMERICAN 

ASIAN OTHER* 

1990 83.2% 8.3% 2.4% 1.9% 3.3% 0.8% 

1995 75% 10.7% 3% 2.7% 4% 4.5% 

1999 69% 12.9% 3.3% 3.0% 5.1% 6.7% 

(Source: Enrollment data, RCCD Institutional Research website) 

* All ethnicities that do not fall into the other five groups 

The diversity indicated by the data above is reflected among the student clubs and 

interest groups on campus. These groups include an Asian American Club, Returning 

Adults Group, Baptist Student Union, Black Student Union, Christian Science 

Organization, Hispanic Student Organization, International Student Organization, Inter-

Tribal Student Organization, Latter Day Saints Student Association, and NAACP G^^ational 

Association for the Advancement of Colored People). 

Perceptions of the External Community at GFCC 

In the section above, I have established a statistical profile of the local community 

and the students at GFCC, as well as presenting a physical description of the college and its 

surroundings. The following section characterizes the local community, as depicted by 

members of the college community. 
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Defining the Community - Interview Data 

Consistent with responses reported in the other case studies in this research, 

informants defined the Green Field community by geographic, demographic, or constituent 

group characteristics. Several informants spoke of the community in pluralistic terms. In 

his interpretation of "local community", the president used all three categories as 

community descriptors. He referred to the six-mile circle that institutional research shows 

encompasses the area from which the RCCD colleges draw at least eight percent (80%) of 

their students. Often, he said, this definition is used for planning purposes, although the 

colleges are not constrained to a six mile boundary. In addition to the geographic 

definition, the president referred to the "multiplicity" of relationships that define a 

community, for example, ethnic ties among a particular minority group; or seniors as a 

group, in which case retirement neighborhoods become a community. "All of these groups 

represent the local community and are part of who we serve." 

When asked how she defined the local community, one associate dean 

responded: 

The Green Field community? It's a mixture. We have a lot of growth and 
most of the new homes are somewhat middle class. The area is becoming 
more diverse. We have a growing Hispanic population; a somewhat small 
Afiican American population. There's ^e area Imown as Old Green Field, 
and what is now new Green Field which historically has been more ethnic 
and mainly farmland. This is being sold to developers. So Green Field is 
in a huge transition. There is a strong Mormon population, which 
essentially has been very influential in Green Field. GFCC is in the center 
of the old part, and everything is expanding around us, moving toward the 
fnnges, especially to the east and the south. In the newer areas, you still 
see a domination of Anglos moving in, but in the older areas you have an 
expansion of the Mexican population, and it is more diverse right here 
where we are. 

The Dean of Instruction spoke of a "divergent population base": 

Given the comprehensive nature of GFCC, we have a divergent population 
base. One, we have students who are either already attending Big State U 
or are planning to transfer to Big State U, by virtue of our proximity to [that 
institution], the more traditional college bound smdents; we then have a 
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larger community that is best described as multi-generational; we have a 
large senior population; an increasing number of people who live in the 
community who need training and/or retraining; a growing population of 
economic^y disadvantaged people for whom special programs need to be 
devised; and a growing business and industry base that needs to be 
addressed in terms of ongoing training - Honeywell, Intel, Motorola, and 
that sort of thing. So we are attempting to be all things to all people. 

Another associate dean described the community as "multi-faceted" and then added a global 

perception: 

Well, our students are part of the community. I tend to use the word 
customer, even though it is not a popular term with some people, 
particularly in higher education. But I think it is appropriate because, to me, 
customers are multi-corrmiunity people. Our community, obviously, is the 
business and industry in the community because that's who we're preparing 
for in our occupational programs. And our community is the community-at-
large, whether it be the municipal part of the community, or whether it be 
senior citizens that we do some community ed[ucation] kind of things for. 
So I reaUy don't know that we exclude anybody when we refer to the 
community. Our conununity may not necessarily reside within the six mile 
radius that we in RCCD refer to as our service area, because the 
communities we serve extend beyond that. Also included in this are the 
local universities, in that we prepare out students for transfer. I think that to 
a community college our community refers almost to the entire world, 
because our mission is to provide service to all facets of the community. 

The Coordinator of Marketing and Public Relations explained how her job focuses her 

definition of the community: 

When I look at the local community, I really look at it demographically, 
because that's my job - to market to our local community. I work with 
demographics that come out of the city. Unfortunately, GFCC has really 
never done any research for marketing purposes. We are fortunate in that 
we have a good reputation and we are in an area that is growing We are 
just now beginning some marketing research with our Research Office, 
which is new. So it is a whole new concept for us. So, as far as the 
conmiunity goes, I can't really tell you what the current demographics are of 
the community, because we are preparing to do that. I do know, for 
example, that the Hispanic conrmiunity has grown tremendously within 
Rainbow County, and that is one area that we are looking at. We are also 
looking at another area, which is a whole different concept for us, and that 
is the "working adult". That is [who] we are targeting through the Extended 
Campus. 
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The Extended Campus referred to by the Coordinator above offers alternate scheduling and 

delivery methods, including distance learning opportunities. 

Few informants expressed a differing perspective of "local community" as opposed 

to "service community" when asked to define the two. Some respondents mentioned 

specific constiments, such as business and industry. Big State U, one of the three public 

universities in the state, is another constituent that was referenced several times, due to its 

proximity to GFCC campus. Informants stated that a large percentage of students who 

transfer to Big State U are GFCC students, and in that sense the university is part of the 

college's service community. 

The president related that the college's name may not be truly definitive of its 

service area: 

There is not a lot of difference, because when we talk about the community 
and our service community we consider both Now, our district has 
given the colleges an opportunity to take the name of the communities that 
they support. What that does is bring an interesting definition to a service 
area based on gerrymandered and odd boundaries that, in some cases, have 
little to do with what your actual service area is. That [the name] in itself 
becomes symbolic, but is not as useful, perhaps, in defining the actual roles 
[local community and service community] as the six-mile concentric circle. 

The influence of technology in defining the service community was noted by several 

people. For example, the dean of student services stated that technology has impacted not 

only those whom the colleges serve, but how services are delivered. In addition, he said 

that with the wide availability of technology, many students come to the college 

experienced in using technology and with expectations that the college will provide access 

to that same technology. The dean of instruction described how not only technology but 

the area's growth are factors in shaping the service area: 

That's probably a big debate that we're having right now about what is our 
service community, because once we get into distance learning we have 
students now in Australia who are taking classes from us. We have 
students around the country who are taking classes with us. So the way we 
have actually defined this is that our priority is to the citizens of Rainbow 
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County and that extends beyond the borders of Green Field, technically, 
because we have programs that the other district colleges do not have. So 
our primary responsibility' is to the citizens of Rainbow, but secondarily we 
will respond to requests from national and international populations. 

The college has responded to the growing populations in specific areas. For 
example, there is a burgeoning population east of here. In order to satisfy 
that growth, we have started a second comprehensive campus called 
Snowcap. Originally, in the district we had the concept of the six-mile 
radius service area, but Snowcap is actually fourteen miles from here. We 
have also established other sites that are not comprehensive in nature. We 
have three campuses, this campus, Snowcap campus, and the Extended 
campus, and it is the mission of Extended campus to go into areas of our 
"service area" where there is a need either for specific training or an obvious 
need for credit classes. 

From the descriptions reported above, it is clear that GFCC has not established a standard 

working definition of the local community, and that service area boundaries tend to be 

rather elastic. However, responses indicate that college members share a common 

perception that the community is comprised of many constituents, with no particular group 

emerging as more significant than another. Next, I look at how the local community is 

defined in institutional documents. 

DeHning the Community - Document Analysis 

Documents reviewed for this phase of the study yielded limited descriptions of the 

Green Field community. Most references to community either related to the geographic 

location of the college or its service area, or were non-specific and vague in nature. For 

example, the president's webpage states: 

Green Field Community College serves more than 24,000 students each 
semester and is the largest of the ten Rainbow Community Colleges. 
GFCC is located in the city of Green Field, which is a growing city of over 
330,000 people in the southwest portion of the Greater Spectrum 
Metropolitan area. 

Similarly, a message from the president printed in an institutional report states: 
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....we take seriously our commitment to bring quality educational 
opportunities to all East [Spectrum] Valley citizens. (GFCC Annual Report, 
1998/99) 

Unlike the pluralistic definitions found in the interview data, documents frequendy 

referenced "community" in the singiular. As a status report on the development of an 

expansion campus states: 

This is one of a series of '"Updates" that GFCC at Snowcap, GFCC's 
second comprehensive campus, will issue to its community. These updates 
focus on the milestones and progress we are making in preparing to serve 
our East [Spectrum] Valley community as the campus develops. 

GFCC catalogs also refer to the community in a general sense. Catalogs for the years 

1991/92 and 1992/93 include the following pledge in the institutional mission statement: "to 

provide programs that meet the broad educational needs of the community". Semester class 

schedules, too, are non-specific and state that GFCC offers courses at multiple locations 

"to better serve our community". Be^nning in 1993, and in each subsequent year through 

1999, college catalogs refer to the community and other constituents in a broader context: 

GFCC also provides non-credit and lifelong learning opportunities to the 
community.... 

GFCC is a multipurpose institution of higher education that: 

Provides opportunities for lifelong learning to a diverse student population. 

Encourages collaboration among its students, faculty, staff and community, 
within a multicultural world. 

After an extensive search of a variety' of documents, including catalogs, class schedules, 

institutional reports, campus newspapers, and newsletters, I was unable to find any further 

detailed characterizations of the local community. 

Next, I identify community stakeholders discerned from interviews and documents. 

I briefly describe these constituents and the nature of their association with Green Field 

Community College. 
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Constituent Groups 

During the interviews, I asked informants to identify influential community 

stakeholders; that is, people or entities who have some impact on college decision-making, 

[n addition, I listened for indirect references to any other constituents who may have an 

influential role. 

Green Field Fire Department was frequendy identified as a stakeholder. Almost all 

informants mentioned the college's close association with the local fire district. Many 

referred to GFCC's Fire Science program as a "major" program or a "strong" program at 

the college. According to one person, the relationship with the fire department permeates 

the college, not only through the instmctional program, but also through volunteer and 

service learning activities, as well as the college's community education component. 

Furthermore, there are ten representatives fi-om the fire service on the GFCC Community 

Advisory Council, and the city Fire Chief serves as a member of the Council's Executive 

Board. 

The state's universities, particularly Big State U, were also mentioned quite often as 

constiments of the college, primarily because they are transfer destinations for many GFCC 

students. The president and others noted that GFCC is the principal feeder college for Big 

State U, which is located only four miles from the GFCC campus. This claim is also made 

in college catalogs and on the GFCC website. In addition to its connections with local 

universities, GFCC has developed relationships with several other institutions to provide 

students with a variety of transfer options within the state and in other states. 

As well as post-secondary institutions, informants named local K -12 public 

schools as a constituent group. CoUege members are involved in local schools and the 

school officials are involved in GFCC. As part of the college's Service Learning program, 

students, faculty, and staff volunteer at various local elementary and secondary schools. 

Similarly, the superintendent of Green Field schools is on the Executive Board of the 
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college's Community Advisory Council. In addition, the college participates in a "think 

tank" consortium of educational institutions. According to this consortium's webpage 

found on the GFCC website, the purpose of this collaboration is to establish linkages 

between all sectors of the community and to promote a "world class" system of public 

education firom kindergarten through the Ph.D. level. 

Senior adults, defined in the catalogs as "people of retirement age", were identified 

as a constiment group, particularly in relationship to Community Education programs. 

GFCC provides programming specifically for senior adults, and the college has a long 

standing policy of offering many non-credit courses at a reduced tuition rate for students 

aged sixty-two and older. For this study I reviewed catalogs dating back to 1991; each 

edition provided details of the senior adult program and the special tuition rate. 

Business and industry emerged as a constituent group through the interviews, but 

more so from printed documents. Several informants mentioned business and industry, 

but only one person, the associate dean of occupational programs, gave a detailed account. 

Documents suggest there is an interest at the instimtional level in this particular 

constituency. One of the stated purposes of the college found in the earlier catalogs is to: 

Develop and maintain programs that meet the needs of the business 
community so as to provide a stable and capable workforce. (GFCC 
catalogs, 1991/92; 1992/93) 

In the same context, one of the objectives cited is to: 

Establish a Community Advisory Council, including broad-based 
conmiunity and industry representation. (GFCC catalog, 1991/92) 

The college has an active Conununity Advisory Council that has approximately 230 

members, including a 20-member Executive Board. Of the 210 general members, 130 are 

representatives of business and industry. The remaining members are associated with 

education, government, and public service sectors of the conununity. The Council's 

annual report states: 
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General membership is granted to a carefully selected, well-balanced cross 
section of the East [Spectrum] Valley's leading citizens, representing many 
geographical areas in the valley as well as some 20 different occupational 
categories. (GFCC Community Advisory Conamittee Annual Report, 1998-
1999) 

In 1994, GFCC redefined its mission statement and subsequent years' catalogs include the 

following as one of eight bullet statements describing how the mission will be 

implemented: 

In order to accomplish its mission, GFCC will provide Business and 
Industry Support - Partnerships with organizations and agencies to provide 
general and customized training to the workforce. 

The college operates a Business and Industry Institute through its Extended Campus. The 

Institute is located at a satellite center and provides customized training to the business 

community. Programs are designed to meet the specific needs of employers, and training 

is conducted at the Institute or at the place of employment. The website claims: 

Our portfolio of training includes the most advanced training in: Business, 
People, [and] Technology. 

Bring our powerful training programs to your company. The Business & 
Industry Institute's Team will work with your key staff members to build 
customized courses to meet your specific requirements. 

According to information on the website, the Institute has training partnerships with a 

variety of corporate partners, many of whom are technology-oriented, including Motorola, 

Sun Microsystems, Microsoft, Novell, and Lotus. 

In planning this research, I decided not to include college entities whose purposes 

were very narrow. Thus, I did not conduct interviews with employees of the Business & 

Industry Institute because its programs and services are targeted to a particular clientele. 

However, I have included document data related to the Institute here because GFCC 

specifically identifies this functional area in the institutional mission statement. 
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In previous two chapters, I included comments about the students' role as 

stakeholders relative to particular events noted in the data, and I follow the same iform here. 

At GFCC, several informants identified students as a major constituent of the college, and 

some referred to specific student populations. For example, it was noted that '^'traditional 

students", those aged 18 years to 24 years, come to the college prepared for technology. 

At GFCC, fifty-seven percent (57%) of the students are in this age group. According to 

the president and the dean of student services, these students expect technollogy to be 

available and to be integrated into their learning experiences. Similarly, re-entr-y students 

were noted to have certain expectations. The dean explained that many re-entry students 

have children and/or are v/orking, and their ability to attend classes frequentlja^ relies on 

flexible scheduling and access to child care. He noted that the specific needs of tihese types 

of student populations impact the types of services that the college must conside:r in trying 

to meet student demands. 

Key Influences - Interview Data 

In the preceding section I defined the constituent groups of the college, as reported 

in the data. Next, I look at the groups that were specifically identified as key iinfluences, 

and present interview and documentary data that describe how their influences impact 

Green Field Community College. 

None of the constituent groups listed above emerged as the primary influe=ntial force 

on the college. However, many informants described the influence of the Community 

Advisory Council as having an impact at the institutional level relative to broad is;sues. One 

example cited was the Community Advisory Council's role in planning the Snowcap 

campus. According to an informant, the Council is responsible for looking at the "big 

picture" and to advise the president on issues that affect the college as a whiole. The 

membership of the Council represents a cross-section of the communities serwed by the 
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college, and informants did not attribute any particular sector with more influence than 

another in the context of this advisory group. Several informants noted that the Chair of 

the Community Advisory Council is a former student of GFCC. During our discussion 

about the role of the Advisory Council, GFCC's president related that the Chair, a local 

dentist, uses his personal story as an example of what is possible for young people, and 

uses that same platform to promote the importance of the college in the community. In a 

later section, "Avenues of Influence", I will provide more details about the Council and its 

influence on the college. 

Although clearly identified as a constituency of the college, the business and 

industry sector of the conununity did not emerge from the interview data as a significant 

influence group. The college's Business and Industry Institute deals direcdy with local 

businesses regarding specialized training for their current employees. Similarly, the 

occupational programs work closely with potential employers to identify employment needs 

and job skills in order for the college to prepare students for the workplace. Yet the 

business sector was not articulated by informants as a key influential force. 

Within the occupational instruction areas, program advisory committees emerged as 

a key influence group. An associate dean informed me that all occupational programs have 

an advisor}' group consisting of approximately 15 to 20 members. Several informants 

described the role of advisory groups, mostly in relation to curriculum issues. Advisory 

group members recommend changes that will help the college align program curriculum 

with changes in the workplace, to keep instruction current and relevant to employment 

needs. According to one informant, the advisory committees also serve as resources for 

faculty. Members can identify potential adjunct faculty, help arrange field trips to their 

companies, and sometimes assist with grants or donations of equipment. 

Students were frequently mentioned during the interviews as constituents and as 

influencers. Earlier in this chapter, I described informants' perceptions about traditionally 
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aged students and re-entry students, as well as the impact they have on college programs 

and services. Student leaders emerged as another student group with some influence. 

Several informants had the opinion that GFCC students were very involved in the college, 

primarily through the student government group, the Associated Students of GFCC. 

Student representatives from this group serve on college committees, including the 

Community Advisory Council. According to GFCC's president, student leaders have 

demonstrated "significant" influence on the behavior and accountability of student groups. 

He elaborated that over the past few years the college has had ongoing discussions about 

volunteerism and service to the community, and students have embraced the concept of 

giving back to the community. Student government leaders imposed upon themselves and 

the 40 student clubs the requirement to conduct community service. In order for student 

groups to retain their charters, they must document at least 90 hours of community service 

each semester. The president expressed his pride in the initiative and commitment shown 

by the students. 

I would defy any college administrator to manage this. Can you imagine a 
president trying to impose that kind of requirement on student clubs, 90 
hours of community service? If you want to see rebellion.... 

All top-level college leaders, that is, the president, deans, and associate deans, noted 

students as a major influential group. For example, the dean of business and technology 

said: 

Students are our most important influential group. They come to us 
everyday with concerns or complaints and expect us to respond, to "fix 
things". We must to listen to the student "voice" because the students are 
what this is all about. 

In addition to currendy enrolled students, informants included alumni in the student 

influence group. The chairman of the Conmiunity Advisory Council, a local dentist who 

graduated from GFCC in 1976, was often used as an example of alumni involvement in the 

college. 
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Most informants noted that there is a growing population of older adults and retirees 

in the City of Green Field and the surrounding areas. However, only one informant, the 

Director of Community Education, identified senior adults as an influence group. She said 

that although GFCC has a long history of serving the needs of older students, in recent 

years the administration has made a stronger commitment to this segment of the population. 

For example, four years ago the college funded a part-time position in the Community 

Education department, specifically to coordinate programs for seniors. Since then, 

program participants have helped develop "New Frontiers", a membership learning 

community through which senior adults create and teach their own curriculum. According 

to the Director, participants in "New Frontiers" are from a variety of backgrounds; many 

are retired professionals who are interested in pursuing lifelong learning in fields that are 

unrelated to their careers. As an example, the Director said the current Chair of the 

program is a retired medical doctor who now teaches Art in the program. Another 

participant is a retired hospice nurse who became so fascinated with the work of Alexis de 

Tocqueville that she developed a class on democracy, which she will teach at GFCC 

shortly. Evidence of the influence of the senior adults extends beyond the New Frontiers 

program. The Director spoke of an arrangement that she has with some of the academic 

faculty that allows senior adults participate in credit classes for enrichment, utilizing 

"courtesy seats", if classroom space permits. Through this agreement, wiiich has the 

approval of the Dean of Instmction, senior adults can attend classes without going through 

the formal registration processes, fulfilling prerequisites, or competing for grades. In 

addition to their participation in classes and seminars. New Frontiers program members 

have sought other ways to become involved in the campus. For example, seniors are 

volunteering as hosts during registration periods, to assist students with forms, directions, 

and general information. In addition. New Frontiers members are providing proctoring 

assistance for testing, and recently have committed to funding a scholarship to support 
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childcare expenses for needy students. The director noted that all of these efforts have been 

self-directed by the senior adults themselves. 

Universities were noted for their influence pertaining to curriculum and transfer 

issues. As noted above, the college has articulated transfer agreements with the universities 

in this state, as well as others. Two institutions identified as having a particularly close 

relationship with GFCC are Big State U and Brigham Young University. The main 

campus of Big State U is located within a few miles of the GFCC campus. Interview data 

indicate that a large number of GFCC students transfer to Big State U, upon completion of 

the general education requirements or an associate degree. Moreover, there is a Transfer 

Center funded by Big State U on the GFCC campus. According to informants, the Center 

was established at GFCC to provide on-site advising and admissions services and to 

accommodate the many students who, historically, transition between the two institutions. 

In addition. Big State U faculty participate in GFCC instructional advisory committees and 

the provost of one of the three Big State U campuses serves on the Executive Council of 

the Community Advisory Board. Furthermore, GFCC has a partnership with Big State U 

to share facilities at a nearby former Air Force installation. 

As well as agreements with state universities, GFCC has transfer agreements with 

several institutions in other states. In particular, there were repeated references to the 

relationship with Brigham Young University (BYU). Informants told me that this 

relationship originated with requests from the community. According to the interviews. 

Green Field has "a strong Mormon presence", that is, a large percentage of local residents 

are members of the Latter Day Saints church. According to one informant. Mormon culture 

promotes life long education and personal growth, and children are encouraged to aspire to 

attend universities, particularly BYU. In addition to its main campus in Utah, Brigham 

Young University has established a campus in Hawaii. The Dean of Instruction said she 
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had recently met with a dean from that institution to discuss transfer agreements with 

GFCC. 

In addition to the describing GFCC's relationship with BYU, several informants 

spoke about how the family and community-oriented values of Mormon culture had 

permeated the local area. One of the reasons given was that church and community leaders 

typically become actively involved in community affairs. An associate dean stated that the 

Mormon influence is threaded into the culture of the college, and she said there clearly has 

been an influence from this population in establishing the college, partly because of the 

location. She added that this influence is reflected in the values that are prevalent within the 

college: values that show an appreciation of and a sensitivity to families and tradition. 

During the interviews, informants identified the public school system as a 

constiment group. Several college leaders mentioned that the superintendent as well as 

other representatives from the public school system serve on the Community Advisory 

Council. Beyond stating that GFCC has a relationship with local schools, individuals did 

not define the association with public schools as influential. Interview data indicate there 

are mutually beneficial arrangements between the two organizations. An associate dean 

described a facilities sharing agreement with the local school district. The college rents 

space in a building that is owned but only partially occupied by Green Field Public 

Schools. Through this arrangement, GFCC faculty, staff, and students have access to 

office space, classrooms, three computer labs, a bookstore, and other support services. 

When not in use by GFCC, the computer labs and classrooms are available to school 

district staff who use the rooms and technology for training purposes. According to the 

president and an associate dean, this facility-sharing arrangement evolved from meetings of 

the Community Advisory Council. According to these two informants, the question of 

more space arose because the GFCC campus was operating close to capacity and the 

college leadership was searching for options to meet the growing demand for credit 
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courses. The superintendent of Green Field Public Schools, who is a member of the 

Community Advisory Council, suggested that the vacant space in the district building might 

be suitable for the college's needs, and the partnership was established. No other 

connections between GFCC and local schools were identified through the interviews. 

Several informants identified the state legislature and the RCCD Governing Board 

as key influences. As these entities have a district-wide influence, rather than having a 

direct impact on the college, I have not reported the comments here. Next, I look at 

influential stakeholders identified through documentary evidence. 

Key Influences - Document Data 

Documents examined for this section of the study include the college's annual 

catalogs, institutional reports, class schedules, campus newspapers, program brochures, 

and a consultant's research report. In addition, I include information obtained via the 

Internet from the Rainbow Community College District and Green Field Community 

College websites. Data reported in this section reveal some inconsistencies between 

interview and documentary evidence 

As nearly all informants mentioned the Community Advisory Council, I began the 

document analysis by looking for references to that entity. The Council's 1999 annual 

report lists the names and occupations of over 240 members. The organizational structure, 

led by a Chairperson, consists of seven Honorary Members, a 20-member Executive 

Council, and approximately 230 general members. The present Chairperson is a local 

dentist whom the report identifies as an alumni of GFCC. According to a highlighted 

statement in the report. Executive Membership is granted to: 

Community citizens who are willing to volunteer their time, represent a 
community segment, and provide input that will guide the College in the 
development of innovative partnerships and programs. 



148 

College leaders described the function of the Council as giving voice to the community to 

ensure that the college recognizes community needs and develops ways to meet those 

needs. In describing the purpose of the Council, the report states: 

Acting as a sounding board for GFCC, the Community Advisory Council 
has represented the interests of East [Spectrum] Valley residents, businesses 
and industry, and education since its founding in 1990. The mission and 
goals of the Council summarize its purpose and dedication of its volunteer 
members who seek to better their community by improving education. 

The annual report lists the following topics that were discussed during the preceding year's 

Council meetings: transportation issues related to the new Snowcap campus; exploring 

ways that the Extended Campus could serve students; intemational education; and student 

and community services (GFCC Community Advisory Council, Annual Report, 1998-

1999). Proposed topics listed for 1999/2000 include tours and discussion of the new 

Integrated Library High Technology Center and Life Sciences building at GFCC; 

Volunteerism and Service Learning; Internships for students and faculty; and a question 

and answer forum with RCCD Governing Board members. The role of the Community 

Advisory Council will be described in more detail in a later section. 

Document data support the claim by informants that the influence of state 

universities at GFCC is primarily related to curriculum and transfer matters. Indeed, the 

college has articulation agreements with all three in-state public universities, not only for 

general education curriculum, but also some that are discipline-specific, such as Speech 

Communication, Psychology, and Music. However, there is evidence that the college's 

relationship with one institution is more extensive than with the other universities in the 

state. During the interviews, the president and others noted a particularly close relationship 

with Big State U, which they mostly attribute to the physical proximity of that institution to 

GFCC. According to the college's self study report, faculty from all RCCD colleges are 

invited to participate on curriculum conamittees at Big State U, and more than half of those 
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faculty are from GFCC. The report also states that an institutional priority is the transfer of 

GFCC students to four-year schools, and that Big State U is the primary transfer 

destination for these students. Moreover, Big State U has established a Transfer Center at 

the GFCC campus. The Center is staffed by three program advisors, two part-time and 

one full-time, who are Big State U employees. The relationship between Big State U and 

GFCC is further evidenced by facilities-sharing parmerships between the two institutions. 

Printed class schedules show that GFCC holds evening classes at the nearby Big State U 

Research Park. In addition, the college's self-study report indicates that several years ago 

GFCC and Big State U joindy applied to the U.S. Department of Education to secure use 

of facilities at a former military installation. Interview and document data indicate that 

GFCC uses these facilities for specialized programs that have unique equipment and space 

needs, such as Fire Science and the Mortuary Science. Big State U is developing its share 

of the site as a third campus. 

Consistent with interview data reported above, I found documentary evidence of the 

connection between GFCC and Brigham Young University. According to the GFCC 

Institutional Self-Study Report, BYU offers incentives for honor students and minority 

students at GFCC to transfer to their institution. Moreover, the two institutions have 

established a streamlined transfer process to facilitate the transition of students from GFCC 

to BYU. The report states: 

Through innovations at Brigham Young University (BYU), GFCC students 
now have an expedited transfer process. Students at GFCC now have, in 
effect, a personalized CEG [course equivalency guide] from BYU. 
Registrars at BYU can present a GFCC student with a complete print-out of 
his/her academic progress to date, cross-referenced to how GFCC courses 
satisfy BYU baccalaureate requirements. GFCC is one of the main feeder 
colleges to BYU outside of Utah and Idaho. GFCC students completing 
their AA [Associate of Arts] or AGS [Associate of General Studies] degrees 
will transfer as frill juniors with only one lower division course still 
required. (GFCC Self-Study Report, 1995, pp. 86). 
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However, document data do not support the level of influence attributed to the Mormon 

population during the interviews. Catalogs, course schedules and other printed materials 

studied in this analysis did not yield any additional references to B YU, the LDS church, or 

the Mormon faith. 

The interview data provide few descriptions of the relationship between GFCC and 

K-12 schools. However, document analysis gives some insight into the types of linkages 

between the college and local schools. One kind of relationship is student to student. As 

an example, GFCC students work with elementary schools through a national literacy 

program called America Reads. A Service Learning program brochure explained how 

GFCC students can receive course credit for tutoring kindergarten through third grade 

students in reading. According to a "Fact Sheet", compiled by the college's Center for 

Public Policy and dated spring 1999, in less than a two year period GFCC students have 

served approximately 2000 Green Field school children through the reading program. The 

data yielded another type of relationship between the college and local schools, that of 

institutional collaboration to address social issues. According to another Fact Sheet, dated 

December 1998, the college and Green Field Public Schools collaborate in a "Partnership 

for Tobacco-Free Youth" to educate children about the hazards of tobacco. One of the 

stated objectives of this commitment is for GFCC to assist the schools in developing a 

kindergarten through eighth grade health/science curriculum to support tobacco education at 

all levels. Documentary evidence confirms that there are linkages between GFCC and the 

public school system. However, even when combined with interview data, this evidence 

does not fully substantiate that the local public school system is a key influence on the 

college. 

Although business and industry did not emerge from the interview data as a 

particularly influential sector, documentary data may suggest otherwise. Excluding the 

transactions through the college's Business and Industry Institute, GFCC documents make 
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numerous references to the business community. Annual college catalogs consistently 

articulate the business sector as a constituent of the college. In addition, there is evidence 

that members of the business community are extensively involved in two major advisory 

functions that guide the college and its programs. According to interview and document 

data, participants in the Community Advisory Council can influence major decisions about 

the college as a whole. By definition, the role of the council is to guide the college and 

advise die president, and more than half of the Council's members are from the business 

community. Furthermore, local employers participate in program advisory committees, 

through which they direcdy influence curricula for occupational programs. Tne GFCC 

Self-Study Report states the function of the advisory committees is to "help determine and 

develop program content and competencies". In the next section, I explore the potential 

influence of the business sector in more detail. 

Avenues of Influence 

In this section, I examine the data to identify boundary-spanning relationships, that 

is, college leaders' participation in community activities as representatives of Green Field 

Community College, and community member involvement in GFCC affairs. In addition, 1 

describe the structures, relationships, and transactions through which community 

stakeholders may influence college decisions. The data reported in tiiis section primarily 

are drawn from interviews, during which I asked informants to describe college members' 

interactions with the community and to explain how these types of interactions impact their 

thinking and/or their decision-making. 

Community Members on Campus 

When I asked about community member involvement on campus, informants' 

initial responses most often referred to the membership of the Community Advisory 
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Council. All of those interviewed mentioned the Council at some point during our 

conversation. According to GFCC's president, the Council functions as the "community's 

voice in the college". The president's greeting message printed in the Council's annual 

report includes the following: 

Council members take a lead role in moving the college forward We 
could not succeed in creating an effective learning environment without 
member input and feedback. 

In the same report, a quote from the Council Chair indicates that, in addition to its advisory 

capacity, the Council also fiinctions as an accountability watchdog: 

The Council will continue to evaluate the growth and progress of GFCC 
and its ability to meet the needs of the community. The Council is to be 
conamended for listening to the needs of the community it serves. Its 
valuable feedback continually improves the quality of education and service 
offered at GFCC. 

The Council holds regular meetings with planned, formal agendas, and published reports 

of achievements and impacts. In addition, the Council operates under a multi-level 

committee structure, led by an Executive Committee, to address issues at various levels of 

analysis. Data from documents and interviews suggest that the college tries to include a 

broad range of community participants in advisory functions. A Community Advisory 

Council report states that the membership is drawn from a "well-balanced cross section of 

the East [Spectrum] Valley's leading citizens" who represent "many geographical areas of 

the Valley, as well as some 20 different occupational categories". The president described 

the Council as a "patchwork quUt" of community members. When I asked how members 

are selected, he noted that the method was "not a very scientific process". Potential 

members are suggested by the Executive Committee and invited by the president, based on 

the need for representation of specific constituent groups. He explained, "We want the 

Council membership to reflect and represent the community". The Executive Committee 

reviews the membership to identify segments of the community that are not currentiy 
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represented on the Council, and recommends people who can fill the need. This 

description of selecting members was confirmed by the Dean of Instruction, as well as 

others. Another informant, an associate dean, illuminated the role of the college's president 

in relation to the Council: 

The Council is run out of the president's office. He has an Executive 
Committee, and a Chair. He tries to identify individuals [who] have a real 
interest in the college and [who] are really committed to the college but also 
have a fairly high profile in the conmiunity so that they can be a 
spokesperson The president selects the Chair who runs for a two year 
term. 

In addition to its advisory role, the dean noted that one of the fiinctions of the Council was 

to advocate for the college in the community; for that reason, she said, the membership 

includes "community powerhouses who have political clout". Council members are 

"invited" to sit on the Executive Committee by the president and the Council Chair, and are 

not subject to a limited term of service. Documents indicate that the role of the Executive 

Committee is quite extensive in relation to the Council as a whole. According to the 

meeting schedule, the Executive Committee meets monthly and devotes two meetings to 

each discussion topic. The general membership meetings are held quarterly, and 

subcommittees meet on an as-needed basis. Meeting agendas are set by the president and 

the Executive Committee. Members of the college participate in the meetings, but they are 

not formal members of the Council. During the interviews, most informants associated the 

influence of the Council with broad institutional issues, but documents show that the 

Council has influence at the program level as well. Past accomplishments listed in the 

annual report include the implementation of an Associate of Arts degree in Architecture. 

The report states that Council members identified a need for this type of program and, by 

"working with GFCC leadership, the degree program became a reality". My examination 

of various documents revealed that, at the time the new program was initiated, the CEO of a 

local architectural firm was the Council's chairperson. 
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Advisory groups also were consistently named as significant paths of influence, 

particularly in curriculum-related issues. According to informants, advisory groups 

generally are comprised of GFCC faculty, community representatives who are employers, 

managers or supervisors in the respective occupations, and in some cases, members from 

other educational institutions. An associate dean noted that advisory group representatives 

are chosen by faculty and program coordinators. She described some methods of selection: 

You ask who you know, and you ask for recommendations. Sometimes 
people are invited because of the position they hold, for example, a fire 
chief. And we try to get representatives from throughout the community, so 
we have several loc^ fire chiefs for Fire Science. Also, we ask 'what 
segment of the population do we need to be represented?' In technology, 
for example, we try to get members who represent a broad range of 
business and industry. In the business area, we include people from 
Human Resources who know the desired hiring qualifications and skills that 
employers need. We usually invite our counterparts at the universities, 
particularly Big State U., usually a dean or division chair of a discipline. 
We try to include representatives from a variety of levels within an 
occupational area. We need CEOs who can make decisions and make 
things happen, but CEOs don't necessarily know the skills needed. They 
know the general trends, but not the nuts and bolts. The greatest impact on 
the curriculum comes from first line supervisors and HR people. If there is 
an accrediting body, such as for nursing, then we'll include a representative 
from that organization. Sometimes we have representatives from the high 
schools, particularly for ±e Tech Prep programs. 

Document data support this dean's depiction of advisory group membership, for example, 

the minutes from a recent meeting of the nursing advisory committee list the following 

participants: seven members from local hospitals and nursing care facilities; eleven GFCC 

nursing faculty; and two members from Big State U. Key purposes of the advisory groups 

include advising the college about curriculum and reviewing proposed program changes. A 

recent nursing advisory committee agenda addressed the development of a new student 

selection process, as well as a discussion of proposed new courses. Similarly, a meeting 

of the Mormary Science program committee included a discussion on workplace skills, as 

well as an update on negotiations with the Medical Examiner's office regarding embalming 

training for students. Advisory groups also serve as resources for recruiting adjunct 
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faculty and for arranging field trip opportunities. In addition, advisory conmiittee members 

occasionally assist with grants and donations, either as donors themselves or by 

solicitations through their business connections. One example of how program benefit 

through advisory committees is the Automotive Department. The dean said they never have 

to worry about vehicles for the students to work on because every year the college receives 

donations of cars and other vehicles from local dealers as well as individuals. She said 

these donations make it possible for students to be trained on the latest in automotive 

technology and for the college to turn out program graduates who are readily employable. 

Informants noted that the program advisory groups meet a minimum of twice a year, and 

that the number of committee members and level of participation in the advisory groups 

varies widely from program to program. The associate dean responsible for occupational 

programs stated that GFCC faculty have not found it difficult to attract community interest 

and support for the various occupational areas; this, she says, is indicative of the Green 

Field community's commitment to the college. 

College Members in the Community 

It was my standard practice throughout this study to find out whether or not the 

president of each subject college had a policy regarding involvement in the community. At 

GFCC, all informants noted that the college had a history of closeness and responsiveness 

to the community. In addition, most noted that it is a priority of the president to serve 

community needs. I received mixed responses to my inquiry about the president's 

viewpoint on college member community involvement. One dean noted that it was a goal 

of the president for his senior administrators to be active in the community. Another senior 

administrator stated that, generally, the president plays a lead role in the community while 

the deans are responsible for operational issues in the college. She said they try to fit 

community activities around those work demands. The Director of Marketing and Public 
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Relations described the relationship between the college and the community as "excellent". 

She noted that the president is "very" involved with the community through the Community 

Advisory Council, as well as organizations such as the Rotary, the Chamber of Commerce, 

and the Economic Development Board. In addition, she said the campus' lead 

administrators are involved in the community through organizations such as the United 

Way and the Boys and Girls Club, as well as various other charitable and civic 

organizations. She said that college leaders' involvement in the community stems not only 

from the president's expectations, but also because members of the campus believe it is 

important. According to the president, the college has an "above average" relationship with 

the community and that college members are widely involved in conununity activities of 

their own volition: 

We have always had a kind of pragmatic employee mix. That, individually, 
became involved in community activities; most of which the college only 
finds out about in an accidental way. 

Consistent with the comments of the marketing director, other college members described 

the president as "extensively" involved in the community. In addition to participation in 

civic organizations such as the Chamber of Commerce, Rotary Club, and United Way, the 

president's activities include prior board membership for the YMCA and the Boys and 

Girls Club. Furthermore, he is a member of the Economic Development Board. 

Additionally, the president told me that he is well acquainted with civic leaders: 

There are very few leaders in the community, including the mayor and city 
council members, as well as business leaders, who I carmot call and deal 
with on a first name basis. 

He gave an example of the benefits of developing close ties with local leaders: 

We were going into a potential land deal and we were short of money and it 
meant expanding the campus. I called up the mayor and said here's the 
deal; we need $3.6 million, how would you like buy [the land] for us? and 
he said 'we'll split it with you'. To have those kinds of discussions and 
relationships are important and there is constant nurturing of those kinds of 
relationships. I feel good about the fact that I can work and position the 
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institution in some ways. But we do not, or we attempt not to position 
those [relationships] strictiy for the want of a project or an activity. 

Most informants claimed an affiliation, in some capacity, with either the Chamber 

of Commerce and/or the United Way. As an example, the associate dean responsible for 

occupational programs noted that she is a member of the Chamber of Conmierce Education 

Committee. Two other deans stated they had chaired United Way campaigns in previous 

years. Similarly, a program director noted that she serves as a training team leader for a 

local United Way initiative to support neighborhood development. According to the 

college's president, there is "tremendous parochialism" regarding United Way campaigns 

and people get involved to benefit the community. 

Some informants said their civic activities gave them a sense of giving back to the 

community. In addition, coUege leaders spoke of their community involvement as a way 

for them to connect with community needs and to identify opportunities for the college. 

The Dean of Instruction describes her associations with the community: 

I am active with the Community Advisory Council. I attend the meetings of 
the Council as well as all of the advisory committees, etc. So, I continue to 
play a role that is connected to curriculum issues. Looking to advisory 
committees and the Council for advice and counsel on curriculum 
issues I am always out there scanning the environment for curriculum 
revisions or transformations or whatever might be necessary out there; And 
so are the faculty. I don't mean to suggest that I do it for them; they're 
doing it, but I have to stay on top of it. Also, I have responsibility for 
Extended Campus, so I am scanning all the time for what are ^e appropriate 
locations for providing access to education; Where should we be in the 
community doing more? And having the responsibility for Community 
Education, I've also been conscious of the notion of the growing senior 
population and so I'm always looking to see what we ought to be doing 
specifically for that population. And then finally, I try to stay mned and 
maintain connections with Big State U and representatives of other 
universities to be sure that our transfer agreements are what they should be. 
These are the kind of things that I am looking to do when I am out there sort 
of trolling in the community. 
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Direct Requests 

Interview data show that, occasionally, community stakeholders will ask the college 

to consider offering specific programs. The direct request as an "avenue of influence" 

appears to have varying levels of success. The associate dean of occupational programs 

gave several examples of such requests. The local Veterinarian Association approached the 

college about starting a certified Veterinary Technician program to help alleviate the 

shortage of trained and certified employees in that field. The college conducted a feasibiUty 

study, but determined the program would be too costly. Another, more successful, 

example is the request from the local Board of Funeral Directors for a training program for 

morticians and funeral directors. Their inquiry stemmed fi*om a local scandal that revealed 

the need to develop professional standards within the local mormary industry, as well as 

the need for appropriately trained employees. After conducting a positive feasibility study, 

the college worked with local funeral directors to develop a Mortuary Science program. 

Three years ago, the college implemented an Applied Associates degree and now also 

offers related programs for professionals who are required to take continuing education 

units to retain their certifications. However, according to the dean, the college's response 

to the local morticians was not immediate: 

They were the ones who came to us, and I must say we did not respond 
with extreme joy or enthusiasm, so we dragged our feet. But they didn't 
give up, and so after a lot of dialogue, we decided it was time to seriously 
investigate the needs and began a feasibility study. 

Surveys 

As I examined surveys as potential avenues of influence at the other study sites, I 

also address them here. I discovered that surveys are not widely used at GFCC. 

Informants did not mention surveys as a method used by the college for gathering 

community input or feedback. Rather, I had to ask specifically if surveys were used for 
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that purpose. Only the Director of Community Education noted some survey use. She 

conducts student evaluation surveys for all non-credit classes, and a small portion of the 

questionnaire is devoted to soliciting suggestions for fiiture offerings. After the evaluation 

data are compiled, a program assistant reviews the free-form responses and makes a list of 

potential new courses from the suggestions. 

Through this line of questioning, I discovered the college had used another method 

of soliciting opinions from community stakeholders - focus groups. In response to my 

query about the use of surveys, the Coordinator of Marketing and Public Relations gave me 

a copy of a summary report of a focus group study that was intended to: 

assess the attitudes of East [Spectrum] Valley residents toward Green 
Field Community College and its services to the community. (Consultant's 
Report, Community Attitudes Towards Green Field Community College, 
May 1997). 

The study was conducted by a local consulting firm, which I recognized as the same 

company that conducted the community survey for Yellow Ridge College. Participants 

included two groups of randomly selected local area residents who were identified as not 

currently enrolled at any college and who had never been enrolled as a full-time student at 

GFCC. The first group, identified as the "younger group", consisted of 18 participants 

aged from 18 years old to 26 years old. The second group, identified as the "older group", 

had 23 participants aged 27 years old to 64 years old. Participants in groups one and two 

each received a $40 fee. A third group of 20 participants was identified as the "opinion 

leader group" and included senior executives from local businesses, as well as 

representatives from goverrunent and the media. Opinion leaders were identified by the 

GFCC's president and the consultant. Each group participated in separate sessions that 

were moderated by the consultant. Discussions centered on community awareness and 

understanding of the college's mission, programs, and services, as well as the college's 

image in the community. In apologizing for not having more written information to 
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provide me, the Coordinator of Marketing said the college is preparing to conduct some 

marketing research in conjunction with the Institutional Research Office (IRO), possibly 

including focus groups in the methodology. She noted that GFCC had only recently 

estabUshed the IRO, and that previously the lack of research had posed problems for 

marketing, particularly the lack of demographic data. It is unclear how the college plans to 

use the information from the focus groups, because few informants seemed to be aware of 

the study that was conducted. However, the marketing director said the purpose of the 

focus group study was for the college to get a sense of its public image, what conununity 

members think of the college, and also to find out how they get information about the 

college. The data suggest that surveys are not a particularly significant method for 

community stakeholders to exert influence on the college. Similarly, since there is no 

evidence of action stemming from the focus group data, or even knowledge of the study 

among college members, the consultant-driven feedback method does not seem to be 

particularly influential. 

Partnerships 

Unlike the other two colleges in this study, informants at GFCC repeatedly referred 

to partnerships between the college and community entities. Although data do not 

necessarily indicate that influential relationships stem from these arrangements, 1 include 

the partnerships here because of the benefits derived from them. Many informants 

mentioned such relationships, but the occupational dean provided the most detail. She told 

of auto dealers donating late model vehicles so that the students, potential employees, are 

adequately trained. The benefit to the dealer is that he has a source of workers who are 

trained on his vehicle make and models. Another GFCC partnership which gamers 

community donations and support is in conjunction with the State Fire Marshall. The 

college has established a fire academy and conducts training for all the local fire 
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departments and other emergency services, as well as offering a Fire Science program for 

those wishing to enter that field. Through its relationship with the Intel Corporation and 

other companies, GFCC was able to buy and equip a fire truck. She said that the college 

had approved her request for $80,000 to buy a truck but they had not realized that the cost 

did not include equipment such as hoses and a siren. Intel, along with several other local 

companies, purchased and donated approximately $30,000 in equipment to fiilly outfit the 

truck. According to the dean, GFCC provides a variety of training and services to Intel, 

and due to this long-standing partnership, the company supports the college when new 

programs are initiated. She explained how equipping the fire truck was of benefit to Intel. 

GFCC conducts first-responder training and in-iiouse safety training to local companies, 

including Intel. In addition, the college assists Intel with on-site training and employee 

skills assessment. "So it's a win-win situation when we build these partnerships." In 

addition to Intel, whom she describes as a major supporter of the college, she noted that 

GFCC receives manpower and financial support from other companies; for example. 

Motorola and Intel each donated a complete computer lab to the Technology Department, 

including the loan of Intel employees to assist in setting up the lab. Similarly, she said, that 

TRW had donated the equipment for an electronics lab. All of these companies utilize 

GFCC to provide specialized training or as a source of trained labor. The dean also 

mentioned the how the college's partnership with local funeral homes had helped GFCC 

obtain donations of caskets, urns, and other funereal accessories at no cost through 

industry suppliers of these items. She said that suppliers are willing to make such 

donations as good will gestures for prospective future customers, that is, the graduates of 

GFCC mortuary science programs. 
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Summary 

While they each may define the lcx:al community by different characteristics, college 

leaders consistently acknowledge that GFCC serves multiple constituent groups. They 

describe the local community as "multi-faceted", "divergent", "a mixmre", and as 

consisting of a "multiplicity" of relationships. Informants do not make clear distinctions 

between the college's "local community" and its "service community"; however, they claim 

that significant growth in the area adds elasticity to service area boundaries. 

No individual stakeholder group was identified as particularly influential; however, 

advisory groups and community partnerships emerged as significant avenues of influence. 

Advisory structures, both college-wide and at the program level, include multiple 

stakeholders from the community. Through its advisory groups, as well as other 

connections in the community, the college has built a network of resource-sharing 

partnerships that are not only mutually beneficial to the parties involved, but also ultimately 

benefit the community. 

The purposes of college members involvement in the community can be loosely 

defined as volunteerism and information-gathering. These interactions not only promote 

goodwill, but also assist college leaders in identifying conmiunity needs, and enables them 

to be proactive in addressing those needs. It is evident that the president is the "official" 

representative of the college. College leaders, including the president himself, describe the 

president as "extensively" involved in the community and "well-connected" with civic and 

business leaders. 

GFCC is the only college in this study that has a formal structure for involving a 

wide array of community stakeholders in the college. The Community Advisory Council 

is charged with advising the president in strategic planning and other college initiatives, as 

weU as advocating for the college in the community. The president has a prominent role in 
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identifying participants, as well as in selecting the Council's leading members. The 

Council's membership includes representatives from business and industry, public schools 

and universities, local government and public services, as well as a small number of private 

citizens. The influence of the Council, primarily, relates to broad institutional planning 

issues, but there is evidence of influence at the program level as well. 

Evidence shows that the college focuses on its image in the community, as well as 

on maintaining a community network, and the president is a central figure in these efforts. 

The evidence also suggests that GFCC is responsive to extemal influences, but also is 

proactive in addressing potential conununity needs. 

In this chapter, and the preceding two chapters, I have presented the data that were 

gathered in response to my research questions. In the following chapter, I analyze the data 

in the context of the theoretical frameworks described in chapter two. 
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CHAPTER 7 

DISCUSSION & ANALYSIS 

In this chapter, I examine the data for the three case studies through the theoretical 

lenses described in chapter 2. Using the frameworks of resource dependency, power and 

power-dependence relationships, and stakeholder theory, I explain the institutional 

behaviors of the subject colleges in relation to identified external influences. 

Analytical Framework 

Having established the contextual framework, the next step is to discuss the data in 

relation to each of the three analytical concepts chosen for the study. In searching the 

literature for appropriate analytical tools, I looked for concepts and theories that would 

assist me in understanding how the subject colleges respond to stakeholder influences. The 

underlying assumption is that community colleges are open systems, that is, they operate 

interdependently with their local environments (Scott, 1998). Drawing on this assumption, 

I selected three analytical perspectives that have been used to examine organizational 

responses to external influences. My goal is to find which of the three concepts is the most 

appropriate for explaining the transactions between the subject institutions and their 

stakeholders. In this analysis, I do not provide extensive explanations of the analj^cal 

frameworks, but describe basic elements for clarity. Please refer to chapter 2 for a more 

detailed account of the theories used. 

Resource Dependency 

Fundamental to resource dependency theory is the premise that organizations must 

be able to acquire and maintain resources in order to survive. According to Pfeffer and 

Salancik (1978), the survival of organizations is contingent upon their effectiveness. 
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Organizational effectiveness "derives from the management of demands, particularly the 

demands of interest groups upon which the organization depends for resources and 

support" (Pfeffer & Salancik, 1978, p. 2). For the purpose of this study, I substitute 

"stakeholders" for "interest groups", but the premise remains the same. Most institutions 

are reliant upon external stakeholders to provide at least some of the resources required to 

sustain operations. The degree to which an organization is dependent on its resource 

providers is determined by three key elements: the criticality of a resource to the 

organization; the ability of a resource provider to control a resource; and the availability of 

alternative sources of supply (Pfeffer & Salancik, 1978). For this analysis, "resources" 

include the demand from constituents for programs and services, as well as the demand for 

program graduates. 

Power and Power-Dependence 

For the purposes of this study, I define "power" as informal influence derived fi:om 

external entities, that is influence exercised by non-employees of the college without a 

legal, regulatory, or hierarchical basis. Mitroff (1983, p. 4) defines stakeholders as "all 

those interest groups, parties, actors, claimants, and institutions - both intemal and external 

to the [institution] - that exert a hold on it". Implicit in this definition is that some 

stakeholders have the ability to control the institution. According to Provan et al. (1980), it 

is not necessary for a party to exert influence through an overt act; therefore, we can 

assume that not aU stakeholders knowingly exercise influence. It is the perception of 

power and identifiable responses to "powerful stakeholders" that are fundamental to the 

definition of power used in this discussion. The following analyses focus on the 

stakeholders whom college decision-makers perceive as influential, as well as institutional 

responses to those influences. 
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The concept of power-dependence extends beyond responses to perceived power. 

Emerson (1962) suggests that organizations operate through relationships of mutual 

dependence with its stakeholders, wherein the power of one party resides in the 

dependency of the other party. In these power-dependence relationships, the position of 

power emanates from imbalances of dependency between the parties (see chapter 2, p. 17). 

In the following discussions, I use the concepts of power and power-dependence as a 

single framework. 

A Stakeholder Perspective 

Stakeholder theory is grounded in the premise that managerial decisions are guided 

by stakeholder influences and expectations, and, collectively, the actions of individuals 

constitutes "organizational behavior" (Freeman, 1984; Mitchell, Agle, & Wood, 1997; 

Mitroff, 1983; Rowley, 1997). Central to this theory is that organizations have multiple 

stakeholders, often with competing interests or demands. As it is unlikely that all demands 

can be satisfied, it follows that managers must establish some basis for prioritizing their 

ability and willingness to respond to stakeholders. Mitroff (1983) suggests that such 

decisions are based on assumptions made about stakeholders by those making the 

decisions. In this study, I equate these assumptions to college members' perceptions of 

influential stakeholders. The stakeholder perspective incorporates elements of resource 

dependency and power-dependence relationships. Where this framework diverges from 

these other theories, and perhaps where it becomes a better fit as an analytical tool for this 

study, is that the focus is on managerial assumptions and behavior, rather than 

organizational behavior (Freeman, p. 43). Thus, the level of analysis requires us to 

examine the decisions and actions of individuals, and not the organization as a whole. This 

perspective eliminates the assumption that all institutional actors, that is the decision

makers, perceive stakeholders in the same way. It is this element of the stakeholder 
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framework that coincides with the local context of community colleges. Although the 

community colleges in this study have similar sets of stakeholders, there are different 

opinions among the research sites about which stakeholders are influential and how those 

influences are explained. 

Yellow Ridge College - Research Questions Revisited 

To establish the context for the case analysis, I summarize the data gathered at the 

YRC site in response to the research questions. 

1. How do college leaders define their community? 

YRC has not established formal definitions of the local community or its service 

community. College members largely describe the community in demographic terms and 

emphasize the ethnic diversity among area residents. The college's service community is 

not clearly defined geographically. Rather, college members describe the service 

conmiunity as a plurality of constituents served. 

2. Which community stakeholder groups are identified as influential, and 

how are these infiuences defined? 

Four stakeholder groups were noted for their influence on YRC: the large number 

of international residents in the area; the healthcare communities; neighbors of the college; 

and local government. The first two impact the college through its programs and services. 

The latter two primarily impact the college through the president. 

The growing international community has had a substantial impact on the college, 

both on the curriculum and the services demanded from the college. In response to an 

increasing number of local people with limited English skills, the college has expanded its 

English as a Second Language (ESL) course offerings. Also, at the request of employers, 

YRC has implemented job-specific ESL training for delivery in the workplace. 
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Furthermore, YRC has developed assessment and support services to fit the needs of ESL 

students. 

YRC pays close attention to the healthcare communities because the associated 

programs are both prestigious and lucrative for the college. The college's "haUmark" 

programs are dental hygiene and dental assisting, along with nursing and allied health 

programs. The advisory groups for these areas actively oversee the training programs and 

professional development offerings, and YRC is responsive to related programming needs 

and recommendations. 

The "neighbors" of the college also are given close attention. YRC's president 

responds personally to complaints or concerns voiced by nearby residents, and she is 

anxious to smooth over any problems that arise. In addition, the local Homeowners 

Association advises the college on matters that may impact people who live in the 

immediate vicinity of the college. The president is also amenable to local government 

programs and initiatives. The mayor and other city officials expect the college to play a key 

role in local plans for urban renewal. In response, the president has willingly committed 

the college as a resource for developing education and training opportunities for residents 

of depressed neighborhoods. 

3. What boundary-spanning relationships exist as avenues for community 

influence? 

Four distinct avenues of influence exist at YRC: program advisory groups; 

personal interactions, for formal and informal purposes; direct requests, particularly those 

directed to the president; and to a lesser extent, surveys. Other than program advisory 

groups, there are no formal structures for the purpose of systematically gathering opinions 

from community stakeholders. Community members' involvement on campus, as non-

students, is limited to attendance at cultural, sporting, and celebratory events. Similarly, 

college members involvement in the community largely relates to personal interests, for 
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example, fraternity activities. However, according to college leaders, knowledge of the 

community gained through personal affiliations and informal interactions serves as a filter 

for decision-making. The evidence shows that the president's interaction with the 

community is a primary avenue of influence, through her participation in civic meetings and 

by direct requests from individuals and organizations in the community. Not all boundary-

spanning activities achieve the same influential results as interactions with the president. 

YRC has used surveys, on a limited basis, as a method of gathering feedback from 

the community. The community education program regularly surveys students for course 

evaluation and for suggestions about future offerings. However, these surveys are 

informal and the information is not disseminated outside of the program; thus, the influence 

is internal to the community education department. Another survey, with a potential for 

wider influence, was conducted for needs assessment purposes. The consultant's report of 

survey results was widely circulated throughout the college, however, the impact of the 

results on the college is unclear. 

4. How is community input/feedback utilized? 

At YRC, community involvement largely takes place at the program level; therefore, 

the opinions of community members are expressed for very specific purposes, such as 

advising occupational programs. On a wider scale, the role of the community becomes less 

clear. The evidence indicates that college leaders leam about the community through formal 

and informal interactions, and this knowledge informs their decision-making. It is evident, 

however, that decisions are frequendy guided by political considerations, as well as by 

fiscal constraints; for example, in order to maintain goodwill and to sustain a positive 

image of the college, the president readily responds to complaints from local neighbors and 

resolution of problems is almost immediate. 
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Context-Deflning Circumstances at YRC 

In order to interpret the institutional behaviors of Yellow Ridge College clearly, it is 

necessary to understand the context in which the behaviors take place. In analyzing the 

data, I identified several significant circumstances that have influenced operations at YRC 

during the time period covered in this smdy. The first circumstance is that the college was 

in financial distress for several years, operating on a reduced budget while it repaid a debt 

caused by budget over-runs. As a result, the college reduced offerings and services, 

including recruitment outreach and special summer programs. The actions taken by the 

college in order to operate within the reduced budget, had a negative impact on the college's 

public image. YRC lost not only potential smdents but also continuing students who 

enrolled elsewhere to get the classes that they needed. The second circumstance is that, for 

some years, the area around the college has been in economic decline, resulting in a loss of 

viable businesses and employers. The impact on the college was a decrease in the demand 

for courses from the business sector, as well as fewer employment opportunities for 

students. In addition, whereas the college previously had fostered close relationships with 

local businesses, the need for such associations also declined. The third circumstance is 

that the demographic makeup of the local area has changed dramatically. Ethnic minorities 

are now the majority at YRC, and many more nationalities are represented than in the past. 

Moreover, the change in the ethnic diversity of the students at the college has tangibly 

impacted the college. The influences of these demographic changes are evident not only in 

programs and services but also in the manner in which college members describe the local 

community. 

Yellow Ridge College - Through a Resource Dependency Lens 

College members identified multiple constituents of the college: area residents, 

local businesses, healthcare entities, public schools and universities, social agencies, and 
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local government. According to a resource dependence perspective, these constituents are 

the college's resource providers. Among these, four stakeholder groups clearly emerged as 

having an influence upon the college: the intemational population, especially those with 

limited English-speaking ability; the college's immediate neighbors; healthcare entities; and 

local government. When you compare the groups in the context of resource dependence, it 

is not clear why the latter four stakeholder groups are significant; yet, there is evidence that 

the college has paid particular attention to them. Perhaps examining the resources derived 

from each of these groups will clarify the dependency relationship. The growing 

intemational population has created the need for special programs and services, and the 

college has responded to those needs. WTien we apply the key elements of resource 

dependency, the argument that YRC is dependent on this stakeholder group does not hold. 

While the demand for programs and services is critical to the college, it is not essential that 

the demand originates from these newly arrived foreign-bom residents, as the college 

serves many other constituents, as well. In fact, the dependence appears to be quite the 

reverse; many of the intemational students rely upon the college to provide programs 

because there are few, if any, local alternatives to access this type of training. This 

suggests that YRC has responded to this particular constituent group for some other 

reason. The same appears to be the case with the local healthcare communities. The 

college is not reliant upon them, solely, as a resource provider, that is, as a consumer of 

training programs; rather, the local healthcare industry depends upon the college in the 

absence of comparable alternatives. However, it should be noted that sustaining the 

healthcare-related programs gives the college a measure of prestige among its peer 

institutions, as well as in the community. 

The principles of resource dependency may be usefiil in explaining some reactions 

by YRC's leaders to external stakeholders. The evidence shows that the college's 

immediate neighbors, who are relatively few in number, receive personal and swift 
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attention from the president. Presumably, the "critical resource" at stake in this case is local 

goodwill and community support for the college, which translates into potential political 

support, should the need arise. This explanation could also apply to the responsiveness of 

the president to overtures from local government officials to involve the coUege in 

neighborhood revitalization initiatives. However, the resource dependence argument is not 

a complete fit because, as the president points out, the college mission includes 

involvement in economic development activities. In chapter 4, I described how the 

reputation of the college suffered in the wake of actions taken to repay an overexpended 

budget. As a result of those actions, the college lost further enrollments. Since then, the 

college has undertaken "damage control" measures (see chapter 4, p. 11) to regain its 

credibility. In this scenario, the college leadership has responded according to the 

principles of resource dependency, by pursuing the critical resource of public esteem. 

Similarly, the strategies adopted by the college to recover from the incurred debt are 

reflective of resource dependent behavior. According to Slaughter & Leslie (1997), in 

times of fiscal stress, institutional responses typically include curbed spending, reallocation 

of resources, and raised mition. At YRC, in order to reduce spending, the summer 

programs were curtailed, and recruitment and outreach activities were cut. These strategies 

were successful in eliminating the debt over a period of years, but the coUege suffered in 

the process. If the tenets of resource dependency were fully deployed, the college would 

have sought new markets and new resource providers, and there may have been cutbacks 

in personnel (Pfeffer & Salancik, 1978); however, the college did none of these things, 

even though opportunities existed. While it is evident that YRC is dependent upon local 

constituents for institutional survival, resource dependency does not provide a consistent 

explaination of its behavior as an organization. In the next section, I look to conceptions of 

power and power-dependence relationships to possibly provide a more reliable analysis. 
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Yellow Ridge College - Through a Power and Power-Dependence Lens 

By definition, this framework requires us to focus on the stakeholders who were 

identified as influential, as well as the circumstances under which the college reacted to 

their influences. According to the above definition, these are the four stakeholder groups 

that college members perceive as "powerful": the international population; healthcare 

entities; immediate neighbors; and local government officials. As noted above, YRC 

serves an area which has attracted a growing number of people firom outside of the United 

States. Many of these new residents have limited English skills and have looked to the 

college to provide appropriate training, and the college has responded with programs and 

concomitant support services. Loosely interpreted, we could say that the foreign-bom 

students exerted power; however, the mission of the college mandates the development of 

programs and services for many constituents. Thus, the transactions between the college 

and this stakeholder group does not fit with the power argument. When we apply the 

principles of power-dependence, the college clearly is in the power position; it has the 

ability to offer the services that these stakeholders need. Although there are other colleges 

in the district that could provide the same services, it is generally expected that the "local" 

college will serve its surrounding neighborhoods. Other options may be less attractive 

because of the inconvenience, need for transportation, and other potential barriers to access 

at other locations. 

The concepts of power and power-dependence relationships may be more viable in 

relation to the healthcare stakeholder group. Many of the allied health programs offered at 

YRC are unique to that institution, or else have limited availability within the Rainbow 

Community Colleges District. In the absence of other providers, the college enjoys a 

degree of distinction relative to these specialized programs. Furthermore, the healthcare 

industry looks to YRC as a source for trained and certiSed medical and dental staff. In 
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addition, the college provides professional development training for medical personnel to 

retain certifications. Due to the specialized nature of the training required for the allied 

health programs, professionals in the field are actively involved in overseeing the 

curriculum. It is evident, therefore, that a mutually-dependent relationship exists between 

YRC and local healthcare entities. Each party is reliant on the other to sustain the programs 

and to maintain a skilled workforce. Throughout the study, I found no evidence that the 

power equilibrium has been disturbed, but I think it is clear that the parties each have an 

interest in maintaining that position. 

The attention that the coUege gives to its neighbors certainly fits the definition of 

perceived power. There is clear evidence that the college leadership reacts immediately to 

concerns firom this stakeholder group, particularly while construction at the college is an 

issue. Furthermore, the coUege solicits opinions from this group in matters that may 

impact the nearby residences. The behavior of college leaders in regard to this relatively 

small number of constituents suggests that the perceived power of this group is significant. 

Moreover, the evidence implies that the president of YRC places a high value on the public 

image of the college. It is important to note that the local context is significant here, as I 

beUeve the power attributed to the neighbors is largely due to their close proximity to the 

campus. Their homes surround the college on three sides, and they are separated from 

campus buildings only by narrow streets. Such is not the case at the other two colleges in 

the study. 

The relationship between YRC and local government entities is more difficult to 

define. Obviously, it is beneficial to the college to play a prominent role in community 

initiatives, and it is expected by local officials that the college will take part. The 

president's conunents suggest that, although these activities fit with the college mission, it 

is also a matter of the college's image within the community. Referring to a local city 

councilman, she states: "In his mind, the college is a key player and our presence is 
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important. So, I think we are regarded pretty well and the activities that I do reinforce 

that." (see chapter 4, p. 30). There appears to be a mutually-dependent relationship with 

local officials. As a provider of low-cost education and training, local goveniment officials 

need the college to assist them in addressing social issues. In turn, the college needs local 

political support to maintain a positive public image. 

Clearly, the framework of power and power-dependence relationships has some 

value in explaining the interactions between YRC and its influential stakeholders; however, 

for the purpose of this case study, the concepts can only be applied broadly. The 

framework has proved helpful here in illuminating the local context. 

Yellow Ridge College - Through a Stakeholder Lens 

It is evident that the college has multiple stakeholders, some of whom are perceived 

as more influential than others. In the preceding sections, I have focused on the 

influencers. For this section of the analysis, I will address each of the stakeholders 

identified in the study at YRC: public schools, K-12; local neighbors and local 

government; senior adults; the healthcare community; state universities; local business and 

industry; and the international population. Drawing on the principles of stakeholder theory 

noted above, I interpret the assumptions that drive decision-makers perceptions of 

influence. 

According to the data, local public schools were frequently mentioned as 

stakeholders; yet nobody at YRC noted these as influential. A probable explanation is that 

the college has established routine relationships with these institutions, and there have not 

been any disruptions or extraordinary circumstances in this sector of the community to 

affect their stakeholder status. 

There is ample evidence that the college's local neighbors are a significant group, 

largely from the president's perspective. These stakeholders readily vocalize their 
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complaints and demand attention. At the request of the president, college leaders respond 

quickly to complaints in a desire to be "good neighbors". According to the president, the 

close proximity of the houses to the campus grounds makes her particularly sensitive to the 

impact that college operations may have on these residences. From a stakeholder 

perspective, the influence of this group emanates from the willingness of the college 

president to give local residents immediate attention. Moreover, neighbor influence on the 

college is enhanced because of the inconvenience caused by construction at the campus, 

and because of the president's desire to improve the public's perception of the college. 

Local government is another constituent whose influence is conveyed through the 

college president. Those influences are played out through the president's commitment to 

engage the college in community redevelopment efforts. During the interviews, she alone 

identified local government as an influential stakeholder, and noted a local councilman's 

request for her assistance in identifying education and training options for residents of 

depressed neighborhoods. By definition, this request has implications for YRC as an 

education and training institution. Evidence shows that the president is concerned with 

improving the institution's public image; thus, it is necessary to maintain a positive 

relationship with local officials, as well as the community-at-large. 

Senior adults comprise another group who did not receive influential status at YRC. 

The college has programs specifically targeted to those aged 60 years and over; yet they 

were not articulated as having influence. Again, it could be that no significant event has 

taken place in recent years to bring this group to college officials' attention . However, this 

may have not been the case between 1993 and 1994. According to interview data, in 1992 

RCCD went to the public with a capital improvement bond initiative and it was rejected. 

Senior adults make up a large percentage of the population in Rainbow County. In post

election analysis, district leaders found that a major reason for the defeat was that the 

colleges had not made it clear to senior constituents how voting for the bond would benefit 
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people of their age group. In the following two years, the colleges held discussions with 

senior groups and organizations, as well as with other voting groups, and in 1994 the 

district successfully passed the bond vote. From a stakeholder perspective, the lack of 

attention toward the senior population before the 1992 election implies that college leaders, 

at all levels, did not anticipate the influence of seniors as stakeholders. In analyzing the 

defeat of the bond, it became clear that senior adults had considerable influence as voters, 

which invalidated earlier assumptions and resulted in colleges throughout the district 

responding quite differently to their senior constituents. 

Local healthcare entities are clearly significant because of the visibility and the 

resources that the college gains from the associated programs. Moreover, healthcare 

stakeholders were consistently noted as an influence group by college decision-makers. 

From a stakeholder perspective, the benefits derived from this constituent group are 

considered too valuable for the college not to respond to healthcare stakeholders in a 

positive way. There is no evidence to suggest that the influence of this stakeholder group 

is likely to change. 

The three state universities are stakeholders of the college, largely because of their 

influence on transfer curriculum, and as transfer destinations of many YRC students. 

During the time of the study, these institutions were not noted for their influence at YRC, 

but this perception may alter if the universities were to change the requirements for transfer. 

The RCCD colleges would have littie choice but to adapt their curriculum to the new 

requirements. To choose otherwise would impact the students' opportunities to transfer 

and would contradict the college mission to provide transfer education. 

From a stakeholder perspective, the evidence shows that not all decision-makers at 

YRC share the same assumptions about local business and industry as a constituent group. 

Only three people-the president, the dean of instmction, and the public relations director-

acknowledged business and industry as an influential stakeholder group, yet these 
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organizations provide critical guidance to a substantial portion of the college programming. 

According to the president, the most direct way to influence the college is through the 

curriculum. The dean of instruction confirmed that representatives from these 

organizations directiy impact the curriculum through participation in occupational program 

advisory groups. Furthermore, local businesses and employers were the primary targets of 

an extensive needs assessment survey conducted at YRC. The assessment addressed 

general education preparation, as well as job skills, and the opinions gathered were 

intended to measure the college's performance in preparing students for the workplace. 

The breadth of the survey's focus, and the fact that they were the primary participants in the 

survey, belies the limited perceptions of the business and industry as an influential 

stakeholder group. Results of the survey indicate the need for improved communications 

between the college and local employers, and there is evidence that this has begun. The 

president acknowledged that the college needed to give more attention to the business 

sector. Moreover, the new occupational dean is preparing to conduct a more specific 

survey with local businesses to explore employment and training needs. From a 

stakeholder perspective, it appears that managerial perceptions of this stakeholder group 

may be transforming. 

The final constituent group, the international population, was defined as influential 

at YRC. It is clear that college decision-makers share a common perception of these 

stakeholders. Looking through the stakeholder lens, I interpret that their influence stems 

from the need and level of demand for specialized programming and services that will 

enable this population to survive in a new environment. The evidence shows that 

minorities are in the majority at the college, and a comparable transformation is taking place 

in the surrounding communities. From a stakeholder perspective, the changing nature of 

the internal and external community obligates the college to respond to emerging needs. 

The mobilization across functional areas of the college to accommodate these needs 
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suggests that were another stakeholder group affected by extraordinary circumstances that 

demanded specific responses YRC would likely respond accordingly. 

For Yellow Ridge College, it appears that each of the three firameworks contributes 

to an understanding of decision-makers responses to influential stakeholders. However, 

the stakeholder perspective highlights differences in managerial perceptions and is helpful 

in illuminating the context-dependent nature of those perceptions. 

Blue Lake Community College - Research Questions Revisited 

In this section, I summarize the data gathered at Blue Lake Community College 

(BLCC) in the context of the research questions. 

1. How do college leaders deHne their community? 

College members claim that defining an identity for the Blue Lake community has 

been a struggle, not only for college leaders, but for civic leaders as well. There is general 

agreement that the search for a community identity is impeded by the absence of major 

businesses in the area and the lack of a defining feature around which civic leaders can 

build community unity. Consequently, BLCC has not established instimtional definitions 

of the community at large or of the area to be served. People at the college consistently 

describe Blue Lake as an affluent, bedroom community, interspersed with "poverty 

pockets". The local population is described as predominandy white, with a growing 

percentage of minorities. 

2. Which community stakeholder groups are identifled as influential, and 

how are these influences deflned? 

Six stakeholder groups were defined as having influence at BLCC: the Chamber of 

Commerce; local public schools; state universities; advisory councils; and "the 

community". In addition, faculty were frequendy identified as a key influence group. 
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although they are not external to the college. It should be noted that the groups listed 

encompass all of the constituents that were identified by members of the college. 

The local Chamber of Commerce is unanimously noted for its influence, and most 

informants acknowledged the Chamber's role in founding the college. Chamber members 

participate in college planning activities, and the college president is extensively involved in 

Chamber events, as well as being a member of the Board. Evidence shows that the 

Chamber prevails on the college to provide support for small business development. 

According to the data, BLCC has close connections with the local public school 

system, and the leadership of both entities enjoy a strong working relationship. Moreover, 

college members are involved in a variety of collaborative programs with K-12 colleagues, 

and the college is engaged in alliances with K-12 and higher education institutions. BLCC 

uses information provided by local schools in planning for future student cohorts. 

State universities comprise the third influence group. Their influence largely relates 

to curriculum matters and articulation agreements that facilitate student transfers. However, 

BLCC has allowed two of the three universities in the state to establish a physical presence 

on its campus. Big State West is located within a short distance of BLCC, and advisors 

from Big State provide on-site advising and transfer support to BLCC students. State 

University North has a more extensive presence at BLCC; in addition to advising services, 

that institution conducts upper division courses at BLCC. As BLCC has a high percentage 

of students (70%) enrolled in transfer programs, the on-campus presence of four-year 

institutions has a potential influence on the transfer destinations of a substantial number of 

students. 

Program advisory councils are also noted as a key influential stakeholder group. 

Primarily, their influences are exerted through the occupational curriculum; however, the 

influence of some advisory groups at BLCC extends to academic programs, as well. The 

influence of advisory council for Business and Computer Information Systems and the 
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council for the Center for International Studies, in particular, has an impact on academic 

programs in those areas. 

BLCC faculty are noted for their innovation and connections to their fields of 

expertise. Their influence lies in an low-demand environment that affords them the 

flexibility to implement new ideas. 

Last, but not least, college members claim that "the community" has influence on 

the college. I use quotation marks because of the vaguity surrounding the definition of that 

term in relation to BLCC. The influence of this nebulous stakeholder group is largely 

apparent through the Continuing Education programs and informal interactions at cultural 

events on campus. 

3. What boundary-spanning relationships exist as avenues for community 

influence? 

There are five discernible avenues of influence at BLCC: advisory groups; 

community forums and cultural events; personal interactions for formal and informal 

purposes; direct requests; and surveys. 

Other than participation in advisory groups, there is no systematic process through 

which BLCC gathers opinions and ideas from community stakeholders. To guide 

curricular matters, the college has three advisory councils that include representatives fi-om 

the community. In addition, the college has a Strategic Planning Council that frequendy 

includes community members in college planning activities. 

For discussions with broader application to the community, the college hosts "town 

hall" forums, inviting the public to engage in dialogue to plan resolutions for community 

issues. Evidence shows that community discussions have impacted the college; for 

example, the forum on community service resulted in the student leaders group adopting a 

volunteer component for students. Less formal interactions with the community and direct 

requests from community members also serve as "avenues of influence". Attendance at 
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cultural events on campus provide an opportunity for community members to interact with 

college leaders and to offer programming suggestions. In addition, the public relations 

office often receives requests from community members by phone or mail. 

College members involvement in community activities frequently relates to 

community service and volunteerism. Through these activities, college staff gain a clearer 

understanding of community issues and needs. At the department level, staff utilize this 

knowledge for identifying problems and for planning solutions. At the leadership level, the 

college president's extensive participation in community organizations serves the same 

informational purpose. These interactions hone his sensitivity to community needs, and 

keep him informed about community issues and concerns. He filters his decision-making 

through the knowledge gained from these interactions. 

Surveys are used infrequently at BLCC, and are not determined to be a substantial 

instrument of influence for the college as a whole. At the program level, surveys are used 

more regularly but on a limited scale, for internal feedback on programs and services and to 

solicit suggestions for future offerings. 

4. How is community input/feedback utilized? 

The most tangible evidence of community influence at BLCC is mediated through 

the campus advisory councils and, mostly, relates to the curriculum. The impact of direct 

requests from the community is unclear, as the college does not have a central tracking 

system for requests received by phone or mail. In a wider context, college members leam 

about the community through personal interactions out in the community, or through 

focused discussions and informal interactions with community members on campus. There 

is a consensus among college personnel at all levels, including the president, that these 

interactions increase awareness of community needs and interests, as well as sensitivity to 

community issues. College members use this knowledge as a filter for making decisions. 

A notable example is that community members have influenced the expansion of course 
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offerings in art and performing arts through their participation in campus events and by 

conveying the demand for more art and cultural events. 

Context-Denning Circumstances at BLCC 

In this section, I present details that frame the context in which college leaders 

interact with, and make decisions about. Blue Lake community stakeholders. This 

contextual imagery is intended to enrich the interpretation of the individual and institutional 

behaviors found in this study. 

There is a sense of local "ownership" of the college. The college was founded at 

the request of local civic leaders and members of an organization that was the forerunner of 

the local Chamber of Commerce. The college is a relatively new institution and, according 

to college members, it is still in a fledgling stage of development. To some extent, the 

college has been impeded in its development as a comprehensive college because of the ill-

defined community in which it is situated. The Blue Lake area is one of the areas in the 

region that is attracting development, particularly the construction of upscale homes. The 

area lacks an employment base; therefore, most local residents commute elsewhere to 

work. Furthermore, the dearth of business and commercial enterprise in the community 

makes it difficult for the college to define community employment needs that normally drive 

vocational programming. Moreover, the socioeconomic status of the majority of local 

residents does not create a high demand for socially-based programming that is often 

encountered by colleges in less fortunate neighborhoods. Instead, there is a strong demand 

for transfer programs, art and performing arts, and programs that focus on business and 

computer technology. In addition, there is community support for less traditional 

programs, such as intemational studies, complementary healthcare (e.g., alternative 

medicine, holistic healing), and other emerging careers. The challenge for BLCC is to 

define and implement viable occupational programs to supplement existing programming. 
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in order to establish its status as a fully comprehensive college. Interview data, as well as 

college documents, indicate that the college has been criticized for its limited vocational 

offerings. 

Blue Lake Community College - Through a Resource Dependency Lens 

According to the resource dependence perspective, the constituents of the college 

are defined as its resource providers. At BLCC, five sets of "resource providers" were 

identified: the local Chamber of Commerce; local public schools; state universities; small 

businesses; and students. The latter were reported in the data as an exception to the 

definition of stakeholders as external to the college (see Ch. 5, p. 11), but I do not include 

them in this analysis. In contrast to the other two colleges in the study, when we look at 

the BLCC stakeholders who were identified as influential, the list of constituents expands 

slightly, rather than diminishes. Small businesses drop from the list because, according to 

the data, their influence is mediated through the Chamber of Commerce. The key influence 

groups, that is, those to whom college decision-makers give attention, are: the local 

Chamber of Commerce; local public school system; state universities; advisory groups; 

faculty; and "the community". Similar to the student group noted above, faculty are 

included as an exception to the stakeholder definition, because of how frequentiy college 

members emphasized the faculty's role at BLCC; however, they are not included in the 

analysis. 

Fundamental to the resource dependence framework is the premise that the 

dependence of an organization is contingent upon the supply and demand for a particular 

resource. Beginning with the Chamber of Conmierce, I apply the elements of resource 

dependence theory to each stakeholder group, to determine whether or not a dependency 

relationship exists. The evidence shows that there are multiple connections between the 

college and the Chamber. First, the Chamber of Commerce in Blue Lake was instrumental 
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in establishing the college in the community. Second, the Chamber provides a demand for 

programs and services to meet the needs of small businesses. Third, Chamber members 

participate in college committees, advising the college on its curriculum, as well as 

contributing their expertise to strategic planning activities. Fourth, college members, 

particularly the president, actively support Chamber goals and events. Although the 

organization provides "resources" through its demand for programs and in sharing member 

expertise for college planning purposes, the argument that BLCC is dependent upon the 

Chamber for these resources is not valid. BLCC does not solely rely on the Chamber to 

generate demand for services from small business owners. Moreover, the college 

committees are not comprised only of Chamber members. I would characterize the 

relationship as mutually beneficial, rather than as a dependency. While there is evidence 

that the Chamber of Commerce is a key influence at BLCC, the resource dependency 

perspective does not provide a satisfactory explanation of why that influential relationship 

exists. 

Similar observations can be made about the college's relationship with the public 

school system. BLCC has multiple connections with local schools, grounded in a close 

working relationship between the college president and the superintendent of schools. The 

college's involvement with the school system includes information sharing for planning 

purposes, collaborative programs with other educational institutions in the area, and faculty 

linkages between institutions to support special programs. There is no evidence to show 

that the college depends on resources from this source. Again, these relationships appear 

to benefit each party. 

The resource dependency argument does not hold for the college's relationship with 

the state universities. The influence from this stakeholder group is related to the curriculum 

and transfer issues. Beyond that, the universities are beholden to the college for providing 

space on the BLCC campus for recruitment purposes, and in the case of State University 
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North, for teaching purposes. BLCC students benefit from the convenience of having 

university advisors on campus, but institutionally, the college does not receive any critical 

advantage from the arrangement. 

The influence of advisory groups emanates from their responsibility to guide 

curriculum and program development. It is essential to the students that the college 

maintain currency and relevancy in its programs, and the college involves external 

stakeholders in this process. Program advisory group activities are driven by faculty in the 

various discipline areas. In the analysis of the available data, resource dependency does 

not appear to be a valid construct to describe the role of advisory groups in the college. 

However, a more accurate assessment may be possible with careful examination of the 

decision-making process. Unfortunately, the limits of this research did not provide the 

level of detailed data needed to evaluate the dynamics of the stakeholders within these 

groups using the resource dependency framework. 

The last stakeholder, "the community", also was identified as an influence group; 

however, who comprises "the community" is not well-defined. I traced the influence of 

this nebulous group to the impact of local demand for certain courses that originally were 

offered as non-credit and, due to the high number of enrollments and continued demand, 

were transformed into credit-bearing courses. "The conununity" is also credited with 

successfully urging the college to expand course offerings in art, music, and theatre. This 

is the single scenario at BLCC for which resource dependency may be a plausible 

explanation. A portion of the college's funding is allocated by the state, based on the 

number of students enrolled in courses for credit. The sustained high demand for the types 

of courses mentioned provided an opportunity for the college to leverage resources from 

the state. The principles of resource dependency do not provide an adequate explanation of 

college/stakeholder interactions at BLCC. I look to power and power-dependence 

relationships for a more appropriate definition. 
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Blue Lake Community College - Through a Power and Power-Dependence 

Lens 

As defined above, the firamework of power and power-dependence relationships 

requires us to focus on the stakeholders who were identified as influential, as well as the 

circumstances in which they are perceived as influential. At BLCC, five constituents were 

named as the key influences on the college: the local Chamber of Commerce; local public 

school system; state universities; advisory groups; and "the community". Note that, 

although they emerged as having influence, I have not included the faculty here because 

they are not external to the college. 

The evidence shows that the Chamber of Commerce is widely perceived by 

members of the college as a "powerful stakeholder". Initially, it is not immediately clear 

why the Chamber is attributed with having influence on the college. But a more careful 

examination of the data reveals that the Chamber is the cornerstone of the community. The 

Chamber, or its forerunner, had a key role in establishing the college. It is the Chamber 

that advocates for small business development training at the college. Furthermore, the 

Chamber is mentioned in efforts to create a sense of conamunity (see Ch. 5, p. 7). There is 

evidence that the Chamber as an organization, and its members as individuals, are 

extensively involved in the Blue Lake community, as well as in the college. The 

Chamber's seemingly ubiquitous presence in community matters suggests that this 

organization is powerful. The evidence invokes Provan et al.'s (1980) explanation of 

perceived power versus enacted power, the power attributed to the Chamber of Commerce 

emanates from people's perception of that entity and not from its actions, The 

concept of power-dependence could also provide a valid explanation of the college's 

relationship with the Chamber. In the previous section, I suggested that the relationship is 

one of mutual benefit; each of the entities contributes and receives something of value. 

This relationship could also be interpreted as a balance of power between the two 
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organizations. At any given time, one or the other could be in a position of power, 

depending on which had the greatest need of the other's services. 

In the case of local school system, the transactions with the college do not fit the 

power or the power-dependence firamework. The evidence suggests that the college clearly 

contributes more to the relationship than the local schools. The president told of 

committing resources to support BLCC faculty assisting a local school in developing a 

special program (Ch. 5, p. 28), even though this service is beyond the scope of the college 

mission. The same applies to the college's relationship with state universities. The 

evidence suggests that the college has less to gain from the relationship than the 

universities. The "power" of this stakeholder group resides in the influence that 

universities have over the transfer curriculum at BLCC. Changes in university transfer 

requirements obligate concomitant changes in the college curriculum to facilitate the 

transition of students from one institution to the other. The power of the universities also is 

implied by the fact that college leaders have allocated resources (offices and classroom 

space) to these institutions. However, I interpret these associations not as power-

dependence relationships but as cooperation to support common interests. In both cases, in 

its transactions with the public schools and with the universities, the college is 

demonstrating its commitment to serving the community, and to the Learning Connections 

Consortium described in chapter 5 (p. 15), rather than succumbing to a powerful entity. 

Although it is evident that advisory groups influence the curriculum, there is no 

indication that the elements of power and power-dependence can be applied to this 

stakeholder group. Again, I acknowledge that were more detailed data available to describe 

the internal transactions of these groups, the power-dependence framework may prove to 

be valid. 

The relationship between the college and its fifth influential stakeholder, "the 

community", is difficult to analyze because of the vagueness in identifying who or what 
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constitutes "the community". I hesitate to apply the concepts of power to an undefined 

entity, particularly when the evidence clearly shows that college members themselves are 

unable to specify which individuals or segment of the community are included under the 

designation of "the community". However, I acknowledge that the college's response to 

demands from "the community" for special interest programming suggests the possibility 

of a power-dependence relationship. BLCC is dependent upon community members to 

enroll in and otherwise support the programs offered at the college, more so than 

community members are dependent upon BLCC to provide programs of choice. 

Community members have the freedom to attend other institutions; BLCC does not have 

quite the same flexibility in whom it chooses to serve. Clearly, the power-dependence 

framework provides some insight into understanding the relationship between BLCC and 

its stakeholders, but the evidence does not strongly support the power-dependence 

argument. In the following section, I continue my analysis of BLCC from the stakeholder 

perspective. 

Blue Lake Community College - Through a Stakeholder Lens 

The frameworks of resource dependence, power and power-dependence focus on 

influential stakeholders. The stakeholder perspective, by definition, means widening the 

scope to include all of those identified at BLCC as community stakeholders. Using the 

concepts of stakeholder theory described above, I address each constituent group, with 

noted exceptions, and discuss the assumptions that translate into perceptions of influence. 

The stakeholders include: the local Chamber of Commerce; local public schools; state 

universities; small businesses; students; advisory councils; faculty; and "the community". 

As the focus is external stakeholders, I do not include students and faculty in the analysis; 

however, the influences of these stakeholders on BLCC are discussed in chapter 5. I also 

do not include advisory councils in the analysis, for several reasons: first, not all members 
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are external to the college; second, the faculty select the participants and set the agendas; 

and third, the influence of this group can be more accurately assessed through examination 

of the decision-making dynamics within each group. That level of analysis is not within 

the design of this research and is suggested as a topic for further study. 

The Chamber of Commerce is clearly the most prominent constituent and is 

described by the college president as "the most active civic group in the area". The 

evidence shows that the college has collaborative relationships with the Chamber for a 

variety of purposes. I attribute the attention given to the Chamber by college leaders to a 

mumal interest in community development. In addition, college members are keenly aware 

that Chamber members' civic mindedness was the impetus for the college's existence. 

Under these circumstances, it is possible the perceived influence stems from college 

leaders' sense of obligation to the Chamber. Of course, other alliances exist among 

community entities which suggests that collaboration is fiindamental to the community 

culture. 

Public schools were named as a constituent group and as an influential stakeholder. 

Through the stakeholder lens, the analysis of the relationship between BLCC and this 

group yields an interpretation that is similar to that described in the preceding paragraph. 

The schools have no evident basis of power over the college, and there is no discernible 

reason for college leaders to view the schools as powerful. A plausible explanation is that 

the college's support of the local schools is based on their coUegial association and, as 

community stakeholders in their own right, a mutual interest in improving local education 

and the community. 

Like the public schools, the state universities were identified as constituents and as 

influential stakeholders. Although the universities can impact the transfer curriculum, the 

stakeholder perspective suggests that the support provided by the college to these 

institutions is driven by the commitment to serve mutual stakeholders, that is BLCC 
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students. In the case of State University North, which conducts upper division courses at 

the BLCC campus leading to a Liberal Arts degree, the mutual stakeholder group expands 

to include other area residents. 

The stakeholder lens offers a clearer understanding of the college's response to "the 

community". Freeman (1984, p. 46) defines a stakeholder as "any group or individual 

who can affect or is affected by the achievement of the organization's objectives". Broadly 

speaking, in the case of BLCC and most other community colleges, this definition can 

encompass all community members. In analyzing the references to "the community" in the 

interview and document data, I realized that college members used the term in the broadest 

sense (see Ch. 5, pp. 18-19) and that they were referring to the largest stakeholder group 

of all. The relationships between the college and "the community" stakeholder group 

became clear; the college responds to identified community needs. The tangible evidence 

of "the community" influence described by members of the college appears to be nothing 

more than the college fulfilling the programming needs of the community it serves. The 

same argument can be made for the other BLCC stakeholders that were discussed here. 

It is evident that the stakeholder fi^amework supports a clearer understanding of the 

dynamics of the relationship between Blue Lake Community College and its community 

stakeholders. Furthermore, the stakeholder perspective emphasizes the collaborative and 

murnaUy dependent nature of those relationships, and illuminates the college as a 

community stakeholder in its own right. 

Green Field Community College - Research Questions Revisited 

The following section is a summary of the data from Green Field Community 

College (GFCC), relative to the research questions. 

1. How do college leaders define their community? 
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GFCC does not have standard working definitions of the local community or of its 

service community. College leaders use a variety of characteristics to describe the 

community; for example, some use demographic or geographic descriptors, while others 

specify constituent groups within the community. Regardless of how they describe the 

area, college leaders consistently acknowledge that GFCC serves multiple constituents. In 

addition, college members make little distinction between the local community and the 

service community. 

2. Which community stakeholder groups are identifled as influential, and 

how are these influences deflned? 

The college has a Community Advisory Council (CAC) that is comprised of 

approximately 250 members representing all segments of the communities served by the 

college. There is consensus among college members that the CAC is influential in issues 

that affect the institution as a whole. To a lesser extent, other groups noted for their 

influence are: program advisory groups; students; senior adults; universities, particularly 

Big State U and Brigham Young University. 

According to the president of GFCC, the Community Advisory Council is the 

"community's voice" in the college, and the primary role of the Council is guide the college 

in recognizing community needs and developing ways to meet those needs. A recent 

example of CAC efforts is the planning of GFCC's second comprehensive campus to serve 

the residents in a rapidly developing area east of the college. 

Program advisory groups were noted for their influence on the occupational 

curriculum. In particular, several groups were noted for their guidance of GFCC's more 

prominent programs, such as nursing, mortuary science, and fire science. Members of 

these groups also have influence in their fields, as there is evidence of their ability to obtain 

donated resources for the college. 
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Several college leaders identified students as a key influence group. This perception 

is attributed to the expectations and needs of specific student populations that impact the 

way that the college serves its students; for example, traditionally-aged students expect 

technology to be available on campus and to be integrated into the learning process. 

Although students are not defined as an external stakeholder for the purposes of this study, 

I mention them here for consistency with the data. 

Senior adults were not widely identified as an influential group, except in relation to 

Community Education; however, I include them here because there is evidence that they 

have been influential in a variety of areas at GFCC, albeit with subtlety. Moreover, at their 

request, the college has implemented a program that allows senior adults to determine the 

curriculum and teach the courses for themselves. 

The influence of universities primarily relates to transfer and curriculum issues; 

however, two universities have particular influence at GFCC. Big State U is a public state 

university located within a few miles of the GFCC campus. Due to the large number of 

GFCC students who transfer each year to Big State U, college leaders have allowed that 

institution to establish a Transfer Center on the GFCC campus. The center provides 

advising and admissions services, not only to GFCC students but also to the general 

public. In addition. Big State U has a facilities-sharing partnership with GFCC at another 

site. The evidence also shows that GFCC has a special relationship with Brigham Young 

University. The two institutions have developed streamlined process that facilitates the 

transfer of GFCC students to B YU. Furthermore, GFCC is in the process of establishing 

a similar agreement with B YU, Hawaii. Although Brigham Young University could not be 

classified as a "local" community stakeholder, there is a connection between the Green 

Field conmiunity and B YU. According to informants, a large number of area residents are 

members of the Mormon faith. 
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3. What boundary-spanning relationships exist as avenues for community 

influence? 

Six avenues of influence were identified at GFCC: Community Advisory Council; 

program advisory groups; personal interactions for formal and informal purposes; 

partnerships; and to a lesser extent, direct requests, and surveys. 

GFCC has two formal structures that are strictly for the purpose of systematically 

soliciting opinions and feedback from community stakeholders: The Community Advisory 

Council and program advisory groups. The evidence shows that college members clearly 

view the Community Advisory Council as the primary avenue of influence relative to 

institutional and community issues. The Council's membership represents a cross-section 

of all constituencies of the college. Moreover, the process is well organized, with regular 

meeting dates and agenda topics, as well as an established committee structure that allows 

varying levels of participation by its members. The Council publishes an annual report that 

details its accomplishments for the year. At the program level, advisory groups, by design, 

have influence over the curriculum for occupational programs. According to program 

leaders, GFCC faculty have little difficulty in attracting community representation in these 

groups. 

In addition to meetings and events associated to their functions at GFCC, college 

members' involvement in the community largely relates to civic organizations, such as the 

Chamber of Commerce, or volunteer work with charitable groups, such as the Boys and 

Girls Club and the United Way. The president is described as "extensively" involved in 

community organizations, including membership on several boards, as well as being 

closely acquainted with civic leaders. 

The college is involved in various partnerships with community entities and there is 

evidence that these relationships are influential, as well as mutually rewarding. For 
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example, the college's partnership with the State Fire Marshall has garnered the college 

donated equipment from a major corporation in the area. 

Direct requests and surveys were also noted as "avenues of influence"; however, 

these methods are without consistent results. Evidence shows that direct requests are not 

always successful (Ch. 6, p. 30). Surveys are used infrequently, and there is no evidence 

that the outcomes are influential. 

4. How is community input/feedback utilized? 

The recommendations of the Community Advisory Council and the program 

advisory groups have tangible results. In the case of the Council, the ultimate decisions of 

that group translate into actions by the college leadership. The new comprehensive campus 

is a result of the feedback from Council members, as well as other community groups. The 

college utilizes feedback from program advisory groups to implement curriculum changes. 

College leaders claim that their interactions in the community serve three main 

purposes: it gives them a sense of "giving back" to the community; it allows them to share 

information about the college, and it is a way for them to identify community needs and 

opportunities for the college. 

Context-Defining Circumstances at GFCC 

GFCC is the largest of the colleges in the Rainbow Community College District. 

The college operates three campuses: two comprehensive campuses, one of which was still 

under development when this study was initiated, and an extended campus, that 

incorporates four centers and distance learning programs. According to the president, 

rather than duplicating administrative structures at multiple sites, which would be 

expensive, college leaders have adopted a sharing model. The senior administration, that 

is, the president, the dean of instruction, and the associate deans, oversee the programs at 

all GFCC sites. The college, as a whole, serves an area that is rapidly growing in 
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population and in regional development. The evidence suggests that college and 

community leaders share a commitment to the community. GFCC is the only college in 

this study that has a college-wide advisory group with extensive participation from 

community representatives. Moreover, the college has established partnerships with local 

businesses, public service agencies, and other public education instimtions that have 

leveraged the college's ability to meet the growing needs of the area. In the next section, I 

apply the principles of resource dependency to the associations between GFCC and local 

stakeholders 

Green Field Community College - Through a Resource Dependency Lens 

The analysis requires us to focus on the stakeholders, that is, resource providers 

who are perceived as having influence or the ability to command attention from college 

leaders. College members identified the following five stakeholders: Green Field Fire 

District; state universities; public schools; senior adults; business and industry. As defined 

above, these groups are considered the college's resource providers. It is notable diat 

when we look at the groups who are identified as influential, the list changes substantially. 

The influential stakeholders are: the Community Advisory Council; program advisory 

groups; students; senior adults; universities, particularly Big State U and Brigham Young 

University. I acknowledge that students and senior adults were identified as having 

influence in the college, and I have explained why college members perceive them as such; 

however, I do not include them in this analysis, except in reference to the specific actions 

of discrete student groups. 

Examining the data related to these groups through a resource dependency lens 

requires me to make assumptions about the resources that each stakeholder contributes to 

the college. In the case of the Community Advisory Council, those resources may include 

tangible and intangible contributions, such as advice, community insight, professional 
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knowledge, services of support staff, or other professional services. Potential resources 

also include political support and advocacy for the college, as well as the value of having a 

particular individual's name or reputation attached to the Council. Although college 

members participate in the discussions, the official CAC membership consists exclusively 

of community people. According to one dean at GFCC, the Council Chair is chosen by the 

college president, as are the members of the Executive Committee. In addition, the same 

dean noted that the Council's membership includes "community powerhouses who have 

political clout" (Ch. 6, p. 25). From this perspective, it appears that the college does 

benefit firom substantial resources supplied by this group; but are these resources critical to 

the college? The college operated long before the Council was founded in 1990. If we also 

consider that GFCC is the only college in the study that has this type of advisory group, 

then the likely answer to the critical resource question is no. While elements of the 

resource dependency argument fit the relationship between the CAC and the college, it does 

not support a convincing argument. 

Resource dependency does not readily apply to the role of program advisory 

groups, either. Although experts in various occupational fields assist the faculty in 

program and curriculum development, there is no evidence that indicates the college relies 

heavily on those resources to sustain the occupational programs. While there is evidence of 

cooperative agreements with several institutions, the resource dependency explanation does 

not hold for the relationship between GFCC and these institutions. The state universities 

generally prevail over curriculum matters relating to transfer. The college usually adapts its 

curriculum to coincide with lower division curricular changes made by the state's 

universities; however, informants noted that this is to benefit the students not the 

institutions. Furthermore, the evidence shows that the college provides resources to the 

university. According to college reports, a large number of GFCC faculty participate on 

curriculum committees at Big State U. In addition, the college leadership has allowed Big 
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State U to establish a transfer center on campus for advising and recruitment purposes, 

which benefits the university and GFCC students. The situation with Brigham Young 

University is slightly different. According to the dean of instruction at GFCC, the 

relationship with BYU was established at the request of local community members who 

wanted their children to transfer to that institution after attending GFCC. As noted above, 

informants claim that a large number of area residents are of the Mormon faith. Through 

the resource dependency lens, it is possible that the decision to form a relationship with 

BYU was motivated by the desire to attract resources, that is, public support of the college; 

however, there is no evidence to support that claim. Thus, there is no indication that 

GFCC receives critical or substantial resources from the universities. The evidence 

suggests that resource dependency is not a valid framework to support an explanation of 

die relationships between GFCC and its stakeholders. In the next section, I examine the 

data in relation to concepts of power. 

Green Field Community College - Through a Power and Power-Dependence 

Lens 

By definition, this framework calls attention to influential stakeholders and to the 

circumstances that qualify them as influential. At GFCC, the subject groups are: the 

Community Advisory Council; program advisory groups; students; senior adults; 

universities, particularly Big State U and Brigham Young University. As noted above, I 

include students in the analysis only when appropriate, in relation to the actions of a 

specific student population. Similarly, I do not include senior adults because references to 

this group relate to their status as students at GFCC, not as a community group. 

The Community Advisory Council was designated as a key influence by most 

informants at GFCC. Implicitly, this group is widely perceived throughout the college as 

powerful. In reference to the definition of perceived power used by Provan et al. (1980), I 
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note from the data that college members mosdy describe the characteristics of the Council, 

not necessarily their actions. There is evidence that the Council's activities make positive 

contributions to the coUege; however, I posit that the widely-held perception of power 

emanates from three suppositions about its membership: first, that the Council can attract 

such a large number of participants (250) suggests it is powerful; second, that the Council 

draws representation from all segments of the community suggests an extensive 

powerbase; and third, that the majority of its members are selected because they are the 

"movers and shakers" in the community implies that the Council has power. While all of 

the above may be true, it ignores the power of the college president. He selects the Council 

Chair and the members of the Executive Council; and together they select the general 

membership, as well as set the meeting agendas. Furthermore, the president alone has the 

authority to implement the Council's recommendations. The evidence shows that, in 

addition to the Council's role in guiding the college, college leaders utilize the groups' 

influence throughout the community to generate public support for college initiatives. What 

is unclear is whether or not the true purpose of the Council is to influence the community 

rather than the college. It is also unclear what Council members derive from their 

participation. In the analysis, the lines of power become blurred. From a power and 

power-dependence perspective, the motivations of the president and his role with the 

Council beg further attention. A more in-depth study of the Community Advisory Council 

is required in order to present an accurate analysis of the power dynamics involved. Thus, 

the validity of the power and power-dependence framework for this stakeholder group is 

inconclusive. For the same reason as in the case of BLCC, I do not attempt to apply this 

framework to the GFCC advisory groups. 

Students, and senior adults as sub-set student group, were noted as influential. The 

evidence shows that the college is aware of specific needs and has responded to requests 



200 

from these student groups; however, there is no indication that the elements of power and 

power-dependence relationships can be applied to these stakeholders. 

The evidence shows that two universities. Big State U and Brigham Young 

University, have arrangements with GFCC that extend beyond the usual articulation 

matters. The college has established facilities-sharing partnerships with Big State U for 

joint use of local facilities at a former military base, as well as teaching space at a nearby 

research park that is owned by Big State U. In addition, college leaders have allocated 

space in a student services building on the GFCC campus for Big State U to set up a formal 

Transfer Center. The Center is staffed by Big State U employees who offer advising and 

admissions assistance to GFCC students, as well as to the general public. Furthermore, 

faculty at each institution participate in committees at the other institution. The is no 

indication that the constructs of power or power-dependence apply here. Rather, I interpret 

these relationships as mutually beneficial arrangements in support of common interests. 

The college's relationship with Brigham Young University may be interpreted in a slightly 

different way. BYU has developed a comprehensive transfer process that enables GFCC 

students to obtain individualized transfer plans direcdy from the BYU registrar. As noted 

above, the relationship with BYU was established at the request of local community 

members who represent a large number of area residents of the Mormon faith. Through the 

power lens, it is possible that the relationship with BYU was motivated by the perceived 

power of this segment of the local population; however, there is no evidence to support this 

assumption. The power-dependence argument cannot be validated, as there is no indication 

that a dependence relationship exists among the parties. Overall, the evidence does not 

support power and power-dependence as a reliable framework for understanding the 

relationships that GFCC has with its stakeholders. 
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Green Field Community College - Through a Stalceholder Lens 

Drawing on the principles of stakeholder theory outlined above, I examine the 

evidence relative to each stakeholder to discern the assumptions tt*at drive perceptions of 

stakeholder influence at GFCC. College members identified eight stakeholder groups: 

Green Field Fire District; state universities; public schools; senic»r adults; business and 

industry; Community Advisory Council; program advisory groups; and students. For 

reasons noted above, I do not include program advisory groups in tliis analysis. 

Green Field Fire District was frequentiy noted as a stakeholder at GFCC. The Fire 

Science program is described as a "major" program at GFCC. Moreover, there is evidence 

that the college's relationship with this entity permeates the college, and can be traced 

through credit and non-credit instruction, as well as service Eeaming and volunteer 

activities. Furthermore, there is extensive representation from the fire service on the 

Community Advisory Council, and the city Fire Chief serves on the Executive Committee. 

Regardless of these multiple linkages with GFCC, the Fire District was not named as 

particularly influential. A plausible explanation is that the interactions of this group are 

dispersed throughout the college, and thus they do not gain the co-llective recognition that 

translates into "influence". Another explanation is that the ubiquitous presence of these 

stakeholders at the college may encourage college members to view them collegially, rather 

than as an external group. 

Universities, particularly Big State U and B YU, were described as constituents and 

as influential stakeholders. Although the college has special arrangements with these 

instimtions, the evidence suggests that these alliances are prompted by a mumal interest in 

maximizing access to higher education for the Green Field community. 

Although informants named public schools as a constituent, and the evidence 

shows the college has multiple connections to the schools, this stalceholder group was not 

identified as influential at GFCC. In examining the types of irLteractions between the 
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college and this stakeholder group, one particular arrangement drew my attention. The 

college has a facilities-sharing agreement with the Green Field Public School District. This 

arrangement enables college faculty, staff, and students to share access to classrooms, 

office space, computer labs, and other amenities with school district employees. The 

building is owned by Green Field Public School District, but the college provides much of 

the equipment. This arrangement is indicative of a sharing philosophy that appears to 

undergird the college's operational policies. 

Students and senior adults were named as separate stakeholder groups, but I 

include them here as a single group because the references to senior adults were related to 

their role as students in community education programs at GFCC. Throughout the study, I 

have acknowledged students whenever they were noted by college members, even though 

they do not meet the definition of extemal stakeholders. At GFCC, informants reported 

circumstances in which specific student populations were able to influence ±e college; for 

example, the increasing number of older, re-entry students has prompted the college to 

address issues such as child care and flexible scheduling. In addition, in response to the 

expectations of incoming traditionally-aged students, the college is expanding access to 

technology on campus. Furthermore, college leaders have been responsive to suggestions 

that have enabled senior adult students to be more involved in the campus. There is no 

evidence to suggest that the motivation behind these actions is anything more than the 

college responding to the needs of its the students, whom one dean describes as the 

college's primary stakeholders. 

The business and industry stakeholder group was not mentioned extensively at 

GFCC and was not noted as influential. The majority of training and services targeted to 

this stakeholder group is conducted at the Business and Industry Institute, which is 

administered through the Extended Campus, although the college also works with local 

employers through the occupational programs. Transactions with this sector of the 
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community are mediated through three components of the college. First, the Business and 

Industry Instimte functions specifically to provide services to meet the needs of this 

stakeholder group. Second, the associate dean and faculty in occupational areas collaborate 

with relevant businesses directly, as well as through program advisory groups. Third, 

businesses of all sizes are represented on the Community Advisory Council, which 

provides a forum to discuss issues and concems. In addition, GFCC has training 

partnerships with several major corporations in the area. 

The final stakeholder in this analysis is the Community Advisory Council. The 

unique characteristic of this stakeholder group is that it encompasses all of the other 

stakeholders. The regional fire service is represented on the Council by ten members and 

one member of the Executive Committee. Big State U is represented by four members and 

one member of the Executive Conmiittee. Public schools are represented by twelve 

members and two members of the Executive Committee. There are ten members and one 

Executive Committee member who are listed by profession and designated as "retired". It 

is unclear if these people were selected to represent their former professions or to represent 

senior adults in the community; my assumption is that they contribute to the Council from 

both perspectives. More than 80 general members, as well as six Executive members of 

the Council, represent various businesses and industry. Last, but not least, students are 

formally represented on the Executive Committee by the president of the Associated 

Students of GFCC, and it is possible that other members are also students. Evidence 

shows that the entities with which the college has established partnerships and 

collaborations are members of the Council. In addition, the Council's membership 

includes representatives firom state and local government, public services, healthcare, the 

media, and several charitable organizations. 

According to the stakeholder framework described by Freeman (1984, pp. 53-55), 

organizations with multiple stakeholders, out of necessity, must manage the relationships 
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with its stakeholders in an action-oriented way. Given the extent of stakeholder groups 

represented, I posit that the Community Advisory Council is the vehicle used by GFCC to 

manage stakeholder relationships. Providing a formal arena where stakeholders can share 

views and opinions about community meeds lessens the potential for any stakeholder to 

become particularly influential. The plaiisibility of this argument is strengthened when we 

look at the stakeholders who college leaders identify as influential: Community Advisory 

Council; program advisory groups; students; senior adults; universities, particularly Big 

State U and Brigham Young University. The evidence does not indicate that, with the 

exception of the Council, any of these groups have had a particularly substantial impact on 

the college. The transforming body is the Community Advisory Council, and the 

stakeholder groups comprise the parts of the whole. It is clear that the stakeholder 

perspective provides a more feasible framework for explaining the relationship between 

GFCC and its constituent groups than either resource dependency, or power and power-

dependence perspectives. 
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CHAPTER 8 

FINDINGS, CONCLUSIONS, AND REFLECTIONS 

The literature discussed in Chapter 2 clearly shows that present-day community 

colleges are viewed as multipurpose, community-oriented colleges offering a wide range of 

programs and services to a variety of constituents. An underlying assumption that 

permeates the literature is that commonality of purpose unites these institutions in a singular 

identity. Furthermore, although the college and community connection is widely 

acknowledged throughout the literature, there is little attention given to the nature and extent 

of this relationship. The study was motivated by my disagreement with the disregard 

reflected in the literature for role of the community as a defining influence, and with the 

assumption of institutional "sameness". The goals of the research were three-fold: to 

illuminate the significance of the local context in shaping what community colleges do; to 

explore how college decision-makers perceive and interpret community influences; and to 

develop a descriptive explanation of the relationships between the subject colleges and their 

respective communities. I present the research as a contribution to understanding 

community colleges in their local settings. 

The colleges in this study operate within the overarching governance structure of 

the Rainbow Community College District. Although each college has its own institutional 

mission, they also have a responsibility to support district-wide mission and goals. 

Regardless of these commonalities, the colleges and the communities that they serve are 

quite different. The evidence clearly shows that local circumstances are a significant factor 

in determining institutional behavior at all three colleges. 
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Findings 

The following tables summarize the findings at each college. Table 7.1 provides 

the context in which each college operates and Table 7.2 displays a summary of the college-

stakeholder relationships at the three subject colleges. Table 7.1 shows that the colleges 

operate in very different circumstances. The local context draws our attention to the 

constraints and latitudes that potentially impact decision-making within these institutions. 

Furthermore, the circumstances at YRC are a reminder that an instimtion's flexibility in 

dealing with stakeholders is tempered by internal issues, as well as the external 

environment. 

Consider the contrast between the communities of Blue Lake and Yellow Ridge. 

Both colleges are working with community leaders to develop their communities, but for 

very different purposes: one to establish a community identity and to develop local 

enterprise; the other is to rekindle economic viability and to renew civic pride. 

Furthermore, the types of community demands differ gready between these two institutions 

and are reflective of the local demographics: BLCC's affluent population requests art and 

culture; whereas at YRC the large percentage of the population seeks Enghsh language 

training. Green Field College does not seem to be constrained by any specific community 

circumstances. The coUege and community work in tandem; as the community develops, 

the college expands the number of teaching sites to the reach the outlying communities. 
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Table 7.1 

Comparative Contexts 

Yellow Ridge Blue Lake Green Field 

Community 
Characteristics 

and 
Context-
Defining 

Circumstances 

Oldest college in 
RCCD 

Local area slowly 
emerging from years 
of economic decline 

Ethnic minorities are 
population majority 

College role in local 
'renewal" expected by 

civic leaders 

College recovering 
from fiscal emergency 

College attendant to 
social needs, as well 
as needs that impact 

the public image of the 
college 

Area businesses 
somewhat neglected 

by YRC 

Newer college located 
in a developing area 

Area described as 
mostly affluent, 
middle class, 

predominandy WTiite, 
with "poverty 

pockets" 

Small, but growing, 
minority population 

Large number of 
traditionally-aged, 
university-bound 

students 

College emphasis on 
transfer programs and 
estabUshing "niche" 

programs 

Collaboration with 
civic leaders in trying 
to form a community 

identity 

Middle-class 
expectations shaping 

the college 

Largest college in 
RCCD 

Serves a wide and 
developing area 

Multiple teaching 
sites with shared 

administrative 
structure 

Resources leveraged 
through partnerships 

Well-established 
community network 
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Table 7.2 

Comparison of Findings 

Yellow Ridge Blue Lake Green Field 

Constituent 
Groups 

Area Residents 

Local Businesses 

Healthcare Community 

Public Schools 

Universities 

Social Agencies 

Local Government 

Chamber of 
Commerce 

Public Schools 

Universities 

Small Businesses 

Students 

Green Field Fire Dept 

Universities 

Public Schools 

Business & Industry 

Influence 
Groups 

International 
Population 

Healthcare Community 

Neighbors 

Local Government 

Chamber of 
Commerce 

Public Schools 

Universities 
especially Big State U 
and State University 

North 

Advisory Councils 

"the Community" 

Faculty 

Conmiunity Advisory 
Council 

Students (includes 
senior adults) 

Universities -
especially Big State 

U and Brigham 
Young University 

Influence 
channeled 
through: 

President 

Advisory Groups 

Personal Interactions 

Advisory Groups 

Collaborations 

Evidence of two-way 
influence between 
Civic Leaders and 
College Members, 

particularly the 
President 

President 

Community Advisory 
Council (includes 

representation of all 
identified 

stakeholders) 

Partnerships 

Applicable 
Analytical 

Framework(s) 

All 3 apply, but are 
context-dependent -

Resource-Dependency 

Power/Power-
Dependence 

Stakeholder 

Power-Dependence 

Stakeholder 

Stakeholder 
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All three colleges lack a formal institutional definition of the communities they 

serve. At each college, informants used a variety of characteristics to describe their local 

constituencies. Table 7.2 shows that all three colleges identified some common constituent 

groups: public schools, universities, and businesses. When we compare the groups that 

were identified as influential, the similarity ends. The influence groups at Blue Lake and 

Green Field are quite different from those identified at YRC. The influence groups at YRC 

are related to changes in the local environment and to its public image; for example, the area 

has experienced an influx of non-English-speaking refugees from a variety of countries. 

Thus the college has adapted programming and services to meet the needs of this segment 

of the population. In addition, YRC is attentive to local healthcare entities because of the 

college's high-profile programs targeted to this group. BLCC and GFCC have one 

influence group in common: universities, with Big State U the common element. Both 

colleges have a high percentage of students enrolled in transfer programs, and both allow 

Big State U to conduct on-site advising. Beyond that, the influence groups relate 

specifically to local circumstances. 

Green Field Community College is the only one of the three institutions that has any 

type of structure for systematically soliciting input and feedback from the community at 

large. Table 7.2 shows the ways in which community influence is mediated at each 

college. The cormnon elements among the colleges are advisory groups and the college 

president. The advisory groups primarily focus on curriculum development, and 

community representation in these groups is limited; however, at YRC, the president claims 

that the ability to affect the curriculum is a substantial influence. The college president is an 

"avenue of influence", largely because he or she most often represents the college in the 

community, and because he or she is the ultimate decision-maker. At YRC, the evidence 

shows that community influence is often mediated through individual contacts in formal 

and informal settings; college members, including the president, claim that these 
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interactions inform their decision-making. At BLCC, the evidence shows that 

collaborations between the college and community groups are perhaps the most effective 

way of influencing the institution; however, it appears that through these interactions, the 

college also has influence in the community. It is a very similar case at GFCC. The 

college is involved in a variety of resource-sharing partnerships throughout the comm.unity. 

In addition, the college attracts substantial stakeholder representation on the Community 

Advisory Council. The membership includes representatives from all segments of the 

community. 

The final category in Table 7.2 shows the analytical frameworks that best describe 

the way in which the colleges respond to their stakeholders. The designated frameworks 

reflect my analysis of all the elements listed in Table 7.2 in relation to the elements in Table 

7.1. At YRC, I found that all three frameworks have some validity. The college is 

working to regain credibihty and public esteem, and leadership decisions and behaviors 

suggest a resource dependency stance; for example, the swift and personal response to 

neighbor complaints, as well as the continued focus on high-visibility programs that are 

prestigious to the college. To a lesser extent, the power-dependence framework fits the 

president's concern with improving the college's public image. Her responsiveness to 

neighbors and local government officials can be explained as dependence on their goodwill 

and potential political support. At BLCC, the collaborative and mutually dependent nature 

of the relationships fits well with the stakeholder framework. However, there are some 

indications that a power-dependence relationship exists between the college and two of its 

stakeholders, the Chamber of Commerce and a vaguely defined group referred to as "the 

community". Last, but not least, the community network approach used by Green Field 

Community College is illustrative of the stakeholder concept. The college mediates 

community influence through the Community Advisory Council, and the president utilizes 

the Council as a structure to manage the college's relationships with multiple stakeholders. 
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These comparisons illustrate how the local context significantly shapes 

organizational behaviors at these colleges. Furthermore, the evidence shows a substantial 

variation among the sites regarding which stakeholder groups are perceived as influential. 

In all three cases, the concepts of stakeholder theory contribute to an understanding of the 

dynamics between local context, decision-makers' perceptions of stakeholder influence, 

and the way in which those influences are mediated in the college. 

None of the colleges in the study has an institutionalized definition of the 

communities they serve, and only one of the colleges has a formalized method to obtain 

community opinions. Many informants paused before responding to the question: "How 

do you characterize the local community?". Ultimately, all informants described the 

community in terms of either demographics, geographic boundaries, or by constituent 

groups. 

At Yellow Ridge College, declines in the physical and economic environments have 

had an impact on college priorities. Additionally, substantial changes in local 

demographics have influenced programs and services. Furthermore, negative public 

response to strategies to regain fiscal solvency has increased college leaders' sensitivity to 

the college's public image. It is evident that college leaders have responded to changes in 

the external environment and have prioritized accordingly. However, internal issues also 

have influenced college actions, sometimes to the detriment of its relationships with 

community stakeholders. 

The community served by Blue Lake Community College is different from that 

served by YRC. Nevertheless, the evidence shows that BLCC also is influenced by its 

local environment. The lack of substantial employers in the area has impeded the college in 

fully deploying a comprehensive mission, and the college has been criticized by district 

leaders for not developing relevant occupational programs. Moreover, civic leaders rely on 

the college to assist in developing commercial enterprise. Local demographics also have 
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impacted BLCC, but in a very different manner than at YRC. The expectations of the 

predominantly affluent local population have influenced programming decisions at the 

college, whereby a priority to develop vocational programs has been superseded by a 

demand for transfer, business, and liberal arts programming. In addition, a lack of defined 

community identity has constrained the college leadership's ability to articulate a definitive 

institutional identity. 

The situation at Green Field Conununity CoUege is unlike either of the other two 

colleges. The Green Field community is firmly established, is prospering, and is growing. 

Along with local development, the college is expanding its teaching sites. To meet the 

growing needs in the area, the college has developed partnerships with various community 

entities, and the evidence shows that the college has a wide network of support within the 

community. 

Although the colleges serve similar constituents, there are differing perceptions 

among the sites about which stakeholder groups are influential . However, the influence 

groups identified at each college fit with the contextual circumstances of their respective 

communities. There are some similarities in the way that community influences are 

mediated at the colleges, for example, through advisory groups and the college presidents. 

However, at YRC, in the absence of a formal structure for community input, the primary 

avenue of influence is through college members' personal interactions with community 

members. At BLCC, the most effective avenue of influence is through collaborations with 

community groups. 

There is evidence that the relationship between Yellow Ridge College and its local 

community is driven by a desire to serve conamunity needs, and also by the need to gamer 

public support. The college is largely reactive to changes in the community and provides 

only limited opportunities for community members to participate in planning. These 

findings suggest that all three frameworks, resource dependency, power-dependence, and 
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stakeholder theory, are useful in understanding the dynamics between the college and the 

Yellow Ridge Conununity. At Blue Lake College, the relationship between the college and 

the community can best be described as collaborative and mumally dependent. The 

evidence suggests that the college is proactive and responsive in addressing community 

needs. The college approaches its community interactions from a stakeholder perspective; 

however, there are elements of power-dependence relationships, albeit well-balanced, with 

two of its stakeholders. Of the three colleges. Green Field Community College, by far, has 

the most comprehensive relationships with its community stakeholders. The evidence 

shows that through its Community Advisory Council the college can muster extensive 

community support. Furthermore, the president uses these community connections to 

develop resource-sharing partnerships with various constituencies. This sharing 

philosophy appears to be embedded in the local culture. Clearly GFCC operationalizes a 

stakeholder approach to strategic management, to the benefit of the college and the 

community. 

Analysis of the evidence reveals some disjunctures between perceptions and 

behavior, as well as between district and local expectations. In all three cases, businesses 

were noted as constituent groups but were not identified as particularly influential, yet there 

is strong contradictory evidence. Documents clearly show that at the district level business 

concerns are a key component of the RCCD mission. At the campus level, businesses do 

not seem to be a priority, yet the influence of business interests permeates each of the 

colleges. Businesses are represented on advisory groups that shape the curriculum and 

program development at all of the colleges in the district. At YRC, healthcare 

representatives are a significant force in guiding the college's hallmark programs, yet 

college members do not identify healthcare as a business entity. At BLCC, the Chamber of 

Commerce was repeatedly noted as a significant influence but people at the institution 

showed no awareness that the Chamber is comprised of business owners or that the 
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purpose of the organization is to represent and promote business interests; rather, the 

chamber is perceived as advancing community interests. At GFCC, business interests are 

represented on a much larger scale. More than fifty percent (50%) of the Community 

Advisory Council members are from the business sector. Implicidy, a substantial 

concentration of business influence is channeled through the Council. In addition, the 

evidence shows that business interests are advanced through partnerships with GFCC; for 

example, the Intel company donated resources to enable the college to provide services that 

ultimately benefit company needs. This evidence suggests that the extent of stakeholder 

influence, in this case the influence of the business sector, is not evaluated or even 

recognized by college leaders. The implication is that stakeholder groups may develop a 

"critical mass" of influence without decision-makers being aware of the potential 

cumulative effect-positive or negative-on the college. 

Conclusions 

The research findings demonstrate the importance of the local context in shaping 

institutional behavior. A shared mission and governance structure do little to standardize 

the way that community colleges negotiate the institutional mission in their communities. 

Moreover, the findings demonstrate that assumptions and predictions about institutional 

behaviors based solely on similarities in mission, curriculum, and constituent groups 

served are questionable. Community colleges are subject to the influences of the external 

environment, and these influences are mediated through the transactions between college 

members and stakeholder groups. However, there is littie consistency among the colleges 

in how those transactions take place. Furthermore, there are varying perspectives among 

the colleges about which stakeholders are influential. The evidence confirms that 

institutional responses to its stakeholders are guided by decision-makers' perceptions of 
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stakeholder influence, and local circumstances have a substantial role in shaping those 

perceptions. 

The frameworks of resource dependency, power and power-dependence relations, 

and stakeholder theory all contribute to an understanding of perceptions of influence and 

institutional responses to community stakeholders. However, resource dependency and 

power and power-dependence theories do not consider the pluralistic nature of relationships 

between multiple players. The concepts of stakeholder theory support a more detailed 

analysis of the interactions between a college and its stakeholders, because this perspective 

allows for multiple explanations; that is, stakeholder theory does not assume that 

instimtions react to all stakeholders in the same way. Moreover, the stakeholder 

perspective highlights the differences in perceptions about stakeholders within an 

organization, as well as illuminating the context-dependent nature of those perceptions. 

Implicit in the definition "community college" is that these instimtions have a 

community focus. It follows, then, that community colleges should have an understanding 

of who they serve, that is, who comprises the community. I did not find this to be the case 

in this study: all three colleges lack a consistent definition of their communities. 

Furthermore, two of the colleges do not solicit input or feedback ft-om community members 

with any regularity, and when they do it is to a limited audience. The third college engages 

community members in the college through a Community Advisory Council, and the 

college clearly benefits firom this relationship although the benefits are derived in large part 

from business interests. I can only conclude that the other colleges might benefit by 

establishing similar relationships with stakeholder groups in their communities. 

The concept of community is unclear. College members do not have a shared 

understanding of who or what is meant by "the community". This suggests that college 

leaders should develop a working definition of whom the college serves and for what 

purposes. 
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All stakeholders are not created equal and not all stakeholders are represented. The 

evidence shows that college leaders neither perceive of nor transact with stakeholders in the 

same way. I suggest that stakeholders can be characterized in two ways: passive and 

active. By passive, I mean individuals or groups who live, work, or operate in the 

geographic area served by the college but have no association with the college. Although 

they may not interact with the college, they are included as stakeholders because, according 

to the definition of stakeholder given in Chapter 2 (see p. 41), as taxpayers and voters these 

people indirectly can impact the college. Active stakeholders are individuals or groups who 

choose involvement in the college, or are engaged by college members in various ways. 

Given these distinctions it is apparent that the colleges focus on a relatively small 

percentage of the community at large — the active stakeholders. 

Decision-makers' perceptions of influence are not necessarily validated by practice. 

College members have a fragmented view of their stakeholders and interact with them 

accordingly. There is no collective understanding of how and to what extent external 

stakeholders influence the college. Community colleges would benefit from developing a 

"big picture" perspective of institutional linkages with stakeholders and the multiple 

relationships that are necessary to support a multi-purpose mission. 

Local context is important in shaping what community colleges do, and the 

evidence shows that local needs do not necessarily coincide with district priorities, as noted 

at Blue Lake Community College. The demands and expectations of local constituents 

have overshadowed district mandates for a comprehensive mission. Clearly, in this case, 

community influences are a more significant force than district directives. 

The institutional behaviors demonstrated by the colleges in this study to an extent fit 

with McCartan's (1983) conception of "College for Community" (see Ch. 2, p. 28). 

College leaders are trying to adapt to the emerging and changing needs of their stakeholders 

rather than adhere to a template mission, and it is clear that local environments are not 
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static. The concepts of "College for Community" highlight why it is important to 

understand who or what we mean by "community" and to know who the stakeholders are 

and how stakeholder groups can impact the college. If instimtions truly are "community 

colleges", they should act in concert with their stakeholders to provide and support 

appropriate programming. 

Reflections and Directions for Future Researcti 

In a sense, this study raised more questions than it answered. At various points in 

the research, I became aware of other paths that this study could have taken. In order not 

be distracted from the task at hand, I filed the ideas away for fumre reference. I believe this 

research has achieved the purpose of illiuninating that community colleges cannot be 

detached from their local context. Without consideration of contexmal characteristics, 

attempts to understand or explain community colleges are incomplete and inaccurate. My 

preference is to view community colleges as individual entities; however, this perspective 

denies the value of generalized research. For this reason, I considered ways that this study 

may be extended to groups of institutions, without losing focus on the context in which the 

colleges are embedded. At Blue Lake College, I was struck by the president's comment 

that the community made relatively few demands on the college. His observation presented 

an avenue for further study. The findings of this research can be validated and 

strengthened by a comparative study of other conmiunity colleges in affluent 

neighborhoods to investigate the types of demands and expectations of middle class 

populations in relation to these institutions. The study could be extended further by a 

cross-comparison of the community dynamics surrounding institutions in economically 

depressed areas. 

This research focused on stakeholders who were identified by college decision

makers as having influence. This raises the question of whether or not community 



218 

stakeholders are aware of their ability to influence the college. The conceptions of potential 

power and enacted power presented by Provan et al. (1980) provide a basis for further 

study to examine community stakeholders' perceptions of their influence on their local 

community colleges. 

In Chapter 1, I acknowledged that this study is limited by not attending to the 

details of the institutional decision-making process. Investigations of the influence of 

external forces on organizational behavior would be enriched by examining not only how 

external influences are mediated through interactions between institutional members and 

community stakeholders but also how decisions are negotiated within the institution. 

Furthermore, I recommend that similar investigations include budgetary analyses to 

examine whether or not resource allocations support or contradict perceptions of 

stakeholder influence. 

Recommendations to Practitioners 

From the perspective of "theory informs practice", this research has enlightened me 

in my role as a conununity college administrator. I am keenly aware of how easy it is to 

become immersed in the demands of daily work, and to lose focus of why we are there in 

the first place. As a practitioner, this research experience has heightened my sensitivity to 

the external community and to the need for community involvement in the college. As a 

leader, I have made a commitment to place the local community at the forefront of all we do 

at our institution, and to be cognizant of who is "the community". I urge my fellow 

practitioners to explore the following questions at their institutions: 

1. Who do we mean when we talk about our community? 

2. Who are our stakeholders and to whom do we give attention? 

3. How does technology impact whom we serve? (that is, how extensive do we allow our 

"community" to become if technology gives us access to students globally?) 
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4. How do we interact with our stakeholders? 

5. How does the way we serve our stakeholders fit with institutional goals? 

Stakeholder theory informs us how to manage our relationships with stakeholders. 

There should be no need for hesitation when asked to define our community and those 

whom we serve. Mintzberg (1983) states that an organization exists "for anyone who can 

gain power to determine its actions". We must ask for whom does our institution exist? A 

community college that does not invite community involvement risks becoming an 

organization for its own sake. Similarly, as decision-makers who shape organizational 

behavior, we must attune ourselves to community stakeholder influences so that the 

institution is not subjected to overpowering influences that may advance the interests of a 

particular stakeholder at the expense of others. Moreover, it is evident that establishing 

relationships with stakeholders offers the potential to leverage resources for the mutual 

benefit of the college, its stakeholders, and the communities served. 
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